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Chapter 0 @
Introduction

Although this book is clearly a textbook, it is intended to be used more
like a tourist guide; a book to be used by readers as a guidebook to
researching and writing a dissertation. It is written in a rather more infor-
mal manner than many textbooks because it focuses on what the reader
needs to know rather than on the debates in the academic literature.

This introduction is Chapter 0. Such a quirky way of beginning the
numbering of chapters needs to be explained. The guide is structured
around six stages in the process of researching and writing a dissertation.
These stages in turn reflect the six criteria that typify the standards that
dissertations are marked against. The guide contains a chapter for each of
these stages-cum-criteria. I wanted each of them to have the appropriate
number, Chapter 1 for stage 1 and so on. This meant that the introduction
that precedes the chapters had to be Chapter 0.

Calling the introduction Chapter 0 does not mean it is empty of con-
tent. It is quite important to read this chapter if you are going to get full
value from the guide, because it will achieve the following:

® identify the assessment targets you need to hit for the dissertation to be
passed;

® introduce you to methodological issues that can cause students prob-
lems if they are not understood;

® explain the structure of the guide and introduce you to further resources.

Contents

Who is this guide for?

What does doing a dissertation involve?
The process of doing a dissertation

What does working at Master’s level mean?
The assessment criteria

The learning outcomes and assessment criteria
Jargon, ‘isms’ and ‘ologies’

How to use this guide

Suggested reading

Other recommended books
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® Who is this guide for?

The first readership for the guide is all those doing an MBA, or an MSc or
MA course in a management or business topic, and who have to write a
dissertation as part of their studies. That said, many of the topics and
skills the guide covers are relevant to anyone who has to research and
write a dissertation or a long, research-based paper as part of their pro-
gramme of study. The guide will be of use to undergraduates doing
final-year dissertations and also to DBA and PhD students.

® What does doing a dissertation involve?

Most MBA and Master’s in management programmes include a major
project in which the students identify an issue of managerial, organisa-
tional or business concern and research it. However, different business
schools demand different things in the research component of their MBA
and other Master’s programmes. Most commonly students will be required
to write a dissertation, which is a report on a major piece of primary
research (normally between 15,000 and 20,000 words long) which gives
an account of a student’s investigation into a business or managerial issue,
provides an analysis of the research and presents the conclusions that are
drawn from it. In addition to, or instead of, the dissertation, students may
be required to write one or more of the following;:

® a proposal, which is a document that defines what the project is about,
explains why it is important and describes how it is to be carried out;

® a paper, which is a short (normally around 4,000 to 6,000 words) doc-
ument suitable for presentation to an academic conference or journal;

® a management report, which is a shorter document (2,000 to 4,000
words) that is suitable for presentation to managers and decision
makers and that is designed to persuade them to adopt the recommen-
dations you make.

This guide focuses on the proposal and the dissertation but it also gives
some help on writing papers and reports.

Some other key terms are used frequently in the guide and it will be
useful to define them before we proceed:

® A project means all the activities that go towards completing a dissertation.
® A thesis is an argument or a proposition supported by evidence and
literature.

A Master’s degree in a business or management subject brings together an
academic concern for theory and understanding with a managerial
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concern for analysis, planning and action. A dissertation should be written
primarily for an academic audience, and it will be marked by academics.
However, it should also contain elements that address the concerns of
those in the organisations whose problems were the subject of the disserta-
tion. Getting this balance right is one of the skills needed to write a good
dissertation.

The aims of the dissertation, and of the proposal and the conference
paper if you are required to do them, will vary from institution to institu-
tion and you will need to become very familiar with those that belong to
your course. However, the following example would not be atypical.

The objective of the dissertation is to give the student an opportunity:

1. to plan, research and write up a project that improves understanding of
a significant managerial, business or organisational matter, and that, if
appropriate, provides recommendations or findings upon which action
can be determined;

2. to learn how to undertake a major project that requires you to:
® be focused on a complex and important issue;
® undertake effective and competent primary research;
® integrate theory and practice;
® incorporate understanding taken from a critical review of the

appropriate literature;

base your dissertation on sound analysis and arguments; and

® be sensitive to the requirements of the different audiences for the
dissertation.

The focus of the project is often a matter for you to decide. It may be on
any of the following:

® 2 part of an organisation, or a comparison between parts of an organi-
sation;

a single organisation;

a comparison between two or more organisations;

a study of an industrial or commercial sector;

a study of a managerial function or profession.

The process of doing a dissertation

In practice, doing a dissertation is not a sequential process in which the
completion of one stage leads neatly to the next. There are often false
starts and returns to earlier stages of the project to reconsider the focus
and the aims. Many of the stages of doing a project will be pursued in par-
allel. While you are reading for the literature review you may also be
setting up contacts for interviews or drafting a questionnaire. However,
there is a basic logic to the process and this can be used to explain the
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contents of this guide. This logic is shown, as a series of stages for conven-
ience, in Figure 0.1. In addition to this introduction, the guide contains six
chapters. Each of the chapters deals with one of the stages shown in Figure
0.1. Taken together, the chapters will lead you through the processes of
researching and writing your dissertation.

Figure 0.1 has three dimensions. The time dimension runs vertically.
The height of the cube represents the length of time you have to complete
your project and dissertation. The other two dimensions are as follows:

thinking — finding out
confusion — confidence.

Here is a description of the progress of an average project using these
dimensions.

Phase 1 - Choosing a topic and designing the project

At the start, students are confused about what they are going to study for
the project and how they are going to do it. In the first phase, thinking
about choice of topic and what approach to research is going to be
adopted leads to finding out about possible topics and investigating the

Finish

Framing argumentsiand writing up

Interpreting .
the research

material Researching
and analysing

Time

Writing a
critical literature
review

Choosing
a topic

Developing a
conceptual
framework

Planning the
project

Finding out
Confidence

Confusion

Thinking

Figure 0.1 The processes of researching and writing a Master’s dissertation
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range of research methods available. The combination of these activities
increases students’ confidence, but not hugely. They are still a little fazed
at the end of this first phase but they should have a clearer idea of what
they want to research, why it is important and how they are going to do it.

Phase 2 - Writing a critical literature review

The next phase involves searching for books, academic papers and other
materials that are relevant to the project, so quite a lot of energy at the
early part of this phase goes into finding out what resources are available.
Although finding materials is satisfying, there is a tendency to think that
the information they contain can be transferred into one’s brain by some
osmotic process that does not involve actually reading the stuff. This
stage, of course, involves reading the material, making notes on it and
thinking about it. In particular the various theories and frameworks
drawn from the literature need to be criticised and evaluated to see which
are academically robust enough to be used in your project. The reading
and thinking normally mean that students have increased confidence in
their project by the end of this phase.

Phase 3 - Developing concepts, conceptual frameworks and theories
As a result of their increasing confidence, students feel ready to move into
the next phase, which is developing a conceptual framework. This is a
‘map’ that draws together the concepts that the students will use to guide
their research and that suggests how they are related. Conceptual frame-
works are normally modifications and developments of models and
theories found in the literature. When a conceptual framework is decided
upon it gives a great boost to students’ confidence. They feel in control of
their project because they can see where it is going. However, once it is
drafted, and they think about the framework some more, little doubts and
worries creep in and the confidence begins to seep away. Then it is time to
get into the next stage — of doing the research work.

Phase 4 - Collecting and analysing research material

Some thinking is needed at the start of the research phase of the project.
Students have to decide in detail how they are going to conduct the
research and organise the practical aspects of, for instance, conducting
interviews or focus groups, identifying people to send questionnaires to
and so on. But the bulk of this stage is about finding out. When students
start to collect their research results it often boosts their confidence as they
conclude that they will have enough material to write their dissertation.

Phase 5 - Interpreting research material and drawing conclusions
After a heap of research material has been collected it then remains to
make sense of it — to interpret it. This can be a daunting task and initially
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there can be an increase in confusion as students think about what the
material means. But some hard thinking and interrogation of the research
material usually result in students finding out more about their topic. The
interpretation stage involves choosing an interpretive grid that will, most
likely, be developed from the conceptual framework that was developed
during an earlier stage of the project.

Phase 6 - Forming arguments and writing up the dissertation
In the final stage the students formulate their arguments arising from all their
work and shape them into a written dissertation. The process therefore
moves away from ‘finding out’ towards ‘thinking’ — although it is interesting
to note that students often only find out what they mean when they start
writing up the project. If all goes well, by the time they have finished writing
up the students will have confidence in their project and their dissertation.
The six chapters in this guide are designed to help you through each of
these stages. Their contents are briefly summarised below.

Choosing a topic and designing the project Chapter 1
e |dentifying a topic

e Drafting research objectives

e Planning the research and the project

Writing a critical literature review Chapter 2
e Searching the literature

e Summarising and précising the literature

e FEvaluating key concepts and theories

Concepts, conceptual frameworks and theories Chapter 3
e |dentifying key concepts
e Drafting conceptual frameworks
e Theorising the material
{
Collecting and analysing research material Chapter 4
e (Choosing and designing research methods
e Conducting the research
e Analysing, sorting and classifying the material

Interpreting the research material Chapter 5
e Honesty of argument and language
e |Interpreting research material
e Drawing safe conclusions
\:
Framing arguments and writing up the dissertation Chapter 6
® Arguing a thesis as well as writing a dissertation
e Structuring the dissertation
e Producing documents in accordance with the style guide
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What does working at Master’s level mean?

Studying at Master’s level requires an extension of the academic skills you
may have used when you were doing diploma-level studies, as well as the
development of some new ones. In this section I identify these new skills
and abilities and indicate which of the chapters in this guide are intended
to help you develop them.

Methodology
Having a general familiarity with some of the philosophical issues and
arguments about the process of research. The study of these philosophical
aspects is known as methodology. It is not expected that you should
become a philosopher. It is expected that you acquire sufficient knowledge
of methodology to prevent yourself from making errors such as using
inappropriate research methods that will be incapable of answering the
research questions you have asked.

See Jargon, ‘isms’ and ‘ologies’ in this chapter, Designing your project in
Chapter 1 and Choosing an interpretive grid in Chapter 5.

Theorising
Attempting theoretical innovation. No one expects Master’s students to
create new theories (although it is wonderful if they do). On the other
hand, neither are they expected simply to take theories from the literature
and use them uncritically. You should look for opportunities to develop,
modify or adapt the theories you take from the literature. This is often nec-
essary because you may take a theory that was developed in one field of
study, or in one context, and try to use it in different circumstances. The
theory may need adaptation, or at the least review, before it is relocated.
Belbin’s (1981) theory of team effectiveness, for example, was derived from
studies of managers, yet I have seen many people attempt to use it with pro-
duction staff without checking the theory’s validity on the shop floor.

See Chapter 2 and Framing conclusions and recommendations in
Chapter 5.

Dealing with complex and ambiguous matters

Developing novel analyses and arguments. At diploma level, students face
the task of understanding a management technique or approach so that
they can apply it. At Master’s level the intention is that complex and
intransigent issues and problems should be studied. This implies that exist-
ing management techniques will be inadequate for solving such problems.
Therefore, you will have to develop your own ways of thinking through
the problem. Techniques will be helpful but in addition you will have to
use your own thinking skills to analyse the issues and present arguments
as to how the problem should be studied.

See Chapter 5 and Writing a thesis, not just a dissertation in Chapter 6.
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Learning to learn
Reflecting on your learning. Often this means being willing, as part of
doing the dissertation, to challenge the unthought-of assumptions and
values that constrain our thoughts and actions. To use the current manage-
rial jargon, you should think ‘out of the box’. Another way of learning
how to learn is to provide a review and critique of how you tackled the
Master’s project. It is generally reckoned a good idea to keep quiet about
your mistakes when writing up your dissertation. This is itself a mistake.
At Master’s level, errors are for learning from. If you made a mistake in
good faith (as opposed to laziness or sloppiness) then report it in the dis-
sertation and show how you have learnt from it. This should gain you
extra marks. If, for example, after you have completed a questionnaire
survey you decide it would have been better to do in-depth interviews,
then explain, in the dissertation, why you have come to this view and how
you would tackle such issues differently in the future.

See Chapter 5.

Undertaking a Master’s dissertation requires you to develop your skills
of analysis and argument; abilities that C. Wright Mills, a sociologist,
called intellectual craftsmanship (see Exhibit 0.1).

Exhibit 0.1

C. Wright Mills ‘On Intellectual Craftsmanship’

In 1959 C. Wright Mills added to his book The Sociological Imagination an
appendix entitled ‘On Intellectual Craftmanship’ (in 1959 it was unexceptional to
use sexist terms). The craft skills he identified are still those that underpin the
ability to do academic work, at whatever level.

Do not separate work from life

This is especially important for people doing MBA or similar dissertations
because they are likely to be researching the context they work within. His point
is that ideas and insights from life can often provide the trigger or clue for
theoretical understanding of the issues we are researching. He suggests, for
example, that when we find ourselves feeling very emotional, perhaps angry,
about something that happened at work; if we take the trouble to identify and
analyse the cause of that anger then that effort can lead to thoughts that can
become the basis of research. He recommends that all researchers keep
research journals in which their occasional thoughts and ideas can be collected
to be mulled over at a later time.

Reasoning before emprical research

Wright Mills took a stronger line on this than many Master’s supervisors could
agree with. He thought empirical research a tedious necessity. ‘Now | do not like
to do empirical work if | can possibly avoid it’ (Wright Mills, 1959). You will almost
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Exhibit 0.1 continued

certainly have to do empirical work to complete your dissertation but Wright Mills’
general point, that it is wise to do some reading, thinking and theorising before
doing the empirical research, is still relevant. For him, reasoning consisted of:

e dentifying elements and concepts;
® deciding the logical relationships between them, ‘building little models’; and then
e deciding what critical issues need to be tested by empirical research.

This process is referred to, in this book, as conceptual framework building and is
explained in Chapter 3.

Getting ideas

Imagination, according to Wright Mills, was what distinguished the scientist from
the technician. Imagination can be encouraged in a number of ways. Challenging
common sense explanations is a good starting point. A second method is to con-
sider very carefully the words that are used to discuss the topic of the research.
The ‘learning organisation’ was a frequent topic of research (recently it has been
superseded by knowledge management). A careful dissection of the meanings of
the two words — learning and organsation — will raise questions to be researched.
Is learning, for example, a tangible thing that can be stored or is it a process that
cannot? The third way of releasing imagination is to throw all your ideas, which
you have carefully classified and organised under neat labels, into the air, allow
them to fall randomly, and then re-sort and re-classify them.

Framing a thesis

Wright Mills made an important distinction between topic and theme. A common
problem among students doing a dissertation is that they settle upon the topic
of their research (a hard enough task) but do not go on to identify the themes of
their research. A theme is a big idea or line of argument that gives shape to a
dissertation and helps to separate the important research material from the
unimportant. A good conceptual framework should help you identify your
themes — you may have several — and this may involve choosing an interpretive
perspective or lens (this is explained in Chapter 5).

Writing in a clear and simple language

Wright Mills pointed out (which management and business students already know),
that many academics in the field write in a deliberaely obscure manner that appears
to be intended to make the book or article seem cleverer than it is. Students
should not emulate this but should, instead, write in a straightforward manner.

Be a good craftsman

A good intellectual craftsman, according to Wright Mills, avoids rigid and set
procedures. They realise that research is not a matter of simply following a
recipe. In this book | do give rather a lot of recipes for doing this or that aspect
of researching and writing a dissertation. This is because one has to start some-
where. But the recipes are just that — a start, a guide. Do not treat them as the
final word on the matter. You have to make the methods your own and become
your own methodologist and theorist.
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The assessment criteria

In formal terms Master’s students have to show, in their proposals, papers
and dissertations, that they have achieved a number of learning outcomes in
order to pass the module. You should adopt a degree of instrumentality (by
assuming the objective of the exercise is to pass the dissertation and gain the
Master’s degree) and study the learning outcomes and assessment criteria
that your business school will use in marking your dissertation.

There is an independent body, the Quality Assurance Agency for Higher
Education (QAA), which, among other things, sets the qualification descrip-
tors for academic degrees in the United Kingdom. All MBAs and Master’s in
management programmes may base their learning outcomes for assessing
dissertations on the descriptor, which is shown in Exhibit 0.2.

The learning outcomes and assessment criteria used in the business
school where I work are used here to illustrate what the demands of a dis-
sertation are. They are probably not very different from those of your
institution, but if they are you should obviously work towards those that
will be used to mark your dissertation.

Exhibit 0.2

The Quality Assurance Agency for Higher
Education’s descriptor for a qualification at
Master’s (M) level: Master’s degree

Master’s degrees are awarded to students who have demonstrated:

1. a systematic understanding of knowledge, and a critical awareness of current
problems and/or new insights, much of which is at, or informed by, the fore-
front of their academic discipline, field of study, or area of professional
practice;

2. a comprehensive understanding of techniques applicable to their own
research or advanced scholarship;

3. originality in the application of knowledge, together with a practical
understanding of how established techniques of research and enquiry are
used to create and interpret knowledge in the discipline;

4. conceptual understanding that enables the student:
® to evaluate critically current research and advanced scholarship in the

discipline; and
e to evaluate methodologies and develop critiques of them and, where
appropriate, to propose new hypotheses.

Typically, holders of the qualification will be able to:

(a) deal with complex issues both systematically and creatively, make sound
judgements in the absence of complete data, and communicate their conclu-
sions clearly to specialist and non-specialist audiences;
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Exhibit 0.2 continued

(b) demonstrate self-direction and originality in tackling and solving problems,
and act autonomously in planning and implementing tasks at a professional
or equivalent level;

(c) continue to advance their knowledge and understanding, and to develop new
skills to a high level; and will have:

(d) the qualities and transferable skills necessary for employment requiring:

e the exercise of initiative and personal responsibility;

e decision making in complex and unpredictable situations; and

e the independent learning ability required for continuing professional develop-
ment.

Source: The Framework for Higher Education Qualifications in England, Wales and Northern
Ireland. © The Quality Assurance Agency for Higher Education (2001).

The learning outcomes and assessment criteria

The following are the learning outcomes for a dissertation module.

" N

At the completion of this module students will be able to:

1. define the objectives of a research project and plan a valid and practicable
project to meet the objectives;

2. carry out a critical literature review that provides a structure and focus for
the dissertation;

3. define concepts and structure them in ways that give a useful theoretical
shape to the dissertation;

4. design and apply appropriate research methods and analyse the research
material systematically;

5. frame, and argue for, a clear thesis in the documents and draw safe
conclusions;

6. write a clearly structured, adequately expressed and well-presented
dissertation.

This guide has been structured so that each of the six chapters deals
with one of these learning outcomes.

The learning outcomes set the standard for what students have to
achieve. However, they do not define the criteria that markers will use to
decide whether a student has reached an appropriate level of achievement
against each of the learning outcomes. These criteria can be seen in Table
0.1, called the assessment matrix. A number of points need to be made
about this table:
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® The matrix is for assessing a complete dissertation. If you also have to
submit a written research proposal or an academic paper for assess-
ment, then probably only some of the criteria would apply.

® The matrix identifies a number of levels. Most are self-explanatory.
The borderline fail level needs explanation, however. A student who is
marked 46-49 per cent is classified, in some institutions, as a border-
line fail. This indicates that the dissertation would only need relatively
minor changes and improvements to bring it up to pass standard. In
some programmes it may be possible to show this improvement at a
viva voce examination.

Table 0.1 Assessment criteria for postgraduate dissertations in business, organisational and management studies

Identify a research  Write a critical Define working  Collect and Interpret findings ~ Write
question and design literature review concepts and analyse research sensitively as reports and
a project to conceptual data efficiently — a basis for dissertations
answer it frameworks and effectively making that are
to give structure recommendations persuasive,
to the work for action that well
are practicable structured
and sound and well
written
80-100% An excellent The literature Significant Makes a Complex and A work of
Excellent proposal that would review is itself additions to contribution sophisticated art written
be awarded a grant a significant the theoretical  to the interpretation of  with style
if it were senttoa  contribution and development the material. and wit.
research funding to the literature  conceptual of methods The conclusions  Strong
body understanding  for collecting are based on arguments
of the subject and analysing  the findings but that refer
research transcend them.  back to
material and/or Subtle each other.
methodological understanding
debate of action in
organisations
70-79%  Clear and specific  The literature An attempt, Modifies and Interprets the Clear and
Very good about research is cogently not necessarily  develops findings in a persuasive
Distinction question, project described and  wholly methods for sophisticated arguments
level design and evaluated from  successful, is collectingand  manner. expressed
research methods. novel or made to analysing Conclusions are  in good
These three complex theorise beyond research firmly based in plain English
elements are perspectives the current material in a findings but ina
shown to be state of the way that show a well-structured
well coordinated literature reflects creative spark. document

and an appropriate

admixture

methodological
understanding

Implementation
plans show an
awareness of
the interaction
of understanding
and action
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Table 0.1 continued
60-69%  Well-defined The literature A conceptual Uses methods Uses techniques  Either
Good research question. is cogently framework is of gathering for interpretation  expressed
Sensible project evaluated using developed, and analysing butina well or
design and clear positions already or an research mechanical way. technically
plans for available in the  existing one material well Conclusions correct but
conducting the literature adapted, in and shows an  based well on not both.
research context of an understanding findings. Practical Clear structure
evaluated of schemes for action adequately
literature methodological argued
issues
50-59%  Clear research Good description Concepts are Methods for Treats the Adequate
Competent question. Explicit  of the appropriate clearly defined  gatheringand  findings as expression
Pass level ideas on design field(s) of and appropriate. analysing straightforward but a
and methods but literature. Some They are setin  research and noticeable
there are some general criticisms the context material unproblematic. number of
issues about the made but no of the literature  are used Conclusions mistakes.
fit between close evaluation competently have some Argumentation
question, design of concepts connection with is sometimes
and methods the findings. replaced by
Action plans are  assumption or
general but assertion
prescriptive
46-49%  ldentified an Inadequate or  The definition Methods for The occasional Sentences
Borderline interesting topic limited and use of gathering and  insight takes the  often do not
fail but the research description of  theoretical analysing place of make sense.
question is very the appropriate concepts is research interpretation. Uses bullet
broad and the field(s) of confused. No material Conclusions points to
details of the literature, attempt at are used in have a tenuous disguise a
project are hazy and/or theoretical a confused link with findings. lack of
no criticism or  synthesis or and Action plans are  arguments
evaluation evaluation unsystematic ~ simple
way exhortations or
lacking
< 45% The focus, The author No conceptual  No primary Provides no Scrappy
Fail purpose and appears to or theoretical research of evidence that presentation,
method of the have read discussion of any value they know what illogical
project are little and any value this outcome structure. No
unclear understood is about arguments or
less silly ones

® Jargon, ‘isms’ and ‘ologies’

If you are studying for a Master’s qualification you have to come to terms
with the ‘isms’ and ‘ologies’ that are appropriate to your study. This
means you will have to read and understand some books and articles that
are relevant but difficult. To have a Master’s degree in a subject means
that you have a mastery of that subject. You cannot have mastery if there
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are some books and articles that are relevant to it that you declare out of
bounds because you consider them too difficult.

Consequently you will have to learn to understand some difficult
jargon. Part of the purpose of this guide is to make that task a little easier
when it comes to the jargon of doing research. To use a term that was
mentioned earlier, an awareness of the methodological issues surrounding
research is necessary. There are a number of methodological terms you
may come across, and what follows is a brief introductory comment on
some of the major ones.

A dissertation is founded on research, which is an effort to find things
out. Unfortunately there is a dispute between researchers about what it is
possible to discover by research. The argument is not restricted to the
business and management field. It is a general one about the nature of
knowledge. The proper title for the study of the nature of knowledge is
epistemology. The epistemological debate has a long history and it is
unlikely that the matter will be resolved during your work on the disserta-
tion. It thus remains a dangerous current that threatens to drag you off
course as you try to steer your research efforts. This danger is the reason
for having a sufficient knowledge of methodological and epistemological
issues. An awareness of the currents and tides in this area will help you
keep out of danger. The methodological argument affects all aspects of
doing a dissertation and its impact can be seen in all six chapters of this
guide. In this introduction an attempt is made to provide an understanding
of the broad issues in the arguments about methodology so that the more
careful arguments in the later chapters can be more easily understood.

A number of different methodological approaches to research are
shown in Figure 0.2. This is a slightly quirky analysis based on the way I
have made sense of methodology. If you wish you can skip this and move
on to Figure 0.3, which classifies methodological approaches using a
framework based on the literature.

In Figure 0.2 the research approaches are plotted using coordinates
from two axes or dimensions. The first dimension concerns the relation-
ship between the knowledge it is possible for us to have about the world
external to us and that world itself. At one end of the spectrum it is
thought that our knowledge is an exact reflection of the world. At the
other end of the dimension the world is thought to be largely unknowable
and that what we can know is patchy. There are two intermediate posi-
tions plotted between these two extremes.

The terms ‘orthodox’ and ‘gnostic’ will be used to describe the other
dimension in Figure 0.2. These are not terms you will find elsewhere in the
literature on research methods. They are taken by analogy from early div-
isions in Christianity. However, the different views of the world taken by
the orthodox and the gnostics can still be seen in modern perspectives on
research. Some idea of the positions taken by the two sides can be gained
from Exhibit 0.3.
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The nature of knowledge

Orthodox -« » Gnostic

Knowledge
and reality

We seek objective
knowledge of the
world, which reflects
external reality

We seek systematic
knowledge of the
world but recognise
that it is influenced
by subjectivity

We seek knowledge
of the processes by
which people in
groups and societies
make sense of their
world. The real
world has to be
seen through human
thought and not seen
as separate from it

Knowledge is
uncertain. The
connection between
reality and our
knowledge of it
is hidden

Critical
realism

Realist
research

Standpoint
research

Managerial

\ Interpretivism and
autobiography ! .

phenomenology

Action
research

Postmodernism

Figure 0.2 The main forms of management research

Recognition of the
relevance of human

Non-recognition of the
relevance of human

subjectivity subjectivity
Ontological Positivism Methodological pluralism
realism Realist research
Critical realism
Standpoint research
Action research
Not a possible combination
Ontological
nominalism Interpretivism

Figure 0.3 Methodological choices
Source: adapted from Figure 10.2, Gill and Johnson (2002:196).

This distinction will be used to map out some of the major methodological
disagreements in research. It is hoped this will give you a starting point for
your methodological understanding. If you are not interested in the source
of the analogy then ignore Exhibit 0.4.
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Exhibit 0.3

The orthodox and the gnostic

Orthodox Gnostic
There is an objective truth Truth is subjective
Truth is simple and transparent Truth is hidden
Truth is an agreed body of knowledge Truth is gained through personal struggle
Conformance and obedience Challenge and diversity
Language is transparent Language is ambiguous
Exhibit 0.4

Orthodoxy and Gnosticism

The Orthodox view of Christianity is to be found in the Bible. Orthodox in this
sense refers to the position of all the institutional churches such as the Catholic,
the Eastern Orthodox and the Anglican churches. It used to be thought that the
books included in the Bible, the canon, were the main Christian texts. It was
known that there were various heretical texts in the early years of the Church but
that these were marginal. But in 1945 a peasant found pots buried in the
Egyptian desert that contained ancient scrolls. These turned out to be early
Christian gospels that in most cases had never been heard of before, such as
the Gospel of Thomas, the Gospel of Philip, the Gospel of the Egyptians. They
were written in the second century AD.

These gospels suggest that there were two early versions of Christianity and
that each saw the world and the truth in very different ways. The Orthodox
gospels see the world as a good place that has a real existence. The task of
humankind is to use it well and live according to the rules and values preached in
the gospels. Salvation comes from obedience to the rules of the Church; through
obedience to rules that are clear and apply to everyone. The Gnostic gospels see the
world differently. Gnosis is a word of Greek origin that means knowledge. But it is
different from technical knowledge. It is insight into oneself or others gained through
intuitive self-examination. The Gnostics cared little about the physical world. They
saw it as a snare and an illusion. The important thing was for individuals to develop
their own souls through reflecting upon their own subjective processes of thought
and understanding. By increasing their inner perfection they could become close
to God. Gnostic knowledge was hidden and not easily found. Acquiring this
knowledge called for moral worth and intellectual effort.

For Gnostics the world was dominated by chance and irrational forces.
Individuals have to learn how to cope with an uncaring world. The Orthodox view
was expressed through institutions, through churches, whereas the Gnostics
approached religion from an individualist perspective. There were many different
forms and sects of Gnosticism. Unsurprisingly, the Orthodox spent most of their
time, in the early centuries of Christianity, fighting the Gnostics. The Gnostics
spent most of their time squabbling among themselves. Historically the Orthodox
prevailed over the Gnostics. Pagels (1982) provides a good introduction to
Gnosticism.
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Figure 0.3 classifies the different methodological approaches in a more
conventional manner by using a framework developed by Gill and
Johnson (2002: 173). It is worth remembering that while innovation may
be appreciated in a dissertation, it should be innovation that develops
what is in the literature and not innovation that starts afresh with a clean
sheet. In Gill and Johnson’s framework the two dimensions are:

® whether human subjectivity is recognized or ignored;

® whether what is being researched is thought to have an objective exis-
tence (realism) or focuses on the subjective meanings that individuals
and societies use to make sense of their world (nominalism, see p. 281.)

The research approaches shown in Figures 0.2 and 0.3 are now discussed
in more detail.

Positivism

Auguste Comte (1798-1857) coined the term ‘positivism’ in the nineteenth
century. It was a statement about the power of science and of rational
thought to comprehend and manipulate the world. It rejected the meta-
physical and subjective ideas and was interested only in the tangible.
Positivism holds that an accurate and value-free knowledge of things is
possible. It holds out the possibility that human beings, their actions and
institutions can be studied as objectively as the natural world. But posi-
tivism’s emphasis on tangible things is important in this regard. It may be
possible to study scientifically the tangible aspects of human activity —
behaviours, speech — but not of course the intangible — the internal inter-
pretation or motivation of those externals. Behaviourism was an example
of this approach from psychology. Its heyday was in the 1960s and 1970s,
and behaviourists held that psychology should be the study of people’s
observable and quantifiable behaviour and that no regard should be given
to their internal processes of consciousness.

The intention of positivism is to produce general (sometimes called
‘covering’) laws that can be used to predict behaviour, in terms of proba-
bility at least, if not with absolute certainty. These general laws would
form an open and orthodox body of knowledge, and the positivist method
would be the standard approach for all scientific endeavours. It has often
been assumed that traditional social science is positivist; however, some
(such as Tilley, 1980: 28) argued that it is possible to have an objective,
scientific social science without taking a fully fledged positivist stance, a
view that is discussed in the next section.

There is no doubt that in some cases, such as mathematical models of
crowd behaviour in shops and stadiums and models of market behaviour,
a hard scientific approach can be invaluable. However, there are problems
with these methods. They can, for example, predict only the average
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behaviour, not the behaviour of individuals; and in many situations under-
standing particularities is as important as understanding the norm.
Another issue is that many choices and assumptions have been made when
developing such models, and these choices open the door for the
researchers’ values and preferences to enter into the research process.
Many researchers argue that research into the social and institutional
world cannot be value-free, and that the aspiration for social researchers
to become hard scientists such as chemists is not achievable (Robson,
2002: 22-23). Probably it would not be possible for MBA students work-
ing on their dissertations to adopt an extreme positivist stance, if for no
other reason than that they are likely to be researching their own organisa-
tions and therefore are not the disinterested observers that scientists are
supposed to be. We will not spend too much time on positivist approaches
to research in this guide.

Realist research

Realist research is an approach that retains many of the ambitions of posi-
tivism but recognises, and comes to terms with, the subjective nature of
research and the inevitable role of values in it. Realism still aims to be sci-
entific but makes fewer claims to knowledge that perfectly mirrors the
objects of study. Researchers with this stance recognise that things such as
‘strategy’ and ‘job satisfaction’ cannot be measured and studied in the
same way as can chemical and physical processes. However, they do
believe that a worthwhile attempt can be made to fix these subjects and
treat them as if they are independent variables. Realist research has
therefore been placed in the top right-hand quadrant of the framework in
Figure 0.3.

As an example, let us imagine someone is interested in human resource
development (HRD) because they think it is an underrated function of
management. They suspect that uncertainty about the values of HRD may
contribute to its low status. They wish to rectify the situation by research-
ing the core values of HRD. Taking a realist approach they know that
there has been much argument over the definition of HRD but this does
not prevent them from believing there is a thing called HRD that can be
defined and measured. They send out questionnaires to HRD practitioners
and use the responses to identify several core values that define the basis
of HRD practice. While they recognise that individual HRD practitioners
may have different reactions to these core values they believe that HRD
has an existence separate from these individual reactions and that it is pos-
sible and sensible to talk about HRD’s values. Realist research puts things
into categories and labels them, although it is possible to argue about
whether the right categories (‘should we call it HRD?’) have been chosen.
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Realist researchers claim to be orthodox. They want to discover the
mechanisms that bring about events and they are concerned that their the-
ories should be verifiable and have some generalisability. Miles and
Huberman (1994: 5) expressed this position well:

We think that social phenomena exist not only in the mind but also in the
objective world — and that some lawful and reasonably stable relationships
are to be found between them. The lawfulness comes from the regularities
and sequences that link together phenomena. From these patterns we can
derive constructs that underlie individual and social life ... [we] do not use
‘covering laws’ or the [ | logic of classical positivism.

Realist researchers often seek to offer generalisable explanations but they
are less likely (than positivists) to offer predictions.

Realists like Miles and Huberman often use qualitative methods
although if they can then add some quantification to their qualitative
material (for example, counting the frequencies with which findings can be
classified under different headings) they have no objection to doing so.
However, because the realists recognise the role of subjectivity, all theories
have to come with a health warning because different researchers with dif-
ferent values will propose competing theories. The existence of competing,
or even of complementary, explanations is one of the features of realist
research. Tilley (1980: 33) argued (based on the writings of Karl Popper
(see p. 44)) that such disagreements are inevitable and they may even be
based on bias or prejudice. Nevertheless, it is still possible to have an
objective social science. This is because the explanations that researchers
propose are only ever provisional and they become the subject of scrutiny
and testing by other researchers. In the long run this critical debate will
drive out the inadequate explanations. The dangers of researchers’ subjec-
tivity are counterbalanced by debate and review.

Many MBA students will take a realist approach when doing their
dissertations.

Critical realism

Critical realism, as its name implies, shares the ambitions of realism and
s0, in Figure 0.3., it is placed in the same quadrant as realism. However, in
the terms used in Figure 0.2 it takes a more gnostic than orthodox tack.
This is because it adds the notion of layers or stratification into our under-
standing of knowledge. Critical realists argue that there is a level of reality
below the everyday levels of events and our experiences of them (see
p. 285). It is at this level that the mechanisms that drive events in the
world exist. Unfortunately our knowledge of this level is not direct; it can
only be inferred. So, as with the gnostics, there is a claim that there is a
level of reality that is not easily accessible because it is hidden from
common view. As Miles and Huberman (1994: 5) expressed it:
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We look for a [ | process or mechanism, a structure at the core of events
that can be captured to provide a causal description of the forces at work ...
The fact that most of these constructs are invisible to the naked eye does
not make them invalid. After all, we all are surrounded by lawful physical
mechanisms of which we’re, at most, remotely aware.

To discover this level of reality requires honest and intelligent people to
work hard at the problems and to become adept at discovering these
mechanisms. The need for honesty arises because those who do critical
realist research into business and management may discover bad things
that ought to be made known and have action taken to correct them.
There can be a moral component to the critical realist approach.
Managers doing dissertations as part of their management education may
not feel it is their role to provide such a moral critique of the market and
institutional context within which they make their living. Nevertheless, it
is a valid approach to management and business research and suggestions
for (and examples of) its application are provided in this guide.

Managerial autobiography

This is not really a research approach at all, and so it is marked out with a
dotted line in Figure 0.2. However, it is a common body of literature that
MBA students are often drawn to. The category is constituted of all those
books in which a successful entrepreneur’s or chief executive officer’s work
experience is written down and presented as a clear orthodoxy for those who
wish to achieve business success. As this knowledge has not been discovered
by an objective type of research, but unashamedly bases its claim to be heard
on its very subjectivity, it has been placed at that point on the vertical scale of
Figure 0.2 where knowledge is seen through the prism of subjectivity.

My experience of supervising MBA students suggests that this is not a
good route for them to take in their dissertation. The student who
announces that they wish to use the dissertation as a vehicle for distilling their
wisdom, drawn from their experience over many years of a certain industry,
often struggles. Their research becomes an apologia or a justification of their
actions and a chance to do down those who have opposed them.

Interpretivism and phenomenology

There are many terms for this approach to research. ‘Interpretivism’ is the
one that will be used in this guide, although ‘phenomenology’ is the pre-
ferred term of many textbooks. Other terms used are ‘constructionism’
and ‘naturalistic research’. (Concerning the spelling of interpretive, the
Oxford English Dictionary also allows interpretative.)

This approach is placed near the bottom of the vertical scale because
researchers who take this position believe that reality is socially con-
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structed. This means that our understanding of ‘reality’ is not a simple
account of what is; rather, it is something that people in societies and
groups form from the following:

® their interpretation of reality, which is influenced by their values and
their way of seeing the world;

® other people’s interpretation;

® the compromises and agreements that arise out of the negotiations
between the first two.

Imagine you work in the procurement division of a large multinational
and you are invited to an evening at a casino and dinner at a very expen-
sive restaurant by a senior manager of an overseas company that wants
you to give it a large contract. The casino is real and so are the restaurant
and the food and wine, although the wine makes the other things seem a
little less real. But there is another level of reality, which is — what do you
think is really going on? Is the evening’s entertainment just a friendly ges-
ture, is it seen as a social obligation because it is what is expected in the
senior manager’s home country, is it a blatant bribe or is it a mixture of all
these things and more? An interpretivist researcher would also be inter-
ested in the clues and process by which you decided what the ‘reality’ of
this situation was. Interpretivist researchers are interested in the particu-
larities of a situation, although they will categorise and label the processes
for dealing with particulars (‘how can we generalise about how people
decide what to do in such situations?’).

As researchers cannot claim to be studying an objective reality (which
exists but is less interesting than the way people make sense of it), they
study the following;:

® the different accounts people give of issues and topics;
® people’s accounts of the process by which they make sense of the
world.

Interpretive research has been classified as gnostic in Figure 0.2 because it
does not accept the existence of an orthodox or standard interpretation of
any particular topic. Rather, it emphasises plurality, relativism and com-
plexity. It is an attempt to understand the processes by which we gain
knowledge and so it has affinity with the original gnostic search for one’s
true self. A feature of interpretive research is that you cannot understand
how others may make sense of things unless you have an insightful knowl-
edge of your own values and thinking processes. In research terms, this
knowledge is known as reflexivity (see p. 299).

Interpretive research is not as common as realist research in MBA dis-
sertations but it can be the basis of fascinating projects. It is discussed in
some detail in this guide.



22 Chapter 0 e Introduction

Action research

Action research is a further development of interpretive research that goes
further towards the gnostic. I have to be careful with this claim, though,
because there are different forms of action research and not all would fit
my categorisation. Nevertheless, one major theme of action research is to
seek to understand things by changing them, by experimenting with some-
thing new, and then by studying the consequences of the action and using
them to reflect on one’s values and preconceptions (that is the gnostic bit)
before then taking new action. Although there are practical problems in
choosing action research as the basis for a project (not least being whether
the year that students typically have to complete their dissertation is suffi-
cient to have a few cycles of action and reflection), it can lead to very
worthwhile projects and is discussed in this guide.

Standpoint research

In Figure 0.2 standpoint research fits between critical realism and action
research and in Figure 0.3 it is placed in the top right-hand quadrant of
the framework. Standpoint research starts from the position that there is
injustice in the world and that particular groups (the most commonly
focused on are women, gays and ethnic minorities) are most likely to be
the subjects of such injustice. The point of research is not to understand
the injustice but to stop it. This approach to research takes its inspiration
from Marx’s (1968: 30) 11th thesis on Feuerbach: ‘The philosophers have
only interpreted the world, in various ways: the point, however, is to
change it’. Morwenna Griffiths (1998), who is an educational researcher,
puts a similar point of view more simply in the title of one of her books,
Educational Research for Social Justice: Getting off the Fence.

Standpoint research has some of the characteristics of critical realism
because researchers seek to identify the deep structural causes of social
injustice. It shares with action research the intention of making the world
a fairer place by changing it through the process of raising people’s
consciousnesses.

One feature of standpoint research is that it believes that the standard
techniques and approaches to research are part of the problem. The stan-
dard methods of research, from a feminist perspective, for example, can be
seen as marginalising women, by treating them as a separate category.
Mirchandani (1999) studied female entrepreneurs and noted that whether
their behaviour was entrepreneurial was defined by comparison with male
entrepreneurs. This type of analysis might make female entrepreneurship
appear to be a subsidiary, or even odd, form. Some feminist researchers
have also rejected many of the traditional forms of research because they
do not allow women to speak in their own authentic voice and so re-
inforce the injustices that beset them.
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Postmodernism

The postmodern stance sees nothing in the social and intellectual world as
tangible or fixed. At this vantage point fragmentation is accepted as part
of the human condition. In Lyotard’s (1988: 46) famous phrase there is
‘incredulity towards metanarratives’. This means that the large ideological
schemes, such as capitalism and communism that used to dominate
people’s thinking, no longer have credibility. In the postmodern view there
are no eternal truths or values. What we think of as objectively true
emerges through discourses that are embedded in power and knowledge
relationships where some have more influence on the outcomes of the dis-
courses than others. But what emerges is in any case uncertain because the
language we use is opaque and carries no single, clear messages (Legge,
1995: 306). For this reason postmodernism is shown in Figure 0.2 at the
end of the ‘knowledge and reality’ spectrum that represents the belief that
our knowledge of reality is uncertain.

The words we use to express our values have no fixed meaning.
Statements have to be treated as texts and deconstructed. Différance is
Derrida’s device for exploring the limitless instability of language. One
aspect of différance is that no word has a positive meaning attributed to it;
it has meaning only to the extent that it is different from other words.
Another aspect is deferral because the meaning of one word is always
explained by reference to another and the search for meaning can involve
a complex chain of cross-references as one chases a word through a vast
thesaurus. Let us take an innocuous statement about public management:

The first steps to achieving accountability for performance must be to
clarify objectives and develop a recognised approach to measuring and
reporting performance.

(Dallas, 1996: 13)

This is enough to cause a deconstructionist to salivate. Postmodern
researchers seek to decode dialogue to show that it can only lead to
aporia. This is a term from classical rhetoric that is often used in postmod-
ern writing. It means being in a state of bewilderment and confusion as to
what it is right and good to say or do. Such a concern for getting under-
neath the surface meaning of words is the reason why postmodernism is
shown on the gnostic end of the ‘orthodox/gnostic’ scale in Figure 0.2.
Most of the words in the sentence do not have an unambiguous or
uncontested meaning. Accountability, for example, can only be defined by
relating it to other words such as hierarchy, responsiveness, transparency
and so on. Accountability may be viewed from different discourses such as
political accountability, audit and accounting, consumer rights and inves-
tigative journalism. If we had the time to explore this sentence in detail
and to plot its webs of signification we would find that the sentence could
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mean almost anything. The search for meaning may not be endless; but
the end will be terminal confusion rather than clear understanding. The
function of deconstruction is to reach a final impasse.

Deconstruction is not intended to overcome fragmentation but simply to
map the instabilities, paradoxes and aporetic states that define it. From this
position there is no hope that the fragmented values can be put back together
again. As Harvey (1989) expressed it, disapprovingly, postmodernism

swims and even wallows in the fragmentary and chaotic current of change
as if that was all there was.

(Harvey, 1989: 116)

Hermeticism

Hermeticism takes its name from Hermes Trismegistus, an apocryphal pre-
Christian Egyptian priest whose books were probably actually written in
Alexandria in the third century AD. It is often linked with the cabbala (see
p. 134) with which it shares a belief that all things in heaven and earth are
linked in a harmonious whole but that the knowledge of these connections
is secret and esoteric and can only be accessed by a few adepts. Everyday
knowledge, by contrast, is seen as fragmented and confused. You do not
often find hermeticism in writing on business and management but Gibson
Burrell’s (1997) book is an example. Burrell (1997: 101) alludes to his text
as a cabbalistic one.

In hermetic thought, connections between things are seen as symbolic
and spiritual rather than rational and analytical. The idea of overlapping
concentric circles replaces the linear form that we associate with rational
analysis. The orthodox model of industrial development, for example, sees
economic growth as happening in a linear fashion as one stage inevitably
leads to a further, and higher, stage. Hermetic thought could see these
stages being leapfrogged as, in an actual instance, old cottage-industry
forms of work are allied to modern information technology and communi-
cation methods to bring products and services to a post-Fordist
international market (Burrell 1997: 101-100"). This might be small craft
producers using the Internet to sell their products globally. In this process
the old and the new are intermingled. The modern does not replace the
old. Hermeticism focuses on symbolic relationships between things that
seem or look alike (see p. 134). This probably is reflected in the liking of
many modern management thinkers for metaphor. A metaphor is a judge-
ment that one thing is equivalent to another, which is a symbolic link. It

" The page numbers are in reverse order because this part of Burrell’s book is to be read from back
to front.
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follows that if machines are metaphors for organisations, then organisations
should be treated in the same way as machines because, in some non-
rational way, a machine is a microcosm of the organisational macrocosm.

However, in this guide we will ignore the two extremes of positivism
and hermeticism and focus on the intermediate approaches to research.

The descriptions of the various approaches to research are something of
a caricature, and specialists will take exception to many of its claims. It
will be necessary in later chapters to take a more sophisticated view of
these matters. But understanding has to start somewhere, and an over-
generalisation is as good a point as any. This problem is a version of the
hermeneutic circle. Hermeneutics is the theory of interpretation concerned
with the meaning of texts. The hermeneutic circle is a claim that you
cannot understand the entirety of a thing until you understand its details;
but you cannot understand the details until you understand the entirety.
This is certainly true of research methodology. If it is of any comfort, I
have been studying this subject for some time but my understanding of it
is still developing!

® How to use this guide

This guide covers all the main areas relevant to doing a dissertation and
associated pieces of work. It is divided into six chapters. They are intended
to form a sequence but they can be used in any order. There are many
themes that appear in several if not all chapters.

This guide is only a guide, however, and should not be seen as a set of
dogmatic rules that you break at your peril. It is also an informal guide,
and so its tone is often relaxed. Good guides often reflect their author’s
prejudices. Whether this guide is good is up to others to decide — but it is
certainly opinionated. A certain sceptical or ironical tone also creeps into
the text. This is normally at places in the guide where the subject matter is
one on which there is no consensus. At these points the irony is a signal to
the reader. You, the reader, will be unsure whether my text is to be taken
seriously or not. You will have to think through the issue and come to
your own conclusion.

The guide offers many examples of how to tackle problems when doing
a dissertation. It also provides many ‘five easy steps’ instructions on how
to do things. These illustrations and recipes are mostly designed to stimu-
late your own thought processes and are not to be followed slavishly. Try
to avoid falling into the trap shown in the box.



26 Chapter 0 ® Introduction

The role-modelling vicious circle
Supervisor: ‘You need to develop a conceptual framework.’
Student: ‘How do | do that?’
Supervisor: ‘Well, a conceptual framework means [etc. ...]’
Student: ‘Uh?! Give me an example ...’
Supervisor: ‘For example, take this concept and that concept and put them in
this 2 x 2 table and ...’
Student: ‘That’s good. Can | use it?’
\ /

The guide is also a collection of materials that were to hand. The post-
modernists would call such a collage by the French term bricolage. This is
not a problem. Room is left for you to develop your own approach by fol-
lowing the leads you find in the research literature. To the extent that the
guide is a collage, it will resemble your own project, in which you have to
make a convincing assemblage — of the pieces of research you have done,
the material from the literature, the stuff you learnt on other courses or at
school years ago and the ideas and the bees in bonnets collected over the
years — as you write your dissertation. It is possible to take the work seri-
ously while also taking a wry sidelong look at its nature. Taking things
seriously is often no more than taking oneself too seriously.

For these reasons you need to supplement your study of the guide with
reading in the literature on research methods in business, management and
organisational studies. In particular it will be necessary for you to read
further on the specific research techniques you plan to use in your project.

Suggested reading

Each of the chapters in the guide includes suggestions for further reading in its particular specialist area.

There are a number of general textbooks for people researching in managerial, organisational or business
topics. The main recommendation is Alan Bryman and Emma Bell, Business Research Methods (Oxford:
Oxford University Press, 2003). It is authoritative and detailed and provides many examples from published
research studies. Other useful general textbooks are:

Easterby-Smith, M., Thorpe, R. and Lowe, A. (2002) Management Research: An Introduction, 2nd edn,

London: Sage.

Gill, J. and Johnson, P. (2002) Research Methods for Managers, 3rd edn., London: Paul Chapman.
Saunders, M., Lewis, P. and Thornhill, A. (2006) Research Methods for Business Students, 4th edn, Harlow:

FT Prentice Hall.
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The processes of researching and writing a Master’s dissertation

If a man begins with certainties, he shall end in doubts; but if he will be content to
begin with doubts, he shall end in certainties.
Francis Bacon (1561-1626), quoted in Schott (2002: 115)

This first chapter is designed to get you started on your Master’s research
and, if this is needed on your course, to help you write a project proposal.
It is divided into three parts:

1. Choosing a topic to research and framing the research questions or
objectives.

2. Designing the project. Deciding the style of research you are going to
use and making the broad-brush decisions about how the project will
be tackled.

3. Writing a proposal document.
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Learning outcomes for the chapter

1 Students will be able to choose and define an appropriate topic for
their dissertation.

2 Students will be able to frame practicable and feasible research
objectives or questions.

3 Students will be able to make choices appropriate to their research
objectives when designing the broad outline of their project and
research methods.

4 Students will be able to recognise and respond to ethical issues
that may be anticipated in their research project.

5 Students will be able to write a research proposal that defines the
research topic clearly and specifies the research plan.

® Choosing a topic

This is a critical stage in doing a Master’s dissertation. If you fail to think
about a topic in a systematic manner then you will be frustrated by your
indecision and you will risk running out of time to complete the disserta-
tion on schedule. If you make a poor choice then it may be difficult to
score well against the marking criteria. The suggestions made in this sec-
tion are designed to minimise the chance of either of these things
happening. As this stage is so critical it is important to discuss your shop-
ping list of possible topics with your tutor and to use your tutor as a
sounding board to help you formulate your proposal.

Some of you, depending on what course you are doing, will have to
make choices of two topics — a topic for your conference paper and a topic
for the dissertation.

Criteria for choosing a topic

There are a number of factors you need to take into account when choos-
ing the subject of your Master’s project.

Interest and relevance

You should choose a topic that interests and even possibly excites you,
otherwise you will have trouble sustaining the motivation and commit-
ment necessary to complete the project. It should also be of interest to
some external audience as well. This might be your own department or
organisation, it could be a profession or it could be the wider business and
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management community. Problems are sometimes met when the student’s
boss or organisation wants them to research a topic they can raise no
enthusiasm for. Should this happen, you need to discuss the situation with
your tutor.

Durability

Will the project last the length of the course? Organisations are capable of
making very rapid changes in direction and policy. It may be that the topic
you choose could become obsolete because of a change in organisational
strategy, ownership or other events. Try to choose a subject that will still
be relevant in a year’s time.

Breadth of research questions
Is there enough substance to your topic? A primary school head teacher,
who was doing a Master’s in education management, told me the following:

I have been listening to what you said about choosing a relevant topic. The
most important issue in my school, the thing that is limiting the
effectiveness of the teaching we do, is the chaos and confusion that is our
teaching resources storeroom. Therefore, I am going to do the sorting out
of the resources room for my dissertation.

Important though it may have been, the issue was simply not broad
enough to sustain the work needed for a Master’s dissertation.

A more likely problem is that the chosen topic is too broad and you will
find yourself flailing around and unable to get a purchase on it. It is
important to consider whether the topic is too big for the time and energy
available to be spent on the project.

Topic adequacy

Check the assessment criteria used on your course, against which your
work will be marked, and ask yourself whether the topic you have in mind
will enable you to do well against the criteria.

Access

You may have an excellent topic in mind, but unless you can get access to
the people who can answer your research questions, whether by question-
naire, interview or whatever, then the project will be a non-starter. Even if
you think the people to whom you need access will agree in principle, the
time and effort necessary to secure the access may be too much. If your
research is going to take place in the organisation in which you work, the
problem may not be too great. But if you need to research third-party
organisations, you should assure yourself that you can get the access. Even
if you want to send out questionnaires to a general sample of managers
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you may have trouble getting a list of names and addresses to which you
can send the questionnaire. Mailing lists are valuable and you may have to
pay for them.

Micro-politics

Whenever you research a business issue there is a danger that you may
become a partisan in the management debates and politics that surround
it. This will be a more important matter if you are studying a topic within
your own organisation. You need to be sure that pursuing the project will
not get you into political hot water with those in the organisation who can
do you harm. Sometimes people choose to do a project that involves
organisations other than the one they work for because the political situa-
tion in their own organisation (imminent takeover, boardroom battles and
so on) is too dangerous.

Risk and security

Bearing in mind the previous criterion, you cannot avoid all risk. If you
choose a topic that is totally safe it will probably be so bland that neither
you nor anyone else will be interested in the outcomes. You need to strike
a balance between risk and safety that you can live with.

Resources

Literature — make sure there is enough written about your topic, or about
the general academic field in which it is located, for you to be able to do
the critical literature review. This should not be a problem. A common dif-
ficulty these days is too much literature, not too little.

IT, software and skills — your topic may require access to, and skill in,
various software packages. These may include NVivo, SPSS, Minitab and
Snap for Windows. You may be able to access the software through the
computer network of the institution you are studying at. If you do not
know how to use the software, make sure you have time to learn. Brief
introductions to some of these software packages are given in Chapter 4.

A six-stage process for choosing your topic

What follows is a six-stage process for you to follow when choosing your
topic. Even if you have a topic in mind, it will probably be helpful to lay
out your idea using these steps.

1. Identify broad topic and academic discipline(s)
The starting point is to decide your broad area of interest. It might be, to
give some examples:
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® implementation of mission statements and strategy in multinational
companies;

® the problems caused by a lack of cooperation between GPs and other
health professionals in primary care;

® performance-related pay and flexible benefits.

It is quite likely that your interest in the topic will be driven by a need to
come up with some answers to problems or difficulties that you or others
in the organisation are troubled by. These are strategic questions that con-
cern what ought to be done in a particular situation. An example would
be: “What should we do to improve the company’s competitive position in
international markets?’

It is important not to confuse such questions with research questions.
Strategic questions are not research questions. Research questions can be
answered by doing research; strategic questions cannot be answered by
doing research. Strategic questions can only be answered by an act of
judgement and will. A manager faced with a strategic question has to use
all they know to help them make a judgement about what it is best to do.
No matter how much research has been done, it will not of itself identify
the correct answer. Some issues require no research at all; they simply need
someone to take action. These issues make poor subjects for dissertations.

It is worth considering in more detail why strategic questions are differ-
ent in nature from research questions. Strategic questions concern the
future — what should be done? This is why they are not research questions.
You cannot research something that has not yet happened. You can only
research things that are or have been. (Although you can, of course,
research what people think might happen in the future; see p. 160.) The
reason this is so can be found in the general philosophical rule that you
cannot derive an ought from an is. Put in more practical terms, no matter
how much analysis of the current situation you do, it cannot logically tell
you what ought to be done next. Peters and Waterman (1982) reported
that some companies thought analysis could determine right action and
fell into the trap of ‘paralysis by analysis’.

However, at this early stage of the topic-identification process, strategic
questions are important because they often provide the managerial moti-
vation for the project. At the end of the project and the dissertation the
student should return to these questions and, on the basis of the new
knowledge and understanding they have acquired through their research,
exercise their judgement and decide what the best way forward would be
in relation to the strategic questions they identified at the start.

2. Determine the scope
This is very often a practical matter of where you can get access. You need
to decide whether you will be:
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studying one part of an organisation;

making a comparison of several parts of an organisation;
studying one organisation;

making a comparison of two or more organisations;

studying a sector.

Clearly the scope of the study will have an impact on the sorts of research
questions you can ask and answer. You will not be able to discover
whether performance-related pay generally increases organisations’ finan-
cial performance if you only study one company. You could, however,
explore staff’s response to performance-related pay by studying a single
organisation.

As a general rule it is sensible to have a comparative element in your
study. It makes it easier to find things to write about. Comparing one
thing with another trebles the amount of your material. Instead of just dis-
cussing one thing, you can describe two things and then discuss their
similarities and differences. More importantly, comparison creates con-
trasts that make it easier to see things clearly.

3. Brainstorm issues, puzzles and questions

Now go into brainstorming mode and list as many different issues, prob-
lems and questions that arise from the broad topic area as you possibly
can. Do not evaluate them by saying, ‘No, that’s not important.” Just make
the list as long as possible. For reasons that will become obvious in the
next section I recommend that you write the issues on Post-its™ — one
issue per Post-it (see Exhibit 1.1).

At this stage you will find you should be asking research questions
rather than strategic questions. Research questions are those to which it is
possible, in theory at least, to go out and find answers. Research questions
mostly refer to what is happening or what has happened. They are con-
cerned with describing and explaining what is, not with proposing what
should be done. So, although you cannot research what should be done to
improve international competitiveness (to use the example given earlier),
you could research:

® what other companies in similar positions have done to improve their
international competitiveness and what the outcomes were; and
® what the company has tried in the past and how well it worked.

However, while you may not be able to research what ought to be done,
you could research what people at the present moment think should be
done. You can research respondents’ views about the future.
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Exhibit 1.1

Doing it with Post-its

T | find using Post-its very helpful for
: — | == e the sorting and sifting stage

- : because they can be easily moved
| - around as you decide how best to

cluster them.
B Write all your issues and ques-
tions on Post-its, making sure to
put only one issue or idea on each.
Find a flat surface and stick your
’ Post-its on it in random order.
e When that is done consider
; them and begin to move them
around so that you can cluster
together all those issues that seem
similar or related. Then put the
clusters in order by showing one cluster as a sub-set of another, for example.
You need time and space for this task. In the photograph | was doing the task in
a dingy flat in Azerbaijan on a wet weekend while working on a university pro-
ject. The lack of distraction made thinking easier.

4. Map and structure the issues
Now you have a pile of issues, they need structuring and organising.

Sort and cluster all your research issues and questions in a relevance
tree or hierarchical diagram. The relevance tree provides a map of all the
issues and questions you could research under your broad area of interest.
Note that in Figure 1.1 the question at the top of the tree is a strategic
question, whereas all those beneath it are research questions.

You can then decide which of the issues you are going to research. The
two circled areas in Figure 1.1 represent two of the many possible pro-
jects. One would concentrate on how the different regional offices of the
organisation (China and the Far East, Central Europe, India and South-
East Asia and so on) respond to corporate strategy and research how such
differences are handled. The other project would emphasise the different
regional management cultures that may exist within the multinational
company and study how this can lead to different understandings about
what strategy is and what its role is.

This form of analysis is particularly useful if you have to choose a topic
for a conference paper as well as a topic for a dissertation. Using the tree
diagram you can circle the two topics and use the tree to help you define
the connections between the two projects.



How should we try to find a balance
between the need for a global strategy and
the need to respond to local contexts?

\

Y

How do multinational companies
balance the need for a worldwide
corporate strategy with the demands
from the divisions in different countries for
variations that meet local circumstances?

| ¥

Y

To what extent does corporate
strategy making take regional
needs into account?

\J

To other issues and questions

Y

Do the regional divisions
interpret and implement
corporate strategy differently?

Y
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Y

/

Y

FAN

What examples are there
(if any) of regional divisions
adapting strategy to what
they perceive as particular
local conditions?

Do the managers in the
regional divisions have a
different view on the role

of strategy from that of those
in corporate HQ?

Do expatriate and host
country managers in
regional divisions interpret
corporate strategy
differently? If so, then how?

A Y Y v/

If such examples lead to conflicts between
divisions or between divisions and corporate
HQ, how are the tensions managed?

Do the managers in regional divisions have
different management cultures and values from
those of the corporate HQ? If so, what are they?

Figure 1.1 A relevance tree for a research project

5. Conduct a reconnaissance

Having arrived at a clear view about what your research topic is going to
be, it is sensible to discuss it with others. Discuss it with tutors, colleagues
and other managers to see whether they agree that the issue is important
and coherent. You should also do an initial trawl of the literature, if you
have not already done so, to see what work others have done on the issues
that concern you.

6. Frame your research question(s)
The final stage is to ensure that you are clear in what you are doing by
framing your research question in plain English.

The suspicion is that if you cannot ask your research question without
using management jargon, then you are probably not clear what you are
asking and you need to think about it some more. If your research ques-
tion resembles this — I am addressing the issues relevant to leveraging
human resource competency to produce turnaround to world-class status
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and to diagonally integrate professional functionalities — you probably do
not know what you are talking about (see Exhibit 1.2).

Once you have found answers to such questions, then you will be in a
position to draw conclusions and make recommendations about what
should be done in the future. The answers to the research questions cannot
dictate what action should be taken but they should provide a firmer basis
for judgement and decision making.

Exhibit 1.2

Framing research questions

Express them in plain English as a question.
‘There is clearly a need to
investigate how tourists

This is

[on escorted cultural tours] how not
develop an understanding of to doit!
| transient destination images.’

e They must intrigue and interest you.

e They must be open.

® Avoid assumptions — unless you are
researching them.

Your research question

Identify a topic for your project and dissertation by working through the six stages
recommended above. Within the general topic chosen, identify:

® a broad ‘what should we do about x?’ strategic type of question that responds to
managerial or organisational issues and concerns; and
® one or more research questions that say what you want to find out;

and frame them in language that would be understandable to an interested lay person
in a pub who has asked about your research.

If you have tried all of the above but are still having trouble choosing the
topic for your dissertation, then try morphological analysis. Exhibit 1.3 is a
series of lists. The first list can be updated or changed to suit your personal
preferences. Just enter a series of current business and management topics
that interest you. Then step back, shut your eyes and stick a pin at random
in each of the lists. You can then read off a description of a project you
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Exhibit 1.3

might do. For example, you could do an ethnographic account of the
implementation of BPR in a number of organisations. If you do not like
that idea, put the pin in again until you arrive at an acceptable project.

Morphological analysis

Topic

Aim

Design

Focus

Business process
re-engineering (BPR)

Globalisation
Internal markets

Business
excellence model

Business ethics

Classification

Explanation
Technique development

Forcasting

Evaluation

Action research

Ethnographic accounts
Mathematical models

Comparative analysis

Case study

Professional or interest
group

Single organisation
Several organisations

Industrial sector

Single project

Construct your own morphological analysis chart. Most of the items in the second,
third and fourth columns will probably be reusable. It is the first column that will have
to be remade to suit your particular interests and situation. Once the chart is com-
plete, choose items at random from each list to identify possible projects.

® Designing your project

A research proposal is not just a document in which you identify the pur-
pose and focus of your research. It is also a place where you describe the
broad nature and style of the project you are going to undertake. You will
need to make decisions on the following matters, each of which will be
discussed in some detail:

methodological stance — understanding, action or both;
your role as researcher;

breadth or depth — survey or case study;
main research methods to be used;
ethical considerations.
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Methodological stance

This is a difficult issue because there are many explanatory grids that can
be superimposed on methodological matters in an attempt to understand
them. The grids share many common features but they also have their own
peculiarities. This confusion, which you will discover readily enough in the
literature, makes the subject a difficult one — for tutors as well as for stu-
dents! In this chapter a particular framework will be used to discuss the
issues but we will return to the matter in later chapters where other per-
spectives will be used to clarify the problems of methodology.

Methods and methodology

A brief word of warning is necessary before we go any further. Many
tutors, but not all, take exception to the use of the word ‘methodology’
when the word ‘methods” would be quite sufficient. They believe, and they
are probably correct, that people merely use the word because it is big and
sounds impressive. Mostly, when you are discussing such things as how
you used a questionnaire and why this was more suitable than interviews,
you are discussing methods. So you do not need to call it methodology.
Methodology has a particular meaning. An ‘ology’ of course is the study
of a whole academic field. It is a stepping-back from a subject and a con-
sideration of it at a broader and deeper level. Methodology is the study of
methods and it raises all sorts of philosophical questions about what it is
possible for researchers to know and how valid their claims to knowledge
might be. What we are about to discuss is indubitably methodology.
Methods are considered later in this chapter and in Chapter 4.

Understanding and action

Management and business research is different from research in many
other subjects because it has both an academic and a practical purpose.
Academically such research should contribute to knowledge and under-
standing about management. Practically it should help managers do their
jobs. Management research is about both knowledge and action. The re-
lationship between knowledge and action, however, is not straightforward.
There are at least five ways in which people envisage the relationship, as
shown in Table 1.1.

lvory tower research

This probably has little place in management and business research but it
is here for the sake of completeness. From this perspective it is argued that
there is no connection between knowledge and action. Knowledge is of
value in itself and it does not have to be justified by practical application.
It is enough that research adds to the body of knowledge. It can lead to
antiquarianism, which is a name for what happens when collectors of
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Table 1.1 Five ways of understanding the relationship between understanding and action in management

research

The philosophers have only interpreted the world, in various ways: the point, however, is to change it.

(Marx, 1970: 30)

Type of research

Understanding and action

Characteristics

Ivory tower

Realist research

Interpretive

ethnographic research

Action research

Critical social research

Knowledge is valuable in itself; it does not
necessarily lead to action

The research identifies and evaluates

Antiquarianism
Intellectual elegance

Structured variables

Reductionism
Cause and effect
Statistical analysis

options for action

Understanding provides a context for thinking
about action but does not specify it

Dialogic structures
Participant observation
Explores meaning
Deals with complexity

Gnosis and reflection
Small-scale projects
Deals with personal
relationships and values

Changing our knowledge and understanding
constitutes action

Radical action
Raising mass consciousness

Changing the mass’s knowledge of their
position to bring about social change

intriguing facts and trivia build up a cabinet of curiosities that amuses and
appalls in turns but that is devoid of practical use. It can also lead to an
emphasis on intellectual elegance as an end in itself. I have a susceptibility
for this weakness and you may find one or two examples of antiquarian-
ism in this guide.

Typical ivory tower project

Although not many students would do such a project for their MBA or
Master’s in management dissertation, an example might be Marketing
Strategies in the Airline Industry 1972-19935. It would probably not do for
an MBA dissertation because its focus is entirely historical. Something like
The Use of Rhetorical Figures of Speech in Board Meetings would be bor-
derline. It could be made appropriate to an MBA or Master’s in
management dissertation, but it would probably have insufficient practical
relevance to be suitable.

Realist research

The case was made in the introductory chapter that realism and posi-
tivism, although they are often claimed to be the same, should be treated
as separate approaches (Johnson and Duberley, 2000: 149). Many text-
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books treat the two as the same thing. This is not necessarily a problem. I
am not arguing that they are completely different, merely that it is helpful
to draw a distinction between the two. The realist researchers into man-
agement believe, with the positivists, that the knowledge we gain through
research can accurately mirror reality itself, although they think the
mirror image may be distorted by the intrusion of subjectivity into the
process of knowing.

It has been argued in the introduction that decisions about what ought
to be done in any situation cannot be logically derived from what we
know about the situation. Only human judgement and determination can
make the link between knowledge and action. However, the realists tend
to believe that the knowledge we acquire can give good indications of
what should be done. This is because such research looks for associations
between variables, and where possible tries to establish chains of cause
and effect. Typically, research in this mode would involve structuring a
problem by breaking it into its constituent parts. The relationship between
these parts would then be studied, looking for recurrent patterns and asso-
ciations. These patterns would then be used to establish principles or laws
that could be used to select among a series of possible solutions to the
problem. If the research indicates, for example, that outsourcing IT opera-
tions tends to be associated with reduced costs and improved quality of
services, and it is probable that there are no other factors that might
explain the changes, then it would be sensible to use this knowledge as a
basis for future decision making.

Measurement and statistical methods are often sensible ways of estab-
lishing whether there are associations between variables. But it is not the
case that all realist research must be statistical. In practice much realist
research is based upon a comparison of qualitative case studies, which are
analysed to see whether there are any connections between variables. This
approach has one advantage over purely statistical approaches. Statistics
can show that some variables are associated, and that changes in one are
associated with predictable changes in the other. It can even give the proba-
bility that the association is a true one and that it is not caused by chance
or by the unseen intervention of other variables. But it cannot prove cause
and effect. It cannot define the mechanism by which one variable brings
about a change in another. Qualitative case studies that provide a broader
and deeper understanding of processes may give an opportunity to work
out the ways in which one variable is causally linked to others. The disad-
vantage of a case-based approach is that there is often too small a sample
of cases to claim that the links of cause and effect identified apply generally.

The realist approach to research is probably best understood through
an illustration. Let us say that the problem to be researched concerns
increasing rates of sickness and absenteeism in an organisation. The prob-
lem has to be structured by breaking it down into parts. This is often done
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by identifying variables. The researcher will try to identify dependent vari-
ables, which move in regular ways as other, independent variables change.
The statistics on sickness and absenteeism are studied to look for patterns
and associations between the many variables involved. It might be that the
figures go up at times when the organisation is busy. One possible cause of
increasing absenteeism might therefore be stress. There are other possible
causes — the tendency to take Fridays off might suggest that people are get-
ting more satisfaction from their social life than they are from their work.
Questionnaires might then be sent to staff to measure their levels of stress
and job satisfaction. These statistics can then be compared with the absen-
teeism figures and correlations and associations noted. These statistical
models tell the researcher whether the patterns are significant or merely
the result of chance. A relationship between the variables can be used to
predict whether certain actions will reduce absenteeism and sickness. If
there is a stronger relationship between absenteeism and stress levels than
between absenteeism and job satisfaction then the obvious answer to the
problem is to do things that will decrease stress at work. A number of
options will be devised and evaluated to see which ones would work best.
Management research, within this understanding of it, leads directly to
clear recommendations for action.

This example illustrates one of the worries that researchers have about
realist research. It takes complex things such as the experience of stress
and reduces it, simplifies it, to an index number. In a similar manner, real-
ist researchers will use questionnaires to ‘measure’ people’s attitudes
towards a thing. Whether such measures are valid is a matter of debate. It
can be argued that they miss the point, which is to explore the complex
and dynamic ways in which people form and modify their opinions within
the developing social contexts they find themselves in. In plainer language,
people’s attitudes may be flexible and change according to whom they are
talking. It is for this reason that those who take a purist positivist
approach, such as the behaviourists (see p. 17), avoid dealing with internal
processes, for example motivation, satisfaction and attitudes.

Realist researchers form and test hypotheses about patterns of associa-
tion between selected data. Hypotheses are treated as possible explanations
rather than as fixed laws, as positivists sometimes claim scientific laws to
be. An example of this process can be taken from Northcote Parkinson
(1961: 90), who hypothesised, perhaps with his tongue in his cheek, that
just before organisations collapse they spend a fortune on upgrading the
reception areas of the office block or, in extreme cases, building a palatial
new corporate HQ: ‘It is now known that a perfection of planned layout is
achieved only by organisations on the point of collapse.’

He gives the British Empire in India as one illustration of this particular
Parkinson’s law. The British built an entire imperial capital city at New
Delhi and completed it just as the campaign for Indian independence was
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fulfilling its aims. Northcote Parkinson identifies cases in which this associ-
ation can be seen, and explains why he thinks there is a causal connection
between the two sets of observed facts. However, a hypothesis can only
ever be tentative because the realist researcher seeks evidence that would
disprove the hypothesis. Once this is found, a new hypothesis has to be
developed and tested to destruction in its turn. This is the hypothetico-
deductive method, as described by Karl Popper (2002a, 2002b). He pointed
out in a famous example (Popper, 2002a: 27) that if the hypothesis is that
all swans are white, then merely counting white swans does not prove the
hypothesis, because no matter how many white swans you find there is
always the possibility that the very next swan you see will be black. The
problem is the common one that you cannot prove a negative, and the
hypothesis that all swans are white presupposes that no swans are black.
Of course the danger is that if you believe the hypothesis, you might not
believe that the black swan you see can really be a swan. The intention of
holding tentative explanations only until they are disproved chimes well
with the cautiousness of realist research (see Exhibit 1.4).

Exhibit 1.4

Nullifying a hypothesis

There may be a black swan hiding some-
where. The proper research strategy is to hunt
for black swans, and until you find one your
hypothesis holds.

The hypothetico-deductive approach is at the heart of realist research and
deserves a little more explanation. I will simplify it into a number of steps:

1. Identify your research question. What is it that you are interested in?

2. Generate some ideas. From the literature and/or your own experience,
identify the key concepts or variables that are involved in the subject of
your research. Begin to speculate about how they relate to each other.
Do changes in one variable cause changes in others? Are the variables
related by being different points on the same dimension? This stage is
closely related to developing a conceptual framework, a process that is
discussed in detail in Chapter 3.
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3. Develop testable hypotheses. A hypothesis is a speculation about one
or more variables that can be tested to see if it holds true. If I am inter-
ested in what affects whether managers make ethical or unethical
decisions in difficult circumstances, I might develop a series of hypothe-
ses such as:
® younger managers are more ethical than older managers in their

decisions;
® managers with religious convictions choose ethical options more
often than those without such convictions.
However, these hypotheses will be useless unless I can find a way of testing
them. It is also probably a good idea not to have too many hypotheses.
Too many often lead to a confused and ill-focused dissertation.

4. You then have to choose some measures for the variables in the
hypothesis. If T take the hypothesis mentioned above about the rela-
tionship between age and the ethicalness of a person’s decisions, then I
need to identify a measure for each variable. Age is easy enough but
ethicalness of decisions is tricky. I would probably look to see whether
anyone has already developed a questionnaire or inventory that
assesses a person’s propensity to take an ethical decision. There are sev-
eral such tools mentioned in the literature, although I would have to
seek their authors’ permission to use them. The persistent question
when choosing a measure is whether it actually measures the thing I am
interested in. Often we have to choose proxy measures. These do not
measure a thing directly but measure a property associated with the
thing. We might choose to measure an organisation’s tendency to act in
a corporately responsible manner by whether it has a published policy
on corporate responsibility and whether it is regarded as responsible by
its peers (see p. 279). Neither of these measures is a direct measure of
corporate social responsibility, because it is possible to have a policy
and yet not abide by it, and the perceptions of the organisation’s peers
may be wrong. Nevertheless, these measures may be acceptable in the
absence of anything better.

5. The next stage is to collect data to test the hypothesis. This may by
done by taking data from existing databases, by conducting fieldwork,
by sending out questionnaires or by preparing some case studies. In
principle, data could be collected by longitudinal studies or quasi-
experiments. This would normally involve collecting data before and
after a significant event in an organisation. This is often difficult for
students to do in the timescale of their projects.

6. The next stage is to analyse the data to see whether they support or
refute the hypothesis. This may involve the use of some statistical tech-
nique. These are discussed in Chapter 4.

7. If the analysis shows that the hypothesis is not true then, although nega-
tive results are generally less enthralling than positive ones, the finding is
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still worthwhile. In this case the researcher should return to the begin-
ning and develop a new hypothesis to explain the phenomenon he or she
is researching. Of course there may not be time to do this within the typi-
cal MBA or Master’s project, and the task is simply identified as one to
be done at some unspecified future date. If the hypothesis is supported
then it would probably still be worthwhile to see how it compares with
other explanations that other researchers have developed.

Sometimes a false negative result can be thrown up. This is tech-
nically known as a type 1 error. (Type 2 errors are when a false
hypothesis is accepted.) In the management field this can happen
because the relationships between variables are more complicated than
the statistical techniques being used can cope with. The research into
whether there is a relationship between job satisfaction and job per-
formance may be a case in point. Many of the studies into the matter
were done in the 1960s and 1970s and they generally showed a lack of
a relationship. Iaffaldano and Muchinsky (1985), who conducted a
study of studies, found an average correlation coefficient of only 0.17
(see p. 217 for help in interpreting correlation coefficients). Researchers
generally concluded that levels of performance were not much affected
by job satisfaction. More recent work has indicated that the lack of a
linear relationship does not mean there is no relationship between the
two variables. Katzell et al. (1992: 210-212) argued that both job per-
formance and job satisfaction were determined by a large number of
variables and that the lack of a linear relationship between them did
not mean that there were not important relationships between them
that were moderated by other factors. They tested this proposal using a
path analysis technique and argued that intervening factors (such as
goal setting and job involvement) create indirect causal links between
job satisfaction and performance. Somers et al. (2001) used a different
technique (neural nets) but also found non-linear relationships between
work attitudes and job performance. They concluded that the relation-
ship between satisfaction and performance might be higher than
previously claimed but only under optimal conditions, when all the
other factors impinging on performance were right.

This discussion suggests that, certainly at the Master’s dissertation level,
some hypotheses should not be followed up, not because they are uninter-
esting but because they would involve more statistical firepower than is
available to the average Master’s student. This may not necessarily be a
bad thing because it is at least arguable that if you need excessively fancy
statistics to prove your hypothesis, then it may be a little ‘iffy” anyway. I
was once sitting in the shade of a large striped umbrella on a Welsh lake-
side. It was a hot day and there were many flies in the area. I noted
casually to my companion, who was a hard-bitten scientist and positivist,
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‘Have you noticed how all the flies settle on the red stripes in the umbrella
and not on any of the other coloured stripes? You don’t need higher math-
ematics to prove that hypothesis.” He replied: ‘If you need sophisticated
statistics to prove your hypothesis, it probably isn’t true anyway.’

Realist research proceeds by elimination, by rejecting hypotheses. If you
were applying this approach to decision making, for example selecting a
new software system to buy, you would form a list of options. You would
then compare the options against your requirements (cost, quality, reliabil-
ity and so on) and eliminate the options one by one. The last remaining
option would be the best one. The realist approach can therefore also be
used in that part of your project where you are choosing recommenda-
tions. Each possible recommendation becomes a hypothesis, which can be
checked out.

Typical realist research projects

A typical project might centre on identifying factors that encouraged or
constrained the introduction of teamworking and quality circle methods in
a manufacturing plant. The research might be based on case studies of
three or four companies that had tried to make these changes. In such a
project, much of the research material may be qualitative, based on inter-
views and participant observation, although some statistical and
documentary sources might also be used. Other realist projects might be
more determinedly statistical. A questionnaire might be used, for example,
to provide data on whether respondents’ perceptions of the degree of fair-
ness with which they are treated by their employer is associated with their
ethnic origin, their age or their sex. The completed questionnaires would
be analysed to see whether people in any of the demographic categories
said they were discriminated against more often than the average for all
respondents. A number of statistical techniques would be used to decide
whether any variations in respondents’ answers were significant or were
merely random.

Interpretive research

People who take an interpretive approach to research see the link between
understanding and action as an indirect one. Improving understanding and
knowledge does not reveal the best actions to take. The link between
understanding and action is mediated through people’s thinking, values
and relationships with each other. The role of capricious human under-
standing and will, in formulating understanding and in constraining the
translation of understanding into action, means that knowledge cannot
provide clear prescriptions for action. However, understanding a situation
should help us to use our judgement to arrive at a better, if not necessarily
the best, choice of action.
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The link between understanding and action is seen as indirect because
the world is complex and options for action are not always clear. The
complexity emerges in two particular ways in an interpretive approach to
research. The first is a concern for meanings and interpretations. While
structure may be just as important to this form of research as it is to realist
research approaches, it is of a different kind. The realist forms structures
out of variables; the interpretivist forms structures out of interpretations.
These are used to explore how people’s sense of their world both influ-
ences, and is influenced by, that of others. In realist research the links
between variables are cause and effect relationships. In interpretive
research the links between interpretations are dialogic. That is to say,
people develop their ideas through debate and conversation with them-
selves, in their heads, and with others. The researcher tries to map the
range and complexity of views and positions that people take on the topic
of the research. If I were researching staff appraisal I would try to explore
the range of views that people took. It might be anticipated that managers
and staff might have different views. It might also be the case that both
groups have conflicting views. Some things about appraisal might fill them
with expectation; other things about it would fill them with anxiety.
People may have different views according to the context in which the
question was being asked. If T asked a manager about their views on
appraisal when they were doing the appraising, the answer might be dif-
ferent from the views they might express about appraisal when they were
the one being appraised.

Interpretive research seeks people’s accounts of how they make sense of
the world and the structures and processes within it. Ernest Gellner was a
positivist by temperament but he had a sufficient understanding of inter-
pretive approaches to be able to parody it. The following quotation is
taken from a book review he wrote.

A layman observing a member of his own society might say ‘John sat
down’. Trite, banal you may say. But how wrong you are. Wait till a good
interpretivist gets to work. For a human being, a member of a culture
sitting down is not just an account of a physical condition ... According
to the interpretivist a man knows he is sitting down, which means that he
has the concept of sitting down, which he has acquired by taking part in a
community with a certain culture. [ ] To sit is to place one’s bum on a
chair. [ ] It is not just a physical object, it has a meaning, linked to a
whole range of related meanings: chairs are not to be sat on in the
presence of certain superiors without permission, or, in certain
circumstances before grace being said. Some chairs are thrones, others
reserved for members of religious hierarchies, others, without existing
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physically, define their nominal possessors as professors. You cannot
think of a chair without tacitly associating yourself with the political,
religious and academic ranking of your social order. Only by
understanding the chair you sit on as one specimen of all these others, can
you understand a culture. The same operation can be done on bum. You
cannot sit without such a concept, but you cannot possess such a concept
without immediately also knowing that this is a part of the anatomy
which must in most contexts remain covered. [ ] To be a member of a
culture says the interpretivist is to internalise its taboos.

Every time you sit down, you tacitly invoke the ultimate binary oppositions
of your culture. You probably did not realise this; but now you know.

As a matter of fact, I don’t think that this bit of interpretive anthropology is
untrue, though I somehow don’t expect that it will be acclaimed as an
outstanding specimen of the genre.

(Gellner, 1993: 4)

Interpretive researchers often take a processual perspective. This is the
second way in which interpretive research recognises complexity in the
subjects of research. It is an attempt to generalise about how meaning is
developed through human interactions. The approach has been used to
discuss the managerial role (Watson, 1994a), the management of change
(Dawson, 1994) and strategic planning (Mintzberg, 1994). I have used it
in a study of business ethics (Fisher and Lovell, 2000: Ch. §). From the
processual viewpoint the world is seen as an ambiguous place that people
have to struggle to make sense of (Watson, 1994a: Ch. 1). A processual
study of a subject necessarily emphasises uncertainty and complexity. In
his description of a processual analysis of the management of change, for
example, Dawson (1994: 3) characterised the approach as follows:

® Processes are not linear and sequential; rather they are ‘complex and
dynamic’.

® There are competing ‘histories’ or interpretations of events and issues.

® Processes cannot be viewed synoptically because random events ‘during
the process of change may serve to impede, hasten or redirect the route
to change’ (Dawson, 1994: 170).

® Politics and political processes are integral to an understanding of
issues.
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You can try this for yourself. Focus on the picture of the park bench. What range of
images and associations does it conjure up for you? When you have thought of
some, consider them and identify the messages park benches give out about the
people who sit on them. Do these messages tell us anything about the culture of the
society in which the bench is sited?

Suggested answer

Let us think about the park bench. Most people think of contrary images. On the one
hand, drunks and derelicts dossing on the park bench. On the other hand, young
mothers with their children in buggies in the park (nannies and prams if you are old-
fashioned). Here we have images of endings and beginnings. Here we have the
eternal contradiction between the promise of life and its dire reality. From a park
bench we can induce the wider dilemmas of being human — well, almost!

A complex understanding of a subject can only be achieved through a
close involvement with the subject of research. Interpretive researchers
are often participants in the processes they are studying. They sometimes
approach their research topics in as open a manner as they can manage
and try to let theories emerge from their research material, in what is
known as the grounded approach to research, rather than begin the
study with a ready prepared set of theories. Others bring a toolkit of
theories that they dip into to find frameworks to help them explain what
their research has discovered, as illustrated in Exercise 1.4 and discussed
on p. 123.
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Group formation - using theory to explain
research material

1 Imagine you are doing research into group behaviour at work.
Read up on the theory of group formation. Buchanan and Huczynski (2001:
297-300) is a good text.

3 Next time you are at a group event consciously make yourself alert to the behav-
iour that the group exhibits.

4 After the event write down your account and impressions of what happened.

5 Use the theory of group formation to explain what was happening at the group
event.

6 Does the use of theory enable you to provide a more systematic account of your
experience? Did it give you any new insights?

When you read up on these matters in the literature you will find this
approach to research, or aspects of it, described by different names. Other
names you are most likely to come across are ‘phenomenology’ and the
‘hermeneutic tradition’.

® Phenomenology is a particularly difficult term because people give it
many different definitions that share some common features but that
also express many nuanced differences (Remenyi et al., 1998: 95). The
term is now used loosely but in its original formulation, by Schiitz
(1967), it was the study of how things appear to people — how people
experience the world. In particular it was the study of how these
common-sense intuitions and knowledge of society feed back into
social action and so contribute to the moulding of society. The phe-
nomenologists’ approach is to urge people to forget (or bracket) their
acquired ways of understanding the world and to look at phenomenon
afresh, as themselves. It is therefore a critical and a subjective
approach. As used by Schiitz, phenomenology originally meant identi-
fying how much of a person’s understanding of an object came from
the object itself and how much came from the person’s subjectivity.
However, the term phenomenology has acquired a wider meaning “...
at least in the English speaking world. Here phenomenology is gener-
ally seen as a study of people’s subjective and everyday experience’
(Crotty, 2003: 83). In this sense it is very close to the definition we
have given to interpretivism.

® Hermeneutics is a general term for the process of interpreting human
actions, utterances, products and institutions. In past times it referred
to the glossing of biblical texts. In modern social science use the term
has been expanded to include a wide variety of texts.
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Sociology has generated many specialist approaches to this type of
research. Here are a few:

® Ethnograpbhers try to explain cultures, including organisational cul-
tures, by writing accounts of their subjective experiences of living and
working in the culture being studied over a considerable period of time.

® Grounded theorists suggest that people’s subjective understanding of
their worlds should be theorised by studying the themes that people use
in giving accounts of their lives and world. Researchers look for these
themes and categories in the interviews and observations collected
during the research. The researcher then develops theories based upon
these themes. Academic understanding, they argue, should not be based
on theories chosen in advance of the research (see Chapter 3).

® Ethnomethodologists are a sub-variety of phenomenologists. They
study how, in everyday trivial interactions, people give rational
accounts of what are essentially practical actions in their attempts to
understand social interactions (Reed, 1992: 150-155).

® Reflective practitioners are professionals who systematically improve
their understanding of their professional worlds through reflection,
with the support of their professional peers, on their professional activ-
ities (Schon, 1983).

Typical interpretivist projects

Many dissertations that focus on an aspect of organisational or occupa-
tional culture adopt an interpretivist approach. If a student worked in a
transnational company, for example, they might be interested in how local
managers, in the different countries in which the company traded, per-
ceived and managed commercial risk taking. In a UK context, in the public
sector modernisation is a major item in the government’s agenda. An inter-
pretivist might try to explain how different stakeholder groups within a
public service might interpret and value the idea of modernisation. The
analysis of the research material, which could include both qualitative
material from focus groups and interviews as well as statistical data from
questionnaires, would focus on the differences in the views of the various
groups and the processes by which these issues were debated and views
changed. They might draw upon the work of Weick (1996) (see p. 282)
and his concept of enactment to understand the processes of sense making
that surround the issue of modernisation. Enactment is part of the process
of making sense from equivocal information by selecting and editing infor-
mation through discussion and interaction with others.
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Action research

Action research is different from the processual, the positivist and, to a
lesser extent, the realist approaches to research. It focuses on the individ-
ual researcher’s understanding and values relating to the research issue. It
further proposes that the only way the researcher can improve and chal-
lenge their understanding is by taking action and by learning from
experience. From this perspective the belief is that action, or behaviour,
can only be changed by changing a person’s values and beliefs, and that
values and beliefs can only be changed by testing them in action. Action
and understanding become enmeshed together in a cycle of learning in
which there is a constant movement between reflection and action. Action
research therefore combines a focus on action and experimentation with a
concern for challenging and developing personal values. In action research
the cycle might begin with a researcher using their experience (values) to
decide on a course of action designed to solve a problem. The action is
tried out and the researcher monitors and studies the consequences of the
action, particularly the consequences as seen by other people who are
affected by the change. They then reflect on their findings and this may
cause them to change or develop their values and beliefs. Because they
now see things differently when they next use their experience to decide on
a course of action, they inevitably decide to act differently.

Action research tends to focus on small-scale but important issues such
as the ways in which a team implements a policy or an individual’s profes-
sional or managerial practice. It becomes risky to apply this approach to
large-scale change projects. A major information system could not be
implemented using an action research approach because mistakes would
be too costly, and action research involves learning from mistakes.

The nature of action research is a matter of debate. Those who write
about it from a background in teaching and education often take a different
view from those who write about it in the context of management studies.
Most educationalists share many points of view with the interpretivists.
Reg Revans (1983), however, who initiated action learning in a manage-
ment context, often proclaimed himself a positivist. The sensible conclusion
is that, in terms of action research’s view of the relationship between under-
standing and action, action research is developing its own unique approach
to research methodology that has the following characteristics:

confronting data from different perspectives;

closely and iteratively linking reflection and action;

incorporating reflection and development of values;

involving holistic and inclusive reflection;

developing the researcher’s competency;

testing of individual findings through critical professional discussion.
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Exhibit 1.5

Definitions of action research

The linking of the terms action and research highlights the essential feature
of the method: trying out ideas in practice as a means of improvement and
as a means of increasing knowledge.

(Kemmis and McTaggart, 1982)

Action research is about improving practice rather than about producing
knowledge.
(Elliott, 1991)

Both of these definitions are quoted in McNiff et al. (1996: 9, 10), which is a
useful and practical guide to doing action research for management students,
despite being set in an educational context.

Typical action research projects

Occasionally an action researcher focuses on their own managerial prac-
tice. A manager or team leader, for instance, might develop their
leadership practice through action research. They would change their lead-
ership style, perhaps following the precepts of a particular theory, and use
the feedback from their staff to adapt and further develop their leadership
values and behaviours. More commonly, an action research project would
be concerned with wider changes. For example, an organisation may have
decided to provide mentors in support of a major new ICT implementa-
tion. Action research could be used to develop the method and values that
would be appropriate for mentors in that particular context.

Critical social research

Researchers who profess the critical social research approach believe that
the purpose of research should be to change society for the better. Central
to this approach is the idea of false consciousness. This is a Marxist notion
that describes the tendency of the proletariat to fail to recognise the nature
of its self-interest. More generally it is any form of ideology or self-
imagery that is held to be inappropriate to the real or objective situation
of an actor. Crudely expressed it means that in organisations, employees
are being exploited but are oblivious to their situation. The task of critical
social research, therefore, is to reveal the deep and hidden structures at
work behind the facade of false consciousness. Once the proletariat
becomes aware that they are oppressed, that they are not so much being
empowered as being exploited by such things as business process re-
engineering and just-in-time production methods, for example, then they
will rise in revolt. This is not a form of research that would necessarily
find favour with people on management courses but, if used in modera-
tion, in a dissertation it adds piquancy to the analysis.
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Exhibit 1.6

The Humanities Curriculum project

This illustration provides a good example of the link between action and chal-
lenging personal beliefs.

The Humanities Curriculum project was an approach to teaching secondary
school children. It was designed to expose students to controversial issues. The
teacher was to be relieved of the task of giving facts and allowed to concentrate
on chairing students’ discussions on the issues. Short ‘provocative’ documents
would be used as handouts to provide students with the basic facts and materials.

One teacher reported he was having trouble with the project. The students
read the materials but no discussion started. The teacher assumed that the stu-
dents were having problems understanding the materials. So, using his best
judgement and having discussed it with the project researcher, he reverted to
giving mini-lectures to explain the content of the documents. However, in the
spirit of action learning, the researcher (R) decided to talk to the students (S).

: ‘Well, what do you think of this new approach?’

: ‘I don't like it.’

: ‘What don’t you like about it?’

: ‘We don’t like these documents, these materials, we don’t like them.’

: ‘So what don’t you like about them? Are they too difficult to read?’

: ‘Oh no! Oh no! We can read them.’

: ‘Can you all?’

: ‘Of course we can read them.’

: ‘So what’s the problem then?’

: ‘The problem is we disagree with what they say.’

: ‘Oh! Good. You actually disagree with what they say?’

‘Yes.’

: ‘Well, then you can express your disagreement in class.’

: ‘The teacher wouldn't like it.’

: ‘Well, why wouldn’t the teacher like it?’

: ‘Because the teacher agrees with what the documents say.’

: ‘How do you know that the teacher agrees with what these documents say?’

: [Looking very surprised at the stupidity of the question] ‘The teacher wouldn’t

give you the documents in the first place if he didn’t agree with them, would he?’
(Altrichter, 1993)

PTOIPTOINPITNDIPNPITNDIND T

The researcher had his assumptions and beliefs challenged by the feedback
he received from the students. When he discussed the situation with the
teacher, this new perspective would cause the teacher to try a new action in
the next cycle of implementation. The teacher’s and the researcher’s beliefs
about the pupils had changed, and so consequently would their actions.
Action research is about gnosis — the Greek word for knowing oneself through
self-criticism and reflection.
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Critical social research can take other radical perspectives, such as femi-
nism, rather than a Marxist one. A more careful review of this approach is
provided in Chapter 5.

Critical social researchers object to positivism (but not so much to real-
ist research, of which it is a variant), the interpretive approach and action
research. From a critical perspective, interpretivism is seen as giving more
importance to understanding the world than changing it. Positivism is
viewed as a tool for reinforcing oppressive structures and action research
is rejected because it ignores the need for big, radical changes and concen-
trates on small-scale and individual change.

Typical critical research projects

These are fairly rare in MBA and Master’s in management programmes
but they are by no means precluded. A radical critique approach might be
used to study executive pay and remuneration in large public companies.
The possibility could be explored that the differentials in pay between the
top managers and others in such companies could arise from deep-seated
and structural class conflicts. This would be in opposition to the opinion
that such differences are simply the result of competition in the market for
scarce entrepreneurial competency. An example of a radical critique
approach can be found in Porter (2002).

Methodological pluralism

The FAQ at this stage is: ‘Can you mix and match these approaches to
research?’ It is often easiest if you choose just one. It reduces the complex-
ity of the chapter in your dissertation on methods and methodology. It
also keeps you out of the line of sight of academic snipers, from all camps,
which are in a state of constant low-level warfare with each other. While
tutors and lecturers may take different methodological positions, you may
be encouraged to adopt whichever approach you wish as long as you show
it to be a sensible approach for answering the research question you have
set yourself.

It is possible, however, with care, to combine some of the approaches. It
has already been suggested that a dash of social criticism might add some
spice to an otherwise standard piece of realist research. The big question is
whether it is possible to combine realist research and an interpretive
approach. Gill and Johnson’s (1997: 135-136) line on this debate is per-
suasive. They argue that if you take a realist stance, then aspects of an
interpretivist approach could be brought in as a useful adjunct to the
research. But they also claim that the reverse is not true. If you are doing
interpretivist research, then there is no way that an element of realism (or
even more seriously an element of positivism) can add to it. This is
because taking a positivist perspective would undermine the methodologi-
cal basis of the interpretivist approach. The realist position — that what is
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observed is real and can be, more or less, directly studied and measured —
flatly contradicts the interpretivists’ belief that our knowledge of the world
is socially constructed — which means that understanding derives from the
social processes of debate and power that take place between people.

How is it possible for realist research to find a place for interpretivist
styles of investigation? Gill and Johnson (1997) argue that positivist (and
realist) research identifies associations between variables, between
antecedent variables and consequences. They might find, for example, that
there is a relationship between people’s stress levels and their absenteeism
levels. But having identified the pattern positivism can say little more. It
does not explain why the pattern is there or how the antecedent factor
exerts influence on people’s actions. This is because the link between the
two variables, in this example stress and absenteeism, is the way in which
people make the link in their own minds, in their subjective processes.
Realism has no way of studying people’s accounts of these processes, but
interpretive approaches do. Interpretivist approaches can be used to create
a quasi-causal account of how the two variables interact. In brief, interpre-
tivist research can convert the pattern of associations found by positivist
work into a quasi-causal connection. Realist research shows there is a con-
nection; interpretivism gives a possible description of how the connection
may work.

There are at least two ways in which interpretivism may be called in to
aid realist research:

1. As described above, a researcher may start off with a piece of realist
research that identifies an association between two variables, then use an
interpretive approach to understand the causal connection, the mecha-
nism, which shows in all complexity how the different aspects interact.

2. The other possibility uses the ease with which interpretivist research
generates hypotheses about the associations between variables. In this
case interpretivist research is a ground-clearing operation that precedes
a piece of realist research. A researcher might start with a piece of
interpretive research that, say, creates all sorts of hypotheses about the
causes of absenteeism and then do a piece of realist research to see
whether these hypotheses hold true in general.

Deciding on your research approach

When you are designing your project you will need to decide which of these
approaches to research is going to be the dominant one in your project.

What approach would be the most appropriate one for your chosen project topic,
and why?
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The remaining decisions you have to make when designing your project all
relate to the big decision about methodological approach that has just
been considered.

The researcher’s role

The roles that a researcher may take in relation to the people and the
organisations they are researching will depend on whether they are a
member of the organisation they are researching and on the research
approach they have adopted. Figure 1.2 identifies four research roles, each
of which has its own advantages and disadvantages.

Visible Invisible

Involved Previleged observer — judge Covert participant observer — spy

Non-involved  Academic — a harmless drudge  Fly on the wall

Figure 1.2 Researchers’ roles

The judge

This is a researcher who is studying an organisation in which they are
involved and they have told those being researched that they are being
studied. This role has the advantage of being open and honest and there-
fore giving those being studied a chance to put their point of view to the
researcher if they fear they are being misinterpreted. The disadvantage is
that those being studied may become uneasy and modify what they say
and how they behave. They may even become annoyed that the researcher
appears to be putting themselves in the privileged position of someone
who has the right to judge, to express opinions about, their doings.

The academic - a harmless drudge

The academic is a researcher who is studying an organisation in which they
have no involvement except as someone who has been kindly allowed
access so that they can gather information for their dissertation. The advan-
tage is that the academic is seen as someone with no axe to grind; but there
is the danger that those being studied may try to use the researcher to sup-
port them and their projects in the organisation’s politics. The main
disadvantage is that your project may well be low in the organisation’s pri-
orities and you may not be given the access and the time you need.
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The covert participant observer

This is someone who works in an organisation so that they can study it,
but the people they are studying do not know they are being researched.
There has been a long line of such ethnographic studies, as nice middle-
class researchers get jobs in fish-gutting factories to report on life in the
lower depths. The research can be rich and fascinating. The question is
whether it is ethical to study people who have not given informed consent.
There is a danger that the researcher might foment situations just to
increase the ‘human interest’ quality of their research material.

The fly on the wall

These researchers try to be invisible but are not necessarily secretive. They
might, for example, have permission to observe a meeting. Although their
physical presence will be unmistakable, by their demeanour and their
quietness, they hope those at the meeting will forget they are there. As
they cannot affect what they are observing, the ethical problem, while still
important, is of a lesser degree. The fly on the wall can use secretive meth-
ods of course. A researcher studying consumers’ behaviour in a super-
market might use video recordings of shoppers taken without their
consent by video cameras that also have a security function.

Breadth or depth

The issue is whether the researcher is trying to obtain a broad and repre-
sentative overview of a situation, in which case a survey approach would
be appropriate, or an in-depth understanding of particular situations, in
which event case studies would be appropriate.

Random surveys of a suitably large sample allow you to determine what
is average and what the variations around the average are, to a definable
level of statistical confidence. They also allow you to examine the relation-
ships between the things you measure in the survey and to establish
whether any associations or correlations are significant or just random
effects. Surveys require the researcher to distinguish, in advance of the
study, the phenomena that are to be studied from the contexts that influ-
ence or affect the phenomena. Surveys therefore are not efficient means of
studying the complexity of things in particular.

Case studies enable you to give a holistic account of the subject of your
research. In particular, they help the researcher to focus on the interrela-
tionships between all the factors, such as people, groups, policies and
technology, that make up the case studies. As Yin (1994: 13) points out, at
first it may not be apparent which things are the phenomena and which
are the contexts. Yin identifies the following characteristics of a case study.
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® It investigates a contemporary phenomenon within its real-life context,
especially when the boundaries between phenomenon and its contexts
are not clearly evident.

® It has a single site, such as a team or an organisation, but many variables.

® A case study uses a variety of research methods and can happily
accommodate quantitative data and qualitative material.

® C(Case study researchers tend to use theoretical propositions developed
prior to the study to guide the data collection.

A case study is written up as an account or a narrative. In other words,
you are required in a case study to tell the story of what happened from as
broad a perspective as is necessary. The case study form is also very adapt-
able. You could write up case studies of any of the following;:

® individual events in a manager’s working life (when a case study would
more likely be called a critical incident);

® a process, such as the development and launch of a new product;

® an organisation or part of an organisation in relation to some particu-
lar issue, such as use of the Internet;

® the making of a decision (sometimes called decision tracing).

There are many other variations and possibilities.

Case studies inevitably lack representativeness. It cannot be claimed
that what happened in one case is typical of all cases. In many instances
the power of the case study lies in its capacity to provide insights and reso-
nance for the reader. However, it is not true to claim that case studies lack
generalisability. Tony Watson (1994b) argues that case studies do enable
generalisations to be made about organisational processes. A case study
approach could be used to show, to use an invented example, that power
struggles between senior managers influences the extent to which a com-
pany acts in a socially responsible manner. It could not be used to show
whether this factor increases or diminishes responsible behaviour; it could
work either way. Yin (1994: 10, 30-32) makes a distinction between sta-
tistical generalisations and theoretical generalisations, and points out that
the first type cannot be derived from case studies but the second type can.
So, if you have researched a case study in which managers who are tall
behave in a particular manner, and refer to their stature as something that
explains their behaviour, you cannot make a statistical generalisation that
all tall managers behave in a particular manner. But you might make the
theoretical generalisation that height is a factor that should be considered
when generalising about managerial behaviour. If you were to undertake
multiple case studies, and they also showed height to be a factor, then your
theoretical proposition would become stronger. You might also be able to
use the case studies in the same way as a scientist uses experiments; to
check out whether tall managers do have similar behaviours as leaders or
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whether any similarities of behaviour could be equally well explained by
other theories, for example that tall managers are more likely to be male
and that the effect being observed is about sex and not about height.

You need to be as systematic and rigorous when doing case study
research as you are for all other types of research. In particular, you
should pay attention to the following:

® Do not rely on one particular type of evidence but use a mixture.

® Research the substance of the case study from the different perspectives
of the various interested parties or stakeholders.

® Develop a formal procedure or protocol for use in gathering informa-
tion so that your material is collected in a uniform manner.

® Keep systematic records of your material that could be reviewed by
someone wishing to double-check your work.

® Find a way of creating an audit trail that links your findings and con-
clusions about the case study to your raw research material.

® Allow your thinking about the case study to be influenced and changed
by the material you gather and record your changing views.

® Be aware of bias in the information you obtain from interviewees or
from documents and questionnaires. Documents can be slanted and
interviewees might give you selected titbits in the hope of settling old
scores, for example.

® Do not allow the delights of telling a good human-interest story get in
the way of telling the truth as you see it.

Choice of research methods

When designing your project you have to make some general decisions
about the research methods you are going to use. These are the most com-
monly used methods:

interviews

questionnaires

panels, including focus groups

observation, including participant observation
documents

databases.

Detailed descriptions and accounts of their advantages and disadvantages
are given in Chapter 4.

It is tempting, but wrong, to make an easy connection between
research methodology and particular methods. It is often assumed that
realist research means using quantitative research methods and materials
(questionnaire surveys and databases) and interpretive research uses qual-
itative material and methods (interviews, documentary exegesis). These
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assumptions are wrong: first, because it is possible to use any of the
research methods to produce either quantitative material (numbers) or
qualitative material (words) and, second, because you can use qualitative
material as part of a realist project and you can certainly use numbers to
illuminate interpretive research. In practice you can use any of the
research methods in any of the approaches.

This is not to deny that realist researchers and interpretivists may prefer
to use the same research methods in different ways. Silverman (1993) has
explained some of the possibilities by comparing qualitative and quantita-
tive forms of research (see Table 1.2).

Table 1.2 Approaches and methods of research

Method Positivist Interpretivist

Observation Preliminary work A major component of the research

Documentary Content analysis Understanding categories

Interview Large random samples, Small samples, open-ended
fixed-choice questions and unstructured questions

Questionnaire Large random samples, Used for initial mapping, open-
fixed-choice questions ended questions

Source: Silverman (1993: 9).

Let us take a couple of examples. Someone doing a realist piece of work
may well use interviews. But it will be the sort of interview where the
interviewer has to read the questions from a pre-prepared script without
deviation. The questions will be pre-coded so that the interviewee will be
given a number of possible answers to choose between. An interpretive
researcher using interviews, however, would begin the interview with only
the broadest view about how the conversation might develop and may
indeed encourage the interviewee to determine the direction in which the
discussion flows. Sometimes realist and interpretively inclined researchers
use the same combinations of research methods but in different sequences.
An interpretive researcher writing a case study in an organisation might
well use a questionnaire at the start of the project to get an overall ‘feel’
for the subject they are studying. But the questionnaire would remain a
preliminary and a subsidiary method. A realist researcher might well start
a study with open-ended interviews that will be useful to them when they
design their highly structured questionnaire to be used with a large sample
of respondents. When we consider documentary methods, an interpretive
researcher might study the use of metaphor in an organisation’s documents
whereas a positivist might count the relative frequency with which the
words ‘customer’ and ‘profit’ are used.
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Ethical considerations

When you are doing your research you should not treat people unfairly or
badly. You should not harm people, or use the information you discover in
you research to harm them, or allow it to be used to do harm. This may
sound alarmist and you should not assume that you will be beset by such
problems when you are doing research. Nevertheless, it is sensible to antici-
pate whether any such difficulties might occur. Indeed, most universities
now have research ethics codes and research ethics committees and it may
be that you have to apply for formal ethical approval for your project
before you start the research. It is best to go to the website of the institu-
tion where you are enrolled and find its code or policy on research ethics
and governance and the details of the approval procedure you may need to
go through. When you are planning your project it will be sensible to
schedule in the time needed to obtain ethical approval. One practical
problem is deciding the stage of the project at which ethical approval
should be sought. It rather depends on whether the approval is in principle
(to determine whether there is something about the project that is inher-
ently unethical) or concerns the conduct of the research (is it being
conducted in an ethical manner?). If it is in principle then the approval can
be sought at the beginning of the project. If, as I think will be more likely,
the approval concerns research practice then approval can only sensibly be
sought after the literature review has been started and the research instru-
ments (questionnaires, interview schedules, case study protocols and so
on) have been drafted.

The following points rehearse some of the ethical issues and dilemmas
you may COme across.

Negotiating access
Negotiating terms of reference with organisations

If you are doing the project in a particular organisation it is often neces-
sary to agree terms of reference for the project. Managements tend to have
preferred solutions to the problems you are asking to research (or that
they are asking you to research) and you need to ensure that the terms of
reference give you scope to investigate the issues from a wide range of per-
spectives and come to your own independent conclusions.

Right to privacy

There is no obligation on anyone to assist you in your research. This raises
the question of just how much pressure (‘Oh! Come on — do it to help out
an old friend?’) it is proper to put on someone to cooperate. I once, many
years ago, arranged a research interview with a key informant as part of a
consultancy project I was doing for a large company. His first words were:
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I don’t think it’s right that they should have brought some outsider
academic like you in to do this project. I have already done much of the
preliminary work for this project and I should have been allowed to take
the project forward. I do not wish to cooperate but I did want you to know
how I felt about the situation.

I admit that I blagged an interview from him largely by probing why he
was so angry and nowadays I would probably just thank him politely for
his time and leave. What would you have done in this situation?

Access to personnel or case records

It may be that you think that the data you need for you project can be
found in the personal files that organisations may keep about its staff or its
clients, for example hospital patients. It would only be ethical, and legal, to
use such information if you have the approval of both the organisation that
holds it and, more importantly, of the individuals that it relates to.

Confidentiality agreements

A principle of all academic research, including that done by students, is
that the research is published, or otherwise made available to the public,
so that others can learn from and criticise the work. As Master’s students
often research organisations, often the one they work within, this might
involve organisationally or commercially confidential information being
made public. In such situations organisations might insist that the univer-
sity for which a student is writing the dissertation should sign a
confidentiality agreement. Most universities have standard agreements
that can be used. These normally state that the dissertation will not be
openly available to any member of the public who asks to see it for a
number of years. During that time the dissertation will only be made avail-
able with the written agreement of the organisation.

Informed consent

Informed consent is perhaps the key issue in research ethics. No one
should be a participant or a source of information in a research project
unless they have agreed to be so on the basis of a complete understanding
of what their participation will involve and the purpose and use of the
research. Sometimes informed consent is implicit, as when someone takes
the trouble to complete and return a questionnaire. However, even in these
cases it is sensible to make consent explicit by including on the face of the
questionnaire a statement such as the following:

By completing and returning this questionnaire you are giving your consent
for the information it contains to be used in the research project. The
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information will be stored anonymously and securely. When the
information is used in any publication produced during the research project
no individual or organisations involved in the project will be identified.

In other projects, which are ethnographical, or based on participant obser-
vation, the issue of informed consent may be tricky. If the subjects of the
research know they are being studied they may change their behaviour and
so defeat the purpose of the research. In these cases it may not be sensible
to obtain explicit consent before the research begins. Some codes of
research ethics, such as that of the British Sociological Association (2002),
do in such situations approve of research done without prior informed
consent. If this is so it is important that consent should be obtained after
the research has been conducted but before it is analysed or written up.

The easiest way to obtain informed consent is to prepare a participant
observation sheet that you can give to each participant as you seek their
consent and a consent form that the participants can sign and that you can
keep as a record. Exhibit 1.7 gives an example of a participant informa-
tion sheet and a consent form.

Example of a participant information sheet and a consent form

PARTICIPANT INFORMATION SHEET

PERFORMANCE MEASUREMENT AND MANAGEMENT: GOOD GOVERNANCE
AND ACCOUNTING BASED REWARDS SYSTEMS

Principal researcher:

[contact details of researcher]

Invitation

You are being invited to take part in a research study. Participation in the project is entirely voluntary. Before
you decide it is important for you to understand why the research is being done and what it will involve.
Please take time to read the following information carefully and discuss it with others if you wish. Ask us if
there is anything that is not clear or if you would like more information. Take time to decide whether or not

you wish to take part.

Thank you for reading this.

What is the purpose of the study?

To find out whether the use of performance measurement and performance related pay systems in the public
sector may lead to problems in managers’ and professionals’ use and presentation of information; and to
identify the systems and contexts that minimise these problems.
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Exhibit 1.7 continued

Why | have been chosen

You have been chosen because you are a senior and experienced manager within the public sector with
experience of working with performance measurement and/or performance related pay systems. About 50
managers will be asked to complete a questionnaire and a further 30 managers will be interviewed.

Do | have to take part?
It is up to you to decide whether or not to take part. There are two ways of participating. If you do decide to:

1 be interviewed you will be given a copy of this information sheet to keep. You will also be asked to sign
two copies of a consent form, one of these will be for you to keep and the other will be kept by the
research team. If you decide to take part you are still free to withdraw at any time and without giving a
reason.

2 complete a questionnaire you will be given a copy of this information sheet to keep. You will give your
consent to participation in the research project by completing the questionnaire and returning it to the
research team.

You will normally only be asked to take part in one of the two aspects of the research (interview or question-
naire). Which one you will be asked to take part in will be chosen randomly. If you decide not to take part in
the aspect of the research you have been invited to, you may be asked if you would participate in the other
aspect. If you volunteer to take part in more than one aspect that will be fine.

What will be my involvement if | take part?
Your involvement will differ according to whether you

e are interviewed;
e complete a questionnaire

The research interview will normally last about an hour. It will be in two parts. In the first part you will be
asked about the performance measurement systems used in the part of the public sector you are working in
and whether any performance related pay systems apply. In the second part you will be asked to give exam-
ples of any incidents you have observed or been involved in at work:

® where these systems have led to problems in managers’ and professionals use and presentation of infor-
mation; and

e where these problems have been effectively dealt with;

e and where they have not.

You will be asked if you agree to the interview being audio-recorded. If you do not agree to this the
researcher will take written notes during the interview. If you do agree you may still ask for the tape recorder
to be turned off at any point during the interview.

The questionnaire survey involves you filling in a questionnaire about managerial behaviours in relation to
performance management systems, using your knowledge, experience and expertise. The questionnaire you
complete will be analysed, along with those of other experts, to obtain an initial, average view of all the
experts. You will be sent a further questionnaire that gives these results from all of the experts (who will be
anonymous) and you will be invited to complete the questionnaire again, taking into account the views of
your fellow experts. This process may be repeated but you will not be asked to review your thoughts in
response to the views of the other experts more than twice.
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Exhibit 1.7 continued

Will my taking part in this study be kept confidential?

Yes. At no point will your identity, or indeed the identity of the Trust or other organisation you work for, be
revealed to anyone other than the academic supervisors and examiners of the project. Your name will not be
recorded on any of the research notes that are made and kept as part of the research. All notes, tape-record-
ings and any other materials will be kept in secure storage. There will be nothing in any materials they may
have access to that could identify the participants in the study or the organisation they work for.

What will happen to the results of the research study?

The research will be written up as an academic dissertation. It will be stored in the archives at [name of insti-
tution] and will be available for inspection on request [state what the arrangements are at the institution at
which you are studying].

Who is organising and funding the research?

The research is being undertaken as part of a programme of academic study at [name of institution] leading
to the award of [title of degree].

Who has reviewed this study?

This study has been reviewed by the Research Ethics Committee of [name of institution].

Contact for further information

[contact details]

CONSENT FORM

THE GOOD GOVERNANCE OF
PERFORMANCE MEASUREMENT AND MANAGEMENT SYSTEMS
Principal researcher:

[contact details of researcher]
Please initial box

1 | confirm that | have read and understand the information sheet dated [date] for the above D
study and have had the opportunity to ask questions.

2 | understand that my participation is voluntary and that | am free to withdraw at any time, D
without giving any reason.

3 | agree to take part in the above study. D

Name of participant Date Signature

Name of researcher Date Signature
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Data collection stage
Objectivity and disinterestedness

This may be impossible but you have at least to make a pretence of trying
— unless of course you are acting as an action researcher or a social critic
researcher.

Deception

Some very famous psychological and sociological research has involved
deceiving the research subjects. They were not told the truth about the
purpose of the research. Deception is of course unethical. Some research,
such as Milgram’s (1963), has used deception in that the people being
researched were told that the subject of the research was one thing when it
was in fact something quite different. Milgram’s experiments discovered
things, in this case about people’s willingness to subject themselves to
authority, that otherwise would not have been known and it can be argued
that this addition to psychological knowledge justified the deception. Such
a justification rests on one particular ethical perspective: that actions are
justified if their beneficial results outweigh their negative consequences.
Other ethical perspectives could be used to argue that such research
demeans the dignity of the people being studied and reduces them simply
to the status of means to someone else’s ends, and that this is wrong.

Most Master’s students, however, are unlikely to need to use outright
deception. It is more probable they may be tempted by the lesser ethical
offence of being economical with the truth. One of my students, for exam-
ple, set up an experiment to study the impact of different styles of screen
warning page that told employees to use the Internet only for work pur-
poses, and not to misuse the facility. Different employees were presented
with different warnings every time they logged on. What they did not
know was that their subsequent use of the Internet was being monitored
(to see whether they were visiting eBay, for example) so that the effective-
ness of the different warnings could be measured. This economy with the
truth raised questions of invasion of privacy, informed consent and decep-
tion. It is also an aspect of a wider ethical debate about the extent to
which organisations are entitled to monitor possible misuse (employees
using the Web for private purposes when they are at work) or illegal use
(downloading paedophile pornographic images on to computers at work).
There are not necessarily straightforward answers to the ethical issues
raised by research activities but they should be thoroughly considered in
the dissertation.
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Confidentiality and anonymity

Anonymity means changing the names and locations (but not, I think, the
sex) of informants. Confidentiality means not revealing your sources. You
need to make it clear that confidentiality does not mean that the material
will not be used. You need to make it clear to participants in your research
what you mean by anonymity and confidentiality.

Normally these issues do not cause problems; but what if, in the course
of your research, you unearth unprofessional practice in a social services
department, say, or illegality in an international business operation?
Would it be right for you to break your promise of anonymity and confi-
dentiality and report the matter?

Permission to use video or voice reorders

If you are doing interviews, especially exploratory or semi-structured ones,
you will normally want to record the interview so that you have a com-
plete record of both what is said and the tone and manner in which it is
said. You must ask the interviewee for permission to record. You should
also say that you will turn off the recorder at any point during the inter-
view if the interviewee asks you to do so.

Storage of data

All researchers must comply with the requirements of the Data Protection
Act (1998) that can be found at: http://www.opsi.gov.uk/acts/acts
1998/19980029.htm. It sets down some principles concerning the collec-
tion and use of personal information, which includes information about
people’s opinions as well as more factual material such as age and sex. The
principles are:

® Personal data shall be processed fairly and lawfully.

® Personal data shall be obtained only for one or more specified and
lawful purposes, and shall not be further processed in any manner
incompatible with that purpose or those purposes.

® Personal data shall be adequate, relevant and not excessive in relation
to the purpose or purposes for which they are processed.

® Personal data shall be accurate and, where necessary, kept up to date.

® Personal data processed for any purpose or purposes shall not be kept
for longer than is necessary for that purpose or those purposes.

® Personal data shall be processed in accordance with the rights of data
subjects under this Act. This entitles a person to see any information
that is held about them.



70 Chapter 1 e Choosing a topic and designing the project

® Appropriate technical and organisational measures shall be taken
against unauthorised or unlawful processing of personal data and
against accidental loss or destruction of, or damage to, personal data.

® Personal data shall not be transferred to a country or territory outside
the European Economic Area unless that country or territory ensures
an adequate level of protection for the rights and freedoms of data sub-
jects in relation to the processing of personal data.

The Act limits the amount of time that organisations can retain personal
information and it gives people the right to access any information that is
kept on them. The Act makes some exemptions in the case of research;
data may be stored indefinitely and if the data are anonymous the research
respondents do not have a right of access to it.

It is good research practice in any case to be meticulous in recording
and storing research data. You should not only keep the raw data appro-
priately; you should also keep any analysis documents so that it would be
possible to create an ‘audit’ trail between the data and the findings and
conclusions.

Practitioner/researcher

What precautions or mechanisms may be necessary to prevent you exploit-
ing the privilege that this role gives you? You might want to consider some
of the options discussed in Chapter 5 (pp. 299-301).

The reporting stage
Misuse of research

One possible ethical difficulty is that the research could be used to do
harm to those who cooperated with it. A frequent issue is when the man-
agers, who gave access permission for students to conduct research in their
organisations, try to influence the content or tone of the dissertation. A
more invidious form of this problem is when researchers write up the
research in a way that will please the sponsors because they expect it will
be required of them. A less common possibility is that the sponsors may
try to use the research to support positions that the researcher thinks may
be harmful to others.

Homan (1991) is a useful guide to the ethics of research.
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Exhibit 1.8

Ethical approval procedures for researchers
conducting studies within the National Health
Service (NHS)

Some organisations, notably the NHS, require researchers, and students doing a
dissertation as part of an academic programme, who wish to do a project that
involves their staff or patients as research participants to obtain ethical research
approval in addition to any ethical approval that might be obtained from the partici-
pating university. This is a time-consuming process. It involves the following stages:

1 Completion of an online application form. The form, and online guidance, can
be found at the website of the Central Office for Research Ethics Committees
(COREQ) at http://www.corec.org.uk/applicants/index.htm. This form requires
full details of all the research methods that will be used.

2 Attend at the appropriate Local Research Ethics Committee (LREC) to dis-
cuss and defend the application. They may require changes to the proposal
before they give a favourable ethical opinion.

3 Having obtained LREC approval, the researcher must then apply for Research
& Development approval from all NHS Trusts within which research is to be
conducted. This involves completing a form. There is a national form (available
at https://www.rdform.org.uk/) but some Trusts also have a local form.

4 When R&D approval has been obtained, the researcher needs to obtain an
honorary contract with the Trust where the research will be conducted unless
they are already an employee of the Trust.

5 It is normally required that before potential research participants (i.e. the
people whom the researcher wishes to interview or send questionnaires to)
can be approached and asked for their consent, permission must be
obtained from their line managers to ask them to take part in the research.

Writing the research proposal

When you have been through the six-step process and thought about the
design of your project, it might be helpful to summarise your research
project. The Watson Box can be used for this purpose. It provides a useful
framework for structuring your written research proposal.

The assessment criteria, which can be seen in the introductory chapter,
identify a number of features that markers will be looking for in a pro-
posal document:

® The ‘what’ and the ‘why’ of the proposal are clear and specific.
® The three elements of:

— the research questions;

— the research design; and
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— the research methods
are well integrated.
® The proposals for the research methods are sensible and practicable.

The Watson Box helps you ensure that you have met these criteria.

Exhibit 1.9

The Watson Box

What? Why?

What puzzles and intrigues me? Why will this be of enough interest

What do | want to know more about to put it on the library shelves or

or better understand? present to my organisation?

What are my key research questions? Is it a guide to practitioners or policy makers?

Is it a contribution to knowledge?

How - conceptually? How - practically?

What models, concepts and theories What research methods and

can | draw upon? techniques shall | use to apply my
How can | develop my own research conceptual framework (to both
questions and create a conceptual gather and analyse evidence)?

framework to guide my investigation? How shall | gain and maintain
access to information sources?

Source: Watson (1994b)

Completing the Watson Box

Use the blank Watson Box provided to write a summary of your research proposal.

What? Why?

How - conceptually? How - practically?
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You have, of course, freedom to structure your research proposal (if you
have to write one) as you please, but should you need guidance, the fol-
lowing structure covers most of the issues.

Introduction
e The objectives and purpose of the project (what?):
— A brief overall description of the project’s context.
— The strategic question that guides the project.
— The objectives of the project.
e The justification for the project (why?).
® The research questions (what? — again, but in more detail):
— Identify and discuss the research questions that you will answer in the project.
— If you are taking a realist research approach you might frame your research question as a hypothesis.
A hypothesis is a speculation about an association between two or more variables. It is important
that the hypothesis can be tested by research to see whether it can be disproved.
e An overview of the appropriate literature:
— Mapping the main writers in the field and their arguments.
— Definition of key concepts and outlining of conceptual framework if necessary and possible. (This is
the how - conceptually? quadrant of the Watson Box.)
e Research design:
— What methodological approach are you going to adopt?
— Research methods, samples, methods for analysing research material.
e Practical and ethical issues:
— Does the research raise any ethical concerns that need to be resolved?
— Are there any potential problems of research access?
— Are there any resource issues such as access to specialist databases or particular research software?
— Are there issues of commercial confidentially or intellectual property rights?
e A plan or timetable:
— Consider drafting a Gantt chart (as shown in Exhibit 1.10) that plots against a timeline when the
major elements of the project will be done.

- /

Exhibit 1.10

A Gantt chart for a research project

Task Sept. Oct. Nov. Dec. Etc.

Define topic area, strategic questions
and research questions

Literature search < >

Read literature < >

Draft and pilot interview schedule —

Obtain ethical approval from the ——-
university

Conduct interviews etc. —
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If your research is going to adopt a grounded approach, then it will not be
possible for you to predict what the key concepts and the conceptual
framework might be.

Summary

e Use the six-stage process to think through your selection of a disser-
tation topic.

e Try to express your central research question as a simple and plain
sentence without using academic or business jargon.

e Choose a research approach that is appropriate for your research
question.

e You can mix and match your research approaches, but it is risky and
you need to be sure that you understand the methodological implica-
tions of what you are doing.

e Think about how, practically, you will carry out the project so that you
can write the dissertation.

e Use the Watson Box to summarise your proposal.

e Use the suggested list of headings to help you structure the research
proposal.

Suggested reading

The standard textbooks recommended in the introductory chapter are the best places to start an exploration of
research methodology. If you are considering using case studies as a main vehicle for your research then a look
at Yin (1994) is recommended.
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The process of researching and writing a Master’s dissertation

Your manuscript is both good and original, but the part that is good is not original
and the part that is original is not good.

Attributed to Dr Samuel Johnson'

A dissertation should include a chapter in which the literature relevant to
the topic is reviewed (see Chapter 6 for a suggested list of chapters for a
dissertation). It should be a critical literature review. It is the purpose of
this chapter to explain what a critical review is. The criticism of the litera-
ture does not have to be as hurtful as that given by Dr Johnson in the
quotation above. The purpose of criticism is not to wound but to ensure
that the concepts, theories and arguments that you take from the literature
to help you with the dissertation are robust. The purpose of the literature
review, to take a broader perspective, is to remove the need to rediscover
knowledge that has already been reported. The literature review helps you

" The quote, although often attributed to him, cannot be found in any of Johnson’s published works.
See http://www.samueljohnson.com/apocryph.html.
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to build upon the work that has already been done in the field you are
researching. To ensure that things have not been missed in the search it is
important to show that you have searched the literature thoroughly and
have identified most of the material that could be useful in the project.
However, having found material in the literature does not mean that it is
fit for use. It is necessary to subject the key materials you are going to use
to a critical examination to make sure they are strong enough to sustain
the use you are going to put them to in the dissertation. If you base the
dissertation on invalid and poorly thought-through concepts and theories,
then the whole dissertation will be weak. This does not mean that you
must take on the most renowned authors and declare their arguments
unsound. That might be a little arrogant. However, it may be necessary to
identify the weaknesses and limitations of a writer’s theories and argu-
ments or identify their inappropriateness to the particular circumstances of
your project.

It would be a good idea to look carefully at the marking scheme for dis-
sertations that is provided in the introductory chapter and to review the
benchmarks for the ‘literature review’ criterion. Treat this carefully, how-
ever, because the specific criteria used to mark your dissertation may be
different. If you are content to be marked in the 50-59 per cent range,
then it is only necessary to identify the appropriate literatures and to
describe them competently. To achieve a mark in the 60-69 per cent range,
a critical review of the literature is necessary. It is sufficient for this level of
mark to base your criticism on those made by other writers. Even at this
level, however, it would be sensible to try to form your own criticism of
the work being considered. In many cases it may be that other authors
have not yet written critiques of a work, in which case you will have to
rely on your own resources. If the target is to be marked at a distinction
level, then it is essential that you make your own evaluation of the core lit-
erature that you are using.

This chapter is divided into five parts:

Finding material and literature relevant to your project.

Guidelines for summarising and describing the literature.

Assessing the quality of an article or book.

Carrying out a forensic critique of the theories and arguments in the
chosen literature. A forensic critique is an evaluation of the strength of
the arguments proposed in a journal article or book.

5. Critical theory (or radical critique as it is alternatively known). This
makes fundamental criticisms of management and business and is
another form of evaluation of theories and arguments. It often takes a
moral stance and identifies the ways in which business and manage-
ment can reinforce tendencies in society to exploit and discriminate
against sections of the population. The use of radical critiques in man-
agement Master’s dissertations is not obligatory.

e
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Learning outcomes for the chapter

1 Readers will be able to search library and other information
resources to find appropriate literatures for their dissertation.

2 Readers will be able to map out the literatures and identify the key
concepts, theories and arguments that are necessary for their project.

3 Readers will be able to make an overall assessment of the critical
quality of a book or article.

4 Readers will be able to carry out a forensic critique of the core theo-
ries, concepts and arguments that they have drawn from the literature.

5 Readers will have an awareness of radical critical perspectives and
be able to make radical critiques of key themes and topics pre-
sented in the literature.

® The sources

The first task in doing a literature review is to find some literature. You
need a mixture of materials, but the precise combinations will vary from
topic to topic. Try to find some material from most of the categories listed
below. Students often ask: ‘How many books and articles should I cite in
my dissertation?’ It is impossible to give a number in answer, although it
can be tempting to quote a very large number to scare them and to
encourage them not to ask silly questions in future. It all depends on what
literature is available and how you use the ideas, material and theory it
contains. It is possible to suggest that a list of references with less than 20
items is probably too short.

® Books
There are three sorts of management books as far as researchers are
concerned:
— textbooks
- academic monographs and
— ‘airport bookstall’ books.
Textbooks are useful to help you orient yourself in a field of literature
and as a source of references that can be followed up. They may be
recognised from their characteristic use of learning devices such as
learning objectives, summaries, exercises and text boxes containing
illustrative material. They should not be relied upon too heavily.
Academic monographs are often difficult to read, but they do alert the
reader to developments arising from recent research. These books
should be used selectively. ‘Airport bookstall’ books are mostly written
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in an accessible style and have attractive jackets. When they are not
based on the biographies or experiences of successful managers, they
are often distillations of more academic work. They are mostly pre-
sented in a ‘can do’ format, offering practical guidance for business
success. Normally they have attention-grabbing titles that appear to
offer solutions to all business problems. They can be assimilated within
the duration of a transatlantic flight. They can be useful materials, but
they should not be used uncritically because they often oversimplify
and contain uncorroborated assumptions.
® Journals

Journals fall into two main categories and you should use both.
Academic journals contain articles that have been peer reviewed. This
means that two or more expert referees approved the papers before
they were accepted for publication. The general information or style
pages, often on the inside of the front or back cover of a journal,
should say whether it is peer reviewed. Non-peer-reviewed journals are
often professional or trade journals. The articles in these journals are
commonly simpler and shorter than those in the peer-reviewed jour-
nals. They can be useful for identifying trends, fashions and current
concerns within business, but many are derivative and of questionable
quality. Non-peer-reviewed journals should not be used exclusively.
Managers doing MBAs and other Master’s courses in management
often look at the more academic papers in horror and declare, “We are
managers, we cannot be expected to cope with this hugely complex
academic writing style.” Well, I have some sympathy because many
papers do appear to be written in a style designed to fool, impress or
confuse. Nevertheless, there will be much pertinent and good material
in such papers and you will need to make the effort to understand
them. There are some journals, such as the Harvard Business Review,
that are academically prestigious but are designedly accessible to man-
agers as well as to academics.

Journals will most likely be your main source for a research disser-
tation, probably being more important than books. This is because the
most up-to-date research and debates will be found in journals.

® The World Wide Web

The World Wide Web is a very useful source of material. The better
search engines can be valuable in tracking down material. The Web has
to be used with care, however, because it includes both high-quality
material and utter tosh. Distinguishing between the two is not always
easy. In preparing for writing this guide, I found a web page on seman-
tic differential questionnaires (see p. 197). The first few pages read very
sensibly and then the web page slowly became an obsessive polemic in
which semantic differentials were presented as diabolic devices that
bureaucrats were using to remove the liberties of the individual.
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Exhibit 2.1

The dangers of cutting and pasting from the
World Wide Web

Francis Robinson (2006) reviewed a new edition of a book that describes an
Indian traveller’s journey through England and Ireland in the early nineteenth
century. To help the reader the publisher provided an appendix describing all the
key places mentioned in the book. Unfortunately the task of compiling the
appendix appears to have been given to some research assistants who did all
their research using search engines and the Web. This led to some unfortunate
mistakes.

e St Paul’s Cathedral, London, is mistaken for the Catholic Cathedral of St
Pauls in Minneapolis in the USA.

e Windsor Great Park, which is to the west of London in the UK, is said to be
on the south bank of the Detroit River. Windsor, Ontario, is indeed ‘noted for
its several large parks and gardens found on its waterfront’ (Wikipedia, 2006).

® Phoenix park, which the traveller visited in Dublin, is said to be in Phoenix,
the capital of Arizona.

Use of Web search engines can have the effect of undermining common sense
and can give a false sense of confidence in one’s knowledge.

In the public sector, where much of the material is in the form of official
publications and reports, the Web can be the most convenient means of
access to material. The DirectGov government website at
http://www.direct.gov.uk/Homepage/fs/en is a good starting point.
® Dissertations

Business schools keep copies of past Master’s dissertations produced by
their students. Some are commercially confidential and cannot be con-
sulted without the author’s permission. Many students find it
comforting to see others’ efforts, and it may be worth asking to see
some. Try to make sure that you are given ones that passed comfort-
ably, otherwise you may gain a dangerously low impression of the
standard you need to reach.

Searching for literature

Looking for literature these days is mostly an electronic activity of search-
ing through a virtual library. Using a library’s online catalogue of books
and other materials makes searching for books a lot easier. It is possible to
access the online catalogues of academic libraries across the country. NISS
(National Information Services and Systems) provides a website of links to
online library catalogues at http://www.niss.ac.uk/lis/opacs.html. The
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advantages of searching for journal articles and papers by using electronic
library resources is that it takes much less time, you are more likely to find
what you need and, if you are lucky, the papers may be available online
and you can download them or print them off.

Exhibit 2.2

An electronic library

Source: Photo by Raj Shirole

You should spend some time becoming familiar with all the services
that your university or institutional library can provide by exploring both
the physical library and the virtual library. You may need various user
names and passwords to access the latter, and the library staff will be able
to help you with these. Do not become so carried away with online search-
ing that you forget about bibliographic serendipity, by which I mean
wandering around the library shelves and current journal stands, flicking
through books and reading the contents lists on the back pages of jour-
nals. It is surprising how often you chance upon useful material that you
would otherwise have missed. Many academic libraries have joined a
cooperative scheme so that students who live or work at a distance from
their university can use libraries closer to them. A website listing the uni-
versities in the scheme can be found at http://uklibrariesplus.ac.uk/.

Electronic resources

There is a range of electronic resources that might be of help. These can be
searched one at a time but, increasingly, electronic libraries provide meta-
search facilities that allow many databases to be searched at the same
time. If you want to do a search using advanced search facilities it is often
best to search databases individually and not to use meta-search engines.
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Electronic journals

Most libraries will subscribe to journals that are published and/or are
available online. Check out which relevant publications are provided by
your library.

Exhibit 2.3

A more traditional library

Full-text databases

These are databases that allow you to make searches for materials using
key words. They provide all the bibliographic details such as authors,
titles, journal titles, date of publication, volume, issue and page numbers.
They will also include abstracts of papers’ and articles’ contents. In ad-
dition, in many but not all cases they give you access to an html or pdf
copy of the article itself that you can read on screen, download, print off
or email to yourself. The full-text databases that you are mostly likely to
use are listed below:

Business Source Premier — a good all-round database.

Emerald — includes all the journals published by MCB Press.

European Business ASAP — covers finance, acquisitions and mergers,
new technologies and products, HRM, marketing and management
generally.

Ingenta — a general database of papers from a number of publishers.
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Universities have to buy licences to give students access to databases.
Which databases universities choose to buy licences for will, of course,
vary from institution to institution. You need to explore your institution’s
list of electronic resources to see what is available to you.

Bibliographic databases

These databases can be searched in the same way as full-text databases
and provide you with all the bibliographic information and with abstracts,
but they do not provide full copies of the papers and articles. If you want
them you will have to find the hard copy of the journal in the library, and
if the library does not have a copy you will have to order the item on inter-
library loan. Some databases you might want to use are listed below:

Zetoc — provides bibliographic information on journals held by the
British Library.

PsycINFO - covers the field of psychology, but there are many articles
that are relevant to management topics.

Econlit — covers the field of economics, and again there are many rele-
vant references especially for people working on finance topics.

If you are interested in management in health care and medicine, then
Medline may be worth consulting. If you are working in the public sector,
especially in the social services, then ASSIA would be worth a look.

Newspapers in electronic formats

Newspapers are a valuable source of up-to-date information on many
management topics. A number of newspapers are available as searchable
databases in libraries. Newspapers, including the Financial Times, are also
available as online editions on the World Wide Web.

Financial and marketing databases

Strictly speaking these are primary resources rather than secondary materi-
als and so would find their place in the ‘results and analysis’ part of the
dissertation rather than in the literature review. Nevertheless, here is a
convenient place to mention them. FAME is the main financial database. It
provides updated financial information on 130,000 companies in the
United Kingdom and Ireland. Mintel is one of the main marketing data-
bases. These or other databases will be available at your university library.

Building up your list of references

It might be worthwhile to check up on the Harvard system of referencing
(see p. 343) before you start collecting material. Then you can be sure to
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record all the necessary bibliographic details as you identify the books and
papers. This will save you much time. As I have discovered to my cost, it
can take hours, after you have finished writing the dissertation, to track
down the missing details (year of publication, page numbers for quota-
tions) of material you have cited but that you forgot to record properly.
This is time you can ill afford when you are struggling to get the disserta-
tion finished by the deadline. It is much easier to be conscientious about
the detail from the start. It is also worth considering whether you are
going to use some specialist citation software (see p. 255) to help you with
building up your bibliography.

® Mapping and describing the literature

In most cases the literature search identifies a lot of material — probably
more than can be sensibly dealt with in a Master’s dissertation. So the next
step in conducting a literature review is to map out and identify the key
works and material in the literature. This exercise has two purposes. It is
necessary for you to show the person who marks your dissertation that you
are aware of the breadth of literature relating to your topic. But it is also
necessary, for your sanity, as well as to meet the marker’s expectations, to
show that you can prioritise the literature and identify the key works, theo-
ries or concepts that will be of value in the conduct of your project.

Describing the literature

Describing and mapping the literature relevant to your research project is
a step-by-step process that moves from the general to the specific. It is an
editing process.

1. Prepare a ‘map’ showing the location of all the appropriate
literatures
The first step involves identifying the different fields of literature that may
be appropriate to the study without, at this stage, looking at any of it in
detail. By literature I mean a collection of books and papers that deal with
the same issues and that respond to each other in the developing debates
about a topic. It follows from this definition that there will be many litera-
tures rather than one solitary and unified literature. But it is up to you to
draw the boundaries between them. This can be done by skimming
through textbooks and following up the references they give, and by dip-
ping into the journal literature via the abstracts in the bibliographic
databases.

Figure 2.1 shows a ‘map’ of the literatures that I thought were relevant
when I was planning some research into the fates and attitudes of the sur-
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vivors of downsizing. The main theme of the dissertation is shown in the
middle of the map in bold font. There are a number of key researchers
who have written research papers specifically on the subject. There is also
a large literature, mostly in journals, that focuses on downsizing as a strat-
egy and on its financial consequences for companies. This literature
suggests that the demoralisation of survivors may be a contributory factor
to the poor performance of organisations post-downsizing. This link
makes the downsizing literature relevant to the project. The literature on
redundancy concentrates on the managerial processes involved in choosing
people for redundancy. The organisational justice literature assesses such
processes and evaluates them for fairness. As it is likely that people’s
judgements about the fairness of redundancy processes will be a factor in
their reactions to it, this literature is also relevant. The literature on emo-
tion in organisation is not directly relevant to downsizing; but because
downsizing is an emotional issue there may be some insights from the lit-
erature that will be helpful in the study. Finally, in psychology there is a
well-established literature on people’s reactions to trauma. It suggests a
sequence of reactions beginning with disbelief, moving through shock and
anger and culminating with readjustment. As being a survivor of down-
sizing may be as much a trauma as being a victim of it, this literature
might provide some helpful frameworks.

Downsizing
literature

Literature on emotion
in organisations

Literature on
redundancy

Literature on
survivors

Pyschology of
grieving

Organisational
justice literature

Figure 2.1 Mapping the literature

In the literature review it is important to identify the major literatures
relevant to a project, without going into detail, and to explain why they
might be significant. The important skill at this stage is to be able to con-
dense or précis large volumes of literature so that the essential views or
arguments they contain can be presented in a small number of words.
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2. Present an argument about which literatures you are going to
concentrate on

Normally the map of the literatures will contain more fields than can be
managed in the literature review. It is important to reduce it to two or
three. In the first step of the literature review, credit may be scored for
showing an awareness of the broad scope of the literature. In this phase
credit may gained by choosing the key literatures that will be helpful to
the particular study being conducted. In the example of the ‘survivors of
downsizing study’, I chose the literature on survival and the psychology of
grieving and emotion in organisation as the key ones for the study I
wished to do. The choice of literature will reflect the angle or perspective
you wish to take on a topic.

3. Provide an overview of the chosen literature

At this stage it is necessary to give a more detailed description of the litera-
ture chosen. When you come to write up this chapter, the overview will
provide the bulk of the material. It is important to think carefully about
how you will structure it. The way not to structure an account of the liter-
ature is to work through a list of works one at a time. Exhibit 2.4, as a
caricature, shows how not to do it.

Reading an annotated list such as that shown in Exhibit 2.4 is very
boring, especially as the first sentence of each paragraph has exactly the
same structure. The citations are technically correct but padded out. Do
we really need to have the title of the work or the magazine spelt out in
the text? The writer telling us whether they enjoyed a work does not con-
stitute a critique, although it may be a criticism. But most importantly,
there is no account given of the ideas, theories and material that are pre-
sented in the works cited.

Exhibit 2.4

How not to write a literature review

Wood (1965) wrote an article in the Journal of Panopticon Studies that argued
that the metaphor of the panopticon was very important. The article is hard to
read and uses big words.

Smith (1966) wrote a book called Jeremy Bentham’s Lessons for Modern
Managers. This is a very enjoyable read and contains many practical lessons
for managers. He claims that the panopticon would be a good basis for
modern office layout planning.

Jones (1967) in an article for the Bored Accountant magazine mentions the
panopticon.

Etc. ad nauseam (i.e. until you feel sick).
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Your account of the literature should be structured thematically. You
should draw out of the works you are using the main themes, questions or
issues that are discussed. These should become the sub-headings within the
chapter. Under each sub-heading it is necessary to give an account of the
relevant theories and the evidence provided in support of them. The dis-
cussion should be comparative, weighing one writer’s views and evidence
against those presented by others. Similarities and differences should be
identified and their significance, if any, explained. One way of thematically
structuring an account of the literature is shown below:

1. Identify the main ‘camps’, ‘waves’, ‘schools’, ideological stances or
positions.
There are always arguments and debates within a field of literature. It
is necessary to describe the nature of these arguments. Identify the
dominant or loudest voices in the debates.

2. Compare and contrast them.
Decide the depth of the disagreement between the parties and their
arguments. Sometimes the differences are great and significant. On
other occasions the differences are trivial to all except those involved in
the argument.

3. Evaluate their strengths and weaknesses.
If the differences are significant, decide which side of the argument you
believe to be stronger.

Literature reviews can often become detached from the project they are
in support of. The discussion of theories and authors may develop its own
momentum, and no links are made to the research questions that the dis-
sertation is seeking to answer. The way to overcome this is to state the
relevance of each piece of theory to the topic of the dissertation by using
sentences similar to the following:

® Mintzberg’s theory of structure in fives provides a means of analysing
the organisational changes that are the subject of this dissertation.

® ... this quotation mirrors the situation that has motivated the research
project.

® Hamel and Prahalad’s work identifies a number of factors that should
be considered when researching ...

® An insight into employees’ responses to downsizing in my case study
organisations can be gained from Broeckner’s work on ...

® Socio-technical theory integrates the two key aspects of this study into ...

It is important to follow up these statements with an account of their sig-
nificance for your project. There is nothing more frustrating to the reader
than to be informed that something is critical’ and then left without an
explanation why.
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If you cannot think of a way in which a piece of theory or literature
aids your thinking and research into your topic, then it is likely you need
not include it. A dissertation is not a place to display your encyclopaedic
knowledge of a topic, unless it is relevant to your theme.

4. Provide an argument to explain and justify the shortlist of
theories, concepts, frameworks or techniques that you have chosen
for use in your project

By this stage a small part of the literature will have been identified that
will be useful to the project. It may be down to a handful of concepts, the-
ories and arguments. These will provide basic working materials for the
project. At this stage the literature review merges into the process of devel-
oping a conceptual framework that will be considered in the next chapter.

5. Provide a critical account of the chosen concepts, theories or
arguments
This is a detailed review of particular theories designed to test their fitness
of purpose for use in the project.

One student was researching the introduction of teamworking at his
place of work. This sentence could be found in his draft literature review
chapter:

Dunphy and Bryant (1996), for example, identify three forms of team, each
of which is most suited to the pursuit of a particular aspect of performance.
While simple, multi-skilled teams are thus most likely to impact most
heavily on an organisation’s costs, self-managed teams will have their main
effects on value, and self-led teams on innovation.

At face value it appears that this piece of theory might be very helpful in
understanding the introduction of teamworking into a particular organisa-
tion. It would allow questions to be asked such as whether the
organisation had chosen the most appropriate form of teamworking for
introduction. However, this sentence was all that was said; and it was
inadequate.

A more critical and extensive account needed to be given (assuming that
the theory was going to be helpful) by answering some of the following
questions:

® How were the three types of teams defined? In particular, what is the
difference between self-led and self-managed teams? At first glance
these last two seem similar.

® How does this threefold analysis of team types differ from other writ-
ers’ classifications?

® Is the claim that each type of team delivers a different strategic out-
come (cost reduction, value and innovation) based on sound research?
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® How well supported is it by other researchers and writers?
® Are these claims logically and consistently argued for in the work?
® How useful might this theory be to the student’s own project?

The best literature reviews are those where themes and ideas are taken
from the literature, evaluated, and then woven into a coherent argument
about the subject matter of the dissertation.

There are three main aspects of criticising the literature:

1. assessing the quality of a article or book
2. forensic analysis
3. radical critique.

Methods and techniques that may help you with these three tasks are
explained in the rest of this chapter. It is perhaps worth pointing out that
the first two aspects are obligatory for all dissertations; the third, radical
critique, is not necessarily expected by your markers but may still be a sen-
sible and useful addition to your critique of the literature.

Note taking
Describing the content of the books and articles you find in your literature
search means you will have to take notes. Unfortunately, simply using a
highlighter pen on the book or article you are reading will not be suffi-
cient. (It can actually be a problem in note taking if, as I have often seen,
nearly all the sentences in a work are highlighted.) Highlighting is a very
helpful stage in making notes but the passages highlighted need to be
thought about and transferred into one’s own notes using one’s own words
for learning to take place.

Note taking is a process of editing or ‘gutting’ a work to identify the
key material and involves looking for the following things in the work:

® How does the work being annotated fit into the wider academic debate
on the subject?

® What are the main findings, conclusions or arguments presented in the
work?

® For each of the above:
— What arguments are presented to support the finding or conclusion?
— What evidence is presented?
— What authorities (i.e. well-established authors) are quoted as sup-

porting the finding or conclusion?

® Are there any particular data, arguments and/or quotations that might
be useful and should be noted?

® Are there any books, articles, electronic resources cited in the list of ref-
erences that might be worth chasing up?

These headings could be used to write your notes.
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® Assessing the quality of an article or book

This first aspect of critiquing a book or article involves making an overall
judgement of its worth so as to be able to decide whether it deserves a
more detailed forensic critique. You need to decide whether the piece is of
good quality and ought to be included in your literature review. This can
be done by skim reading the piece and considering the following issues
and questions.

The provenance

Some journals, and some publishers of academic books, have more pres-
tige than others. We have already seen that some journals are peer
reviewed and others are not. In general, articles in peer-reviewed journals
should be more reliable than those in non-peer-reviewed publications. This
is not an infallible rule, however. It would be foolish to ignore a paper just
because it was published by an unregarded journal. The status of the jour-
nal is just one piece of information you have to consider. If you wish you
can further establish the credentials of a journal by looking at one of the
league tables of academic journals that are available. These league tables
claim to rank academic journals according to their quality. The list pub-
lished by Bristol Business School can be found on the World Wide Web at
http://www.uwe.ac.uk/bbs/research/jlists.shtml#top.

References

The next step is to turn to the back of the book or article and look at the
list of references. This will give a rough and ready guide to how well the
author(s) have used the literature.

® Are there many references? But bear in mind that too many can be as
much of a weakness as too few.

® Check the ratio of books to journal articles. Generally the higher the
proportion of articles, the more up to date and embedded in the litera-
ture the piece will be.

® Are the journal references to well-established and regarded journals?

Precision of the writing

When you skim read the book or article consider the care that the authors
take in expressing their arguments. Are there many sweeping statements or
many unsubstantiated assumptions? Statements such as ‘corporate real
estate management is the critical factor in organisational success’, espe-
cially if it comes near the beginning of a piece, is probably both sweeping
and unsubstantiated; and does not suggest that great care is being taken in
developing arguments. Also consider whether the key concepts used in the
work have been carefully defined. For example, if someone is writing
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about virtual teams in organisations and claims that they can be of any
size, indeed they can have an almost infinite number of members, and can
be formed of anonymous participants, then the definition is so all-encom-
passing that the term ‘virtual teams’ loses most of its value. It becomes
impossible to make any useful generalisations about such an amorphous
concept. The more precise and careful writers are with their language, the
better the quality of their work.

Description or analysis

A good piece of academic writing will have a mixture of description and
analysis. Descriptive writing tells us what is but does not attempt to clas-
sify and organise the material; nor does it seek to draw any theoretical
inferences from the material. A book or article that is purely descriptive is
likely to be of lesser quality than one which adds analysis to description. If
a researcher has conducted many interviews we do not simply want to be
told what the interviewees said, although of course that is of interest, we
also want to be told what is significant and what is trivial in what they
said. We also need to know what insights and generalisations might be
drawn from their testimonies. This often requires that the findings are dis-
cussed in the light of the theories available in the literature.

One should not be too prim about this matter. Sometimes we use an
article or a book not because of its analysis or theorising but because it
provides raw material, research findings, that we can use to strengthen the
analysis of our own research material. Quite often we will cite a book or
article because of a single fact or insight it contains and we will ignore the
bulk of its contents.

Research evidence

Check whether the book or article contains research evidence that is used
to support its arguments and contentions. It is perfectly proper, of course,
to write a purely theoretical piece that is based on the literature. Indeed, C
Wright Mills (1959: 205) in the appendix on ‘intellectual craftsmanship’
wrote:

Now I do not like to do empirical work if I can possibly avoid it ... there is
no more virtue in empirical enquiry as such than reading as such.

Nevertheless, research has to be conducted to resolve the matters of fact
that the preliminary reading and reasoning have identified. In general
terms a piece of work that includes some appropriate and well-conducted
research will be more useful than a purely theoretical piece. Theoretical
pieces often have one advantage to the business student, however, which is
that they can provide a helpful résumé and evaluation of the literature on
a particular topic.
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A consideration of the preceding points should help you make a judge-
ment about the value of a particular piece of academic writing.

® Forensic critique

The term ‘forensic critique’ has been invented for this chapter. One of the
definitions of forensic is ‘pertaining to public debate’. This is relevant to
the evaluation of literature because evaluation is a contribution to a public
debate on arguments and theories that writers have placed in the public
domain. But forensic also has an emerging definition, based on the work
of forensic science, which means a minute, detailed and logical examina-
tion of evidence. This definition is also relevant to doing a literature
review. Once you have identified the key concepts, theories and arguments
that you will use in your research, it is important to put them under
scrutiny before relying on them. So, in this section, forensic critique means
the process of testing academic ideas to assess their usefulness.

There are two ways of tackling a forensic critique. The first is to iden-
tify the key arguments in a piece of work and to evaluate the soundness of
the logic they utilise. The second is to scour the piece for examples of
weak argumentation. Both approaches will be considered in turn.

Soundness of arguments

Books and articles contain many things: accounts, descriptions, sum-
maries, instructions, polemics and so on. The most important item,
however, is the arguments they contain. When a book or article is evalu-
ated the main arguments it presents have to be dissected out from the bulk
of the text and a judgement made about their soundness and robustness.

All arguments have three components. These can help you recognise
when, in a text, an argument and not an assertion or an assumption is
being presented:

® Premises — these are assumptions or claims that something is true or is
a “fact’. Most arguments are based on several premises, but they can be
founded on one only.

® Inference words — these are the indicators that the writer is about to
draw a logical inference or conclusion from the premises presented.
Examples are ‘thus’, ‘therefore’, ‘because’, ‘implies’, ‘hence’, ‘it follows
that’, ‘so’, ‘then’ and ‘consequently’.

® Conclusions — a conclusion is an arguable statement. It is either a state-
ment about the relationship between the premises or it is an inference
about the likely consequences given the circumstances and the premises.

It should be possible, using this threefold classification and by looking for
the inference words, to identify and summarise the main arguments pre-
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sented in a book or an article. It may even be possible to lay out the argu-
ments as a series of flow charts.
Judging the strength of an argument is a two-pronged activity:

® Assessing the truthfulness of the premises. In books and articles, the
truthfulness, or validity, of a premise may be supported by research evi-
dence. If this is so, then it is necessary to judge whether the research
methods have been sensibly chosen and competently applied.

® Assessing the logical strength of the conclusions drawn from them.
When considering the logical strength of an argument, it is likely that
conclusions that are drawn deductively will be stronger than those
drawn inductively. These terms need definition.

Deduction is when a conclusion is drawn that necessarily follows in logic
from the premises that are stated. So a deduction does not depend on obser-
vation or experience; it is simply a matter of logic. So, assuming the premises
are true, the following is an example of a logically strong piece of deduction.

Premise 1 — the selection panel thought Jane was a better candidate for

the job than John.

Premise 2 — the selection panel thought John a better candidate for the
job than Mark.

Conclusion, by deduction — Jane must be a better candidate for the job
than Mark.

If you are evaluating a piece of theoretical writing then many of the con-
clusions drawn will be based on such logic. The question to be asked is
whether the logic is true.

‘Deduction’ is a troublesome word. It has at least two meanings. In the
analysis of arguments it has the meaning given here; that is, arriving at a
conclusion based on logic and not on experimentation or experience. It
follows (an inference phrase) that there can be no doubt about a deduced
conclusion. A deduction is certain as long as the premises are true and the
world is rational.> However, deduction is also defined as making a specific
inference from a general law. This definition does not hold in this instance.
In arguments, deduction can proceed from the general to the particular,
from particular to particular (as in the example above) or from general to
general (Hart, 1998: 82).

Induction is when a conclusion is drawn from past experience or experi-
mentation. The assumption is made that because things have always been
s0, then that is how they will be in the future. The strength of inductive
arguments is often weaker than that of deductions. However, the more
supporting evidence there is, the stronger the probability that the inference

2 The world is not always logical. In experiments on people’s choices it is not uncommon for people to
think, using the example given, that Jane is better than John and that John is better than Mark but also
to think that Mark is better than Jane (Wright, 1984: 16; Lages et al., 1999).
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is true. Deductions are certainties but inductive conclusions are probabili-
ties. The trick is to make sure that the balance of probabilities is
favourable. Consider the following example:

Premise 1 — Companies that have the ISO 9000 certification have in the
past made better supply chain partners than those that have not.

Premise 2 — Companies that have been selected using the ‘selecting a
supply chain partner software’ prove to be better collaborative partners
nine times out of ten.

Premise 3 — in the past, small companies have made better supply chain
partners than large ones.

Premise 4 — Skegmouth Logistics Co. has ISO 9000, has been accepted
by the software and is a small company.

Conclusion, inferred by induction — Skegmouth Logistics Co. would
likely make a good supply chain partner.

When inductive arguments have been identified in a piece of writing, it is
important to assess whether the conclusion is based more on wishful
thinking than on a carefully judged balance of probabilities.

Reviewing arguments

Visit the library or a bibliographic database and choose an article that interests you
from a peer-reviewed journal. Read the article and draft a critical review of it. Use the
following questions (based on Hughes, 1992) as guidelines:

® |dentify the main arguments in the paper.
— What is the main point of the arguments?
— Identify the ‘inference indicators’, the words such as ‘therefore’ that indicate
that a conclusion is being drawn from the evidence presented.
— Assess the context for the argument.
® |dentify the premises from which the conclusions are drawn.
— Locate the premises in the text.
® Check the acceptability of these premises.
— Are they well supported by evidence?
— Are they well supported by citations from the literature?
— Are you convinced they are true?
® Check the logical strength of the conclusions drawn from the premises.
— Are the conclusions logically based on the premises?
— How strong are the conclusions?
® Look for counter-arguments.
— Could the premises support a counter-conclusion?
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Evaluating arguments

Another way of judging the strength of arguments is to see whether the
authors have made any of a number of well-known logical errors. What
follows is a list of the most common flaws in argument, based largely on
Thouless (1968) and Warburton (1996).

1. The use of emotionally toned words

‘The standards of modern examinations have woefully declined. They fail
hopelessly to prepare students for work in modern organisations. They
cripple a child’s chances of later career success.” Such arguments use a
form of emotional blackmail. Who, after all, would wish to cripple a
child’s chances in life? The argument also rehashes a much used cliché in
management: that if things are not modern, they are bad. It is particularly
tempting to use such arguments in the early years of a new millennium —
‘preparing ourselves for the challenges of the new millennium’ and so on.

2. Making a statement in which all is implied but some is true

In a debate in some parts of Scotland during the early years of the past
century, about whether to continue the prohibition of alcohol on Sundays,
a poster proclaimed that people should vote against prohibition because
any loss of liberty meant slavery (Thouless, 1968: 24). This statement is
only true if all liberty is lost. The loss of only some liberty (to drink a pint
of beer on a Sunday) is not the same as slavery.

3. Proof by selected instances
Where you think someone has chosen only those cases, from all those
available to them, that make their point.

4. Challenging an opponent’s point by extension or contradiction

In an argument over the relative merits of markets and bureaucracies in
delivering public services, a person who believes that there are some services
that are best delivered by private sector organisations is drawn into extend-
ing their argument into, first, that most services are best delivered so and,
second, that all services are best delivered so. Extended positions are always
vulnerable and can be easily demolished with a few well-chosen facts.

5. Proof by inconsequent argument
You make a statement in support of a proposition that is not logically
related to it but at first glance looks as if it might be.

This can often be ensured by making the supporting statement a reference
to a learned theory of which one’s opponent will be afraid to confess his
[sic] ignorance, or at any rate, making the supporting statement in a
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manner so obscure that one’s opponent fears that it would show shameful
ignorance if he confessed that he did not see the connection.

(Thouless, 1968: 43)

Fairbairn and Winch (1996: 1835) refer to this ploy as crafty conflation.
The following statement provides an example: ‘Organisations that fail to
modernise will not survive in the twenty-first century. The acceptance of
flexible career patterns and of the loss of careers for life is consequentially
essential for organisational survival.” This argument conflates the idea of
modernisation and the acceptance of career flexibility. It is not necessarily
the case that the latter is necessary to achieve the former. It may or may
not be; but the point is worthy of discussion.

6. The argument that we should not make efforts against X, which

is admittedly evil, because there is a worse evil, Y, against which
our efforts should be directed

In the debate about the extradition of General Pinochet from the United
Kingdom in 1998, one of the arguments against extradition was that
Pinochet was a lesser tyrant than the Chinese leadership and that he
should not be tried for crimes against humanity if the Chinese leadership
was not. A failure to deal with one wrong is no reason for not acting
against another.

7. The recommendation of a position because it is a mean between
two extremes

There may be occasions when the mean is golden, but it rather depends on
the choice of the two extremes.

8. The use of logically unsound argument

There are many forms of illogicality. Here is just one. The fact of an asso-
ciation between two things does not prove a causal or logical relationship.
It may be that there is a statistical relationship between the number of
‘quality stations’ in a workplace (with their progress charts, quality
awards and photos of successful quality circles) and high output. But the
association does not prove that one causes the other or, if it does, which
way round the causal chain works. Do the workstations cause the staff to
be more highly motivated or does the fact that people are successful lead
them to treasure their quality stations?

9. Begging the question
One can prove that all swans are white by refusing to accept that black
swans are truly swans.
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10. Failing to distinguish factual statements from opinion

The notion of facts is a little difficult to accept if you are of a postmodern
persuasion. Nevertheless, it should still be possible to separate those things
that are generally accepted as if they were true, and for which some
research evidence can be presented, and personal opinion. In management
research this error occurs when people do not distinguish between what
they have discovered about a problem and their beliefs about how it can be
solved, as in ‘my research shows that the implementation of staff empower-
ment will enable the organisation to become a world-class business’.

11. Tautology

A tautology is saying the same thing twice. Stylistically it involves redun-
dant words (‘LloydsTSB Bank’). By extension a tautological argument is
one in which a thing is said twice but in such a way as to make it appear
that a logical deduction is being made, as in ‘The increased pace of change
means that things are moving faster.’

12. Inferring what should be from what the arguer thinks ought to
be and assuming that something is right because it is commonly
done or is useful

The fact that lots of organisations are doing 360-degree appraisals does
not necessarily mean they are a good thing. Equally, the author’s belief
that a proposition will be of practical benefit does not mean that it is right
or should be commended.

13. Changing the meaning of a term during the argument

Thouless (1968: 77) gives the following example. Crowds exhibit cruelty,
unintelligence and irresponsibility. Democratic government is rule by the
crowd. Therefore, democratic government is cruel, unintelligent and irre-
sponsible. This argument involves a subtle change in the definition of the
word ‘crowd’.

14. The use of the fact of a continuity between two things to throw
doubt on the real difference between them

Using the practical difficulty of determining where, precisely, in terms of
number of staff or amount of turnover, to draw the distinction between
large and small organisations to suggest that the distinction is not a
useful one.

15. Disguising a lack of clear thought by the extensive use of jargon
Too much use of business and professional jargon, or of obscure and
lengthy words, raises suspicions that the author is seeking to disguise their
confusion and lack of clear thought.
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16. The appeal to mere authority

This false type of argument is that a well-established writer in the field has
said x and so it must be true. This should not be seen as a licence not to
cite authors in your dissertation. The error is when an author is cited as a
lazy substitute for making a case or presenting an argument.

17. Argument by imperfect analogy

‘The keen edge of intellect will be blunted by too frequent use.” This might
be a tempting maxim for a hard-pressed MBA student. However, most
intellects are honed, not blunted, by use. Too frequent a resort to argu-
ment by analogy can lead to a hermetic paranoia in which everything is
seen as part of a vast and secret conspiracy. Read Umberto Eco’s (1989)
novel Foucault’s Pendulum for an insight into the places such thinking can
lead. (The reference is to Leon Foucault (1819-1868) and not to the
Michel Foucault who is discussed on p. 112; although Eco no doubt
intended any confusion that might have arisen.)

18. Ad hominem arguments

Attacking the arguer and not the arguments. This is normally resorted to
when a critic can find no weak points in an argument and so argues that
the writer is a bad person and that for this reason their arguments should
be discounted. In 2001 and 2002, for example, there was a correspon-
dence in a literary journal about Foucault. The debate was started by
Tallis (2001) and continued by Hargreaves (2002) and Sennett (2001),
among others. Foucault was accused of deliberately infecting his partners
with AIDS. It was also alleged that he did not believe in objective truth.
This led to an implication that the latter justified the former. In such
debates, arguments about a person’s theories and arguments become con-
fused with arguments about the morality of the person.

19. The use of persuaders

Fairbairn and Winch (1996: 182) describe these as ‘words and phrases
that are put into an assertion illicitly to persuade the reader to accept what
is said by other than rational means’. For example, ‘Surely all accountants
must realise that their job is one of the most important in the country’ or
‘It is the exception that proves the rule.’

There are some criticisms commonly made of books and articles that are
not fair. One is ‘death by a thousand snips’. This is done by accumulating
a large number of petty errors, an author’s name misspelt here, a date
wrong by one year there and so on. The overall effect is to cast doubt on
the author’s arguments without actually challenging them. It is a form of
ad hominem criticism because it is challenging the author’s abilities rather
than their arguments. Another unfair criticism is to claim that the themes
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the author has chosen to focus on are the wrong ones. This is tantamount
to saying the author should have written a different book or article from
the one they chose to write.

Evaluating arguments

Study the argument made in the extract from my book on public sector management (Fisher, 1998) shown below,
entitled ‘On heaps’.

Identify the key points in the argument.

Write a précis of the piece in less than 200 words. The piece is 1,438 words long.

Using the list of flaws in arguments given above, identify as many examples of suspect or improper forms of argu-
ment as you can.

Do bear in mind that we all use weak arguments, sometimes out of laziness, sometimes because we have not
spotted the flaw and are convinced by the arguments, and sometimes deliberately as a way of ensuring we win the
current round, at least, of an argument. This situation ensures that flawed argument spotting is an easy target and it
can lead to

a cast of mind in the reader such that he looked only for faults, ambiguities and omissions, in order to show the writer to
be muddled and incompetent. We recommend that you avoid this approach in your own writing. Scholarship is not, or at
least should not be, a form of blood sport. The first business of the reader is to try and understand what is going on in a
passage, then to subject it to measured evaluation.

(Fairbairn and Winch, 1996: 208)

So, approach this exercise as a means of testing your own abilities rather than as a criticism of the passage’s
author.

ON HEAPS

Academic books can be written in two ways, they are either holes or heaps. When a hole is dug all the earth has to be
removed and, in the case of specialised holes such as archaeologists’ trenches, the spoil is carefully sieved and the
revealed strata minutely surveyed. Similarly when a book of the hole type is written the author sifts and sorts all the
material drawn from his or her academic excavations. The literature dug up is finely delineated and the past history of
the field of study is revealed. This type of book has a great density of reference and citation to other authorities on the
subject as the writers trace through the arguments and counter-arguments that define the academic development of
their topic.

Heaps however are made by walking all over the field, picking up objects that look interesting or exotic and throw-
ing them on to a pile. The author of a book of the heap type therefore is constantly on the look out for elegant
arguments and exotic and eclectic examples and illustrations. Nennius, the author of a ninth-century History of the
Britons, which is one of the few sources for the history of the Dark Ages, scoured monastery libraries for old manu-
scripts. He wrote unapologetically as the first sentence of his collection, ‘Coacervarvi omne quod inveni’ (Myres 1986:
16) which loosely translates as ‘| have made a heap of everything | have found.’ | have studied my chosen subject in a
similar manner. Much rummaging through the newspapers, academic and professional journals, and through my own
experiences, was necessary in the search for interesting nuggets. Nennius at least had the excuse that, if he had not
made his heap, our knowledge of British history in the Dark Ages would have been slighter than it is. Heap making is
less excusable in the late twentieth century when we are in danger of suffocating under the mountains of information
and data available to us. | justify the use of a heap-making method by claiming that heaps are intrinsically more fasci-
nating than holes because they have a denser concentration of meaning and a wider range of content.
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Exercise 2.2 continued

The writer of a heap book is a collector, an antiquarian. A collection is defined by the similarities between its ele-
ments. Often the content of the collection is based on little more than the idiosyncratic interests of the collector. If you
visit Sir John Soane’s Museum in London you will see crammed into a town house a heap of Canaletto and Hogarth pic-
tures, cameos, medals, Etruscan vases, gargoyles, architectural capitals, a skeleton and an ancient Egyptian
sarcophagus. The linking theme of the collection is simply that all the objects interested John Soane. Heap books,
which also show a diversity of content, can be identified by their eclectic indexes. The subject index to Watson’s (1994)
book on management contains the following items under ‘H’: Hawthorne experiments; heaven; hedgehogs; Hill, Benny;
human nature; humour and hymn sheets. The book you are now reading includes references, inter alia, to potholing, the
Hegelian dialectic, the regulation of public utilities, Dante’s Inferno, school dinners, critical illness insurance, the history
of the British Raj in India, public sector policy making and the case of the heart patient who smoked.

Heaps can be fascinating but they are meaningless without a strong linking theme that brings together all the dis-
parate parts. Unfortunately heap makers often get bored when they arrive at this part of collection building. John Aubrey
was an antiquarian collector who, in pursuit of his obsession, made a vast heap of biographies of his contemporaries in
the seventeenth century. But on his own admission the heap was disorganised and chaotic because he ‘wanted the
patience to go through [the] Knotty Studies’ (Lawson Dick 1972: 18) necessary to put the heap into order. The classical
teachers of rhetoric stressed the importance of putting materials and collections into order.

So in speaking however abundant the matter may be, it will merely form a confused heap unless arrangement is
employed to reduce it to order and give it connexion and firmness of structure.
(Quintillian, 1986: 3)

If care is not taken however the order that is imposed on a heap may be based on similarity rather than on logical con-
nection. Early renaissance thinkers, by way of illustration of the danger, believed that the bulbs of the orchis plant were a
remedy for medical complaints of the testes because they looked like a pair of testicles (Eco 1992: 51). The hermetic idea
of signatures and correspondences, which proposes that a similarity, of shape for example, between two things must
mean that there is a deeper and functional relationship between them, is a very powerful one. It follows, from a hermetic
style of argument, that if market principles are right for the economy at large (the macrocosm) then they must also be right
for the public sector; and relations, say, between a doctor and patient (the microcosm) should be based on the same eco-
nomic principles as the relationship between large multinational companies. But other approaches to the doctor:patient
relationship emphasise differences rather than similarities. Commentators such as Smith and Morrissy (1994), who see
the relationship between patients and doctors as a fiduciary one, in which economic considerations should play no part,
objected when market devices such as indicative drugs budgets were introduced into general practice.

Heap makers often assume that, because all the items in their collection share at least one thing in common, there
must be some greater significance to the similarities. The bigger the heap becomes the greater is the proof it provides of
hermetic links. The assumption of correspondences can be detected in the large heap of organisations that have been
privatised since the late 1980s (including British Steel, Amersham International, British Airways, the water companies,
The Royal Ordnance factories, international airports and British Rail). They may have been similar in that they all had
paying customers; but this disguises the many differences between them that needed to be taken into account when
deciding whether and how they ought to have been privatised.

There are many other examples of argumentation by hermetic signature, or similarity, in the field of public sector
management. The morphological resemblance between a school canteen and a greasy spoon café for example does
not necessarily mean that they should be run on the same lines. It is possible to argue that the similarity between them
is insignificant and misses the main issue, which is that school canteens are designed to meet school children’s needs
for nutritionally balanced meals whilst greasy spoon cafés are there to meet a demand for comforting stodge. | came
across another example of this type of thinking when attending a seminar on quality in the provision of care for people
with learning difficulties. The technique being discussed was PASS, programme analysis of service systems
(Wolfensburger and Glynn 1975). The presenters were explaining a particular method, based on the use of photographs,
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Exercise 2.2 continued

for alerting care staff to the quality implications of their habitual working methods. They showed a picture of a room and
invited the audience to say what it was used for. All agreed that it was a nursery for under five’s. It was of course a day
room for adults with learning difficulties, but the decoration of the room reflected the staff’s unconscious view that their
clients behaved as, and should be treated as, kids. In particular there were several posters on the wall showing chimps
being naughty, throwing toilet rolls down the toilet pan and suchlike. The staff had put the posters up to ‘make the place
more cheerful’. The trainers’ photographs were used to jolt staff into an awareness of the inappropriateness of their
assumptions and behaviours for the task of creating a good environment for the clients. In other words they were point-
ing out that an apparent metaphorical or morphological similarity between the behaviour of the clients on the one hand
and children and chimpanzees on the other was not a sound basis for planning the clients’ care.

Unless care is taken the throwing together of materials in a heap can lead to uneconomic and misleading connec-
tions and conclusions being drawn. The danger is increased because, in writing this book, | have wandered across
many academic fields in which | am not an expert. This book has been put together as a heap and the reader is warned
to look out for errors that may have arisen from drawing conclusions from items, which, coincidentally, happen to be
found contiguously in the pile. But | hope that the reader will find in this heap enough interesting things to include in
their own collection of heuristics, examples and insights concerning public services.

(Fisher, 1998: 23-25) Reproduced with the permission of Thomson Publishing Services.

Suggested answers

1 The key arguments of the piece can be summarised as follows:
Premise 1. Academic books are either of the hole or heap type.
Premise 2. Heap-type books are disorganised and confused collections of materials.
Inference. Heap-type books need to be organised into structured collections.

This leads to a further argument:

Premise 1. Heap-type books are collections of materials.

Premise 2. Collections are mostly structured and classified according to the similarities between the objects and
materials in the collections.

Premise 3. Similarities can be mistakenly thought to imply logical links of cause and effect.

Inference. Heap-type books will draw false connections between things that lead to mistakes and misunder-
standings.

That in turn leads to a final argument:

Premise 1. Heap-type books can be misleading and dangerous.
Premise 2. Heap-type books contain interesting and insightful materials.
Inference. Heap-type books may be worthwhile but have to be read with care and caution.

This is only one of several possible interpretations of the arguments in the piece.
2 The following is a précis of the piece. It contains 186 words.

Academic books are composed of a heap of materials gathered together either from many places or from a
careful excavation of a hole into a seam of material. The author of a heap book, such as this one, collects
materials that interest him or her from a wide range of sources. This method makes heap books more inter-
esting than books based on holes.

Heaps can be fascinating but they are meaningless without a strong linking theme that brings together all
their disparate parts. Heaps, or collections, are often structured according to the similarities between the
objects contained in them. Similarities between things can be mistaken for causal links between things. For
example, the similarity between public utilities, caused by them all having customers, does not necessarily
mean that privatisation, which may work for some of them, would work for all of them.
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Exercise 2.2 continued

Unless care is taken, the collecting and classifying of heaps of materials in a book can lead to uneco-
nomic and misleading conclusions being drawn. The insights that may come from a heap book have to be
considered carefully lest they lead to dangerous conclusions.

3 Identification of weak arguments used in the piece:

Flaw 2 — making a statement in which all is implied but some is true:

It is implied that because in some cases similarity (particularly similarity of shape) is misleading as an organising
principle, then all kinds of similarity are misleading. This is not necessarily so. It is further implied that hermetic
similarity is the common organising principle of all heaps. There is no evidence given that this is so and it is
admitted by implication that there may be other principles on which heaps can be classified.

Flaw 3 — proof by selected instances:

A number of cases are piled up — privatisation, school dinners, services for adults with learning difficulties — to
prove that connections of similarity are misleading and dangerous. There may be just as many examples that
show argument by similarity to be sound and effective.

Flaw 5 — proof by inconsequent argument:

The orchis and testes example of argument by similarity is intended to raise a chuckle because it is nonsense.
This can distract from the fact that this example may not be logically related to the consequent examples of pri-
vatisation and school dinners. Just because there is no similarity in the first case does not mean that there is not
in the latter cases.

Flaw 8 — logically unsound argument:

It is argued that most heaps are organised according to the similarities of the material in the heap. It is further
argued that this type of thinking can be dangerous and misleading. Nevertheless, it is argued in the final para-
graph that heaps are acceptable because they are interesting. This seems a dangerous inference given the
weight of the arguments for the view that heaps are dangerous.

Flaw 16 — the appeal to mere authority:

There is a heavyweight use of authorities here, including ancient Roman ones such as Quintillian. Tony Watson’s
book is also quoted as an example of a heap book, thereby suggesting that such an approach to writing a book
is acceptable. Generally there is a lot of name-dropping in the piece.

Flaw 17 — argument by imperfect analogy:
The key analogy is seeing academic work as being like archaeology. It is implied that those archaeologists who
minutely excavate and stratify a trench on a dig are more systematic than those who walk the fields picking up
shards of pottery and other finds. The analogy is incorrect because field-walking archaeology is not treasure
hunting, since it can be done in a rigorous and systematic manner. The analogy does not fit the case being made
about the writing the two types of books.

Flaw 19 - the use of persuaders:

In the seventh paragraph of the piece, the phrase ‘it was of course a day room for’ is intended to draw the
reader into an awareness of the unacceptability of the stereotyping that was being reported.

The piece also suffers from a problem, identified in Chapter 6 as a common one among historians (one of whom
the author of this piece clearly once was), of meandering down obscure byways that interest the author but are
uninteresting to most readers.
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® Radical critique

There is a managerialist mainstream in business, management and organi-
sational studies that accepts the necessity of the capitalist system and
concentrates on making it work effectively. The system, the mainstream
writers would argue, is to the benefit of all and it is only necessary to
focus on making small improvements. There is an alternative view that
challenges the system itself. This critical perspective appears in several of
the chapters in this guide. It appears as standpoint research in Chapter 0,
as critical theory in Chapter 1 and as critical realism in Chapter 5. Even if
you do not accept the generalised critique of modern society that this
approach makes, it can provide an interesting perspective on management
issues that can raise difficult questions for mainstream researchers.

The critical approach
Alistair Mutch

What do we mean by the word ‘critical’? In one sense we would expect all
academic work to be critical; that is, we should always be questioning our
assumptions and approaches. This kind of questioning has been discussed
in the previous section. However, the word has tended to be appropriated
by those who would use it in a broader sense. This sense is of challenging
the basic assumptions on which our social world is organised. It is also, to
a greater or lesser extent, used to indicate a need for radical change in
these basic principles.

The approach originally associated with this sense of the word is
Marxism. (Indeed, one current approach, the ‘Frankfurt School’,
attempted to appropriate not only the word ‘critical’ but also the word
‘theory’. If you see the two together as Critical Theory you will know
what is being attempted — and you will see the difference that capitalisa-
tion can make!) In this respect, Marxism can be seen as continuing the
Enlightenment project. This was the powerful intellectual tradition that
emerged in the late eighteenth century. It stressed the importance of
Reason and Science (they were fond of capital letters too) over religion
and tradition as ways of knowing the world. To this faith in the power of
ideas to reveal the truth about the world Marx added a radical political
dimension. We have become much more sceptical about notions of truth,
and more sophisticated currents in modern Marxism have dropped
notions such as ‘false consciousness’ (the idea that the only reason for the
lack of radical change was people holding the ‘wrong’ ideas — for a discus-
sion see Callinicos (1987) and p. 109 of this book). However, Marxism
has lost what was once a dominant position in the ‘critical’ camp, with
other voices now being heard.
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Exhibit 2.5

The Frankfurt School and Jiirgen Habermas

The Frankfurt School was an institute for social research founded in Germany in
1923. lts members argued that the development of capitalist society in the twen-
tieth century called for a revision of Marxist theory, a task they undertook, to
some degree, by a return to the Hegelian dialectic. Hegel’s (1770-1831) influ-
ence, which had become lost in the materialism of Leninist and Stalinist thought,
was rediscovered in Marx’s earlier writings. Leninist Marxism shared with posi-
tivism a belief that history could be explained through the automatic operation of
powerful forces. The critical theorists wanted to reintroduce the role of human
critical and reflexive understanding into revolutionary change. The most cele-
brated contemporary member of the Frankfurt School is Jirgen Habermas. He
continued the School’s critique of purposive or instrumental rationality, which
leads to a concentration on technical means, to the neglect of ethical purposes,
and proposed a theory of communicative rationality that aims to create consen-
sus and collaborative institutions within society.

Habermas holds that disagreement can be resolved rationally through
debate which is free of compulsion, in which no disputant applies pressure to
another, and in which only the strength of the arguments matter. This calls for
linguistic skill but it also requires a critical self-reflection in which those involved
in a debate challenge their own arguments at:

e The objective level — at which a statement is tested against an observed
state, checking, for example, whether the statement that ‘the balance sheet
does not add up’ is true.

e The inter-subjective level — when a statement is made and heard it creates a
social relationship between the hearer and the speaker. At the inter-subjective
level it has to be questioned whether this relationship is legitimate. If the
statement that the balance sheet doesn’t add up implies, without evidence,
that the listener is accused of cooking the books then the relationship may be
unfair; especially if the speaker is the listener’s boss.

e The intra-subjective level — at which a speaker has to consider whether their
speech sincerely or authentically mirrors their internal thoughts and values.

It is these processes of validation that Habermas refers to as discourse.
Habermas’s theory of speech acts is helpful when forming radical critiques and
an interesting introduction is provided by Pusey (1993).

One of the most important of these critical voices has been that of femi-
nism. Reacting both to material social changes and to the failure of
Marxism to address these changes, feminism has brought a new set of
challenges, in this case to received gender roles. This has meant shifts in
both the topics examined and the way in which they are examined. Again,
there are many currents within feminism. Some strive for change within
existing arrangements, arguing for the need to change organisations to
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release the talents of women (and make them better places for men). An
example of a writer in this tradition who has had influence within the
‘mainstream’ is Rosabeth Moss Kanter. Others reject what they see as
patriarchy and call for more fundamental change — Pollert (1996) has a
useful overview. One impact of feminist writings has been to emphasise
the importance of identity in current critical writing.

Identity is central in the intellectual tradition of postmodernism. This
spurns what it calls ‘grand narratives’ such as Marxism (that is, in their
terms, theories that purport to have ‘all the answers’). Instead, it stresses
the fragmentation of current life that is composed of a shifting kaleido-
scope of fluid identities. An influential thinker has been the French social
theorist Michel Foucault (see Exhibit 2.7 on p. 112). His emphasis on
power as a property of networks and relationships has been a strong influ-
ence on thinking in many areas, not least the field of management. It has
led to a focus on the micro-politics of local situations and to a divorce
between critical analysis and prescriptions for change. This has led to
charges (from more traditional critical theorists, such as Marxists) of aca-
demic self-indulgence and a loss of relevance. For others, however, this is a
realistic adjustment to the contemporary social world and a cause for cele-
bration. What it does seem to produce is complex and difficult language
and a tendency to agonised introspection. (For an attempt to reconcile
these forms of critical thinking by direct application to management, see
Alvesson and Wilmott, 1996.) Other social theorists try to steer something
of a middle way. Some of these, such as Giddens (lots of work, but see
1990 for a short introduction) and Castells (2000), have important things
to say about the nature of the world of work, even if sometimes their
detail fails to convince. Finally, the tradition known as Critical Realism
(more appropriation! see p. 284) claims to be clearing the way for a more
transparent use of concepts — Reed (1997) and Savage et al. (1992) pro-
vide some applications in the management field, although these are ‘works
in progress’.

What does all this mean for management researchers? It means that
there is a rich body of resources upon which to draw. A little recognised
aspect of management history is the way in which ideas that are now
mainstream (in change management, for example) had their origins on the
left (Cooke, 1999). Alternatively, the challenging of basic assumptions can
help, even if it ends up by confirming your belief in the soundness of those
assumptions. Some of these areas, notably feminism, have had more direct
impact on the management field. It is helpful to be aware of the nuances
that lie behind the use of this little word ‘critical’, as you will come across
it all the time in the academic literature. This simply reinforces the need
for you to be sceptical and challenging in your use of such literature — in a
word, to be critical!
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Developing a radical critique

To summarise the above discussion: a radical critique is one that chal-
lenges assumptions and conventional ways of doing things. It normally
does so from a moral stance based on perceptions of injustice; so, for
instance, a radical critique could be Marxist (justice to the workers) or
feminist (justice to women) or green (justice to Gaia) or based on an anti-
globalisation position that would incorporate all of the preceeding. This
section looks at how a radical critique of a managerial theme might be
constructed using a loose Marxist perspective. Remember, radical critiques
are not a necessary part of a literature review.

A (rather caricatured) view of the stages of argumentation followed in
the laying out of a radical critique is presented here. This is one of the
occasions in this book (discussed on p. 25) where a complex mode of
thought is presented as if it could be reduced to a recipe and a simple set
of instructions. It cannot: but it is hoped that the following example helps
you to develop an understanding of critical analysis. The case of comput-
erisation of administrative and clerical work is used as an example to
illustrate the process.

Stage 1 - identify a conventional position

Take a conventional and standard argument that is used in the literature
and in public debate. Waddington (1977: 16) created the acronym COW-
DUNG, which stands for ‘the conventional wisdom of the dominant
group’ — OK, it does not quite work as an acronym but it defines the con-
cept well. A few years ago, for example, it was widely held that the
increasing use of computers in the fields of clerical and administrative
work would make employees’ lives more interesting by removing the
drudgery from their work.

Stage 2 — problematise it

Problematising the issue means revealing that the issue is more difficult
than commonly thought and probably raises questions of values or ethics.
Computerisation may make work more interesting, but management does
not want information technology for this reason alone. Management also
wants to improve efficiency and profits and this means making staff
redundant as computers do more and more of the work. This process
causes that which was straightforward to appear morally ambiguous.

Stage 3 — identify contradictions and negations

Look for contradictions and negations within the process or issue being
studied. A negation is a self-destructive feature of a process. Computers



Radical critique 109

are meant to make life more interesting for staff by taking away the boring
chores from their work. But computer software not only does sums and
clerical chores — it can also make decisions by comparing particular situa-
tions against decision-making guidelines. Computers can remove decision
making from people and so make their work less interesting and less
responsible. Computerisation also disempowers staff by removing their
discretion to amend procedures. Staff have to work in the ways required
by the software. By enabling management to monitor their work rates,
staff are put under an intense scrutiny that prevents them from being flexi-
ble in their work methods and rates (i.e. if staff are working on computers,
then it is easy for management to see how many transactions they have
processed in a shift). So, in summary, computerisation was meant to make
employees’ lives more interesting and ends up making them less so. This is
a form of dialectical analysis that is discussed further on p. 303.

Stage 4 — spot the effects of false consciousness (this is an optional stage)

False consciousness may be out of fashion (see p. 105) but it is often a
useful element in a radical critique. False consciousness arises when the
opposite of what people want is happening but they do not realise it. It is a
Marxist concept to describe the tendency of the proletariat to fail to recog-
nise the nature of its interest. More generally it is any form of ideology or
self-imagery that is held to be inappropriate to the real or objective situa-
tion of an actor. So, for example, imagine you have interviewed a number
of clerical staff whose work has been computerised. To your surprise they
tell you that they feel the process has made their work more interesting
because they have learnt new skills. They have learnt how to use the new
software, but they remain oblivious to the fact that the software is insidi-
ously removing responsibility, self-control and higher-level skills from their
jobs.

Stage 5 — end with an aporia

Aporia means being in a state where everything is so complex and ambigu-
ous that you are at a loss about what to do. The critique is ended with a
view that something is wrong but that it is difficult to see what can be
done about it, short of changing human nature and sensibility. Things, you
argue, are so complicated that anyone who believes there can be a quick
fix for the issue must be deluded. Here is a typical example taken from a
paper that gives a critique of the idea of business ethics:

The problem I find it impossible to address in the rest of the paper will be
what options are left for a project like ‘Business Ethics’ if all the above are
accepted. It would simply be inappropriate for me to tie up a paper like this
at the end as if I really did have a magical solution to these problems.

(Parker, 1998: 35)
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However, there is often a final claim that our increasing understanding of
the complexity of things will enable humanity to become better. Parker
ends his paper in such a way:

Recognising the paradoxes within ‘Ethics’ and ‘Business Ethics’ is one way
to stop these words from having so much hold on us. Perhaps we can begin
to develop ways of expressing our dreams and nightmares that do not fall
back into the agon so easily.

(Parker, 1998: 35)

It may not be easy to see quite what this means (the use of the word ‘agon’
makes it difficult — it means the endless arguments between different and
incomparable ways of viewing a topic), but as an ending it sounds upbeat
— in an ambiguous sort of a way.

Stage 6 — appropriate references and citations

Try to make references to Michel Foucault and/or Jirgen Habermas in the
text. Surprisingly, references to Jeremy Bentham, the eighteenth-century
utilitarian philosopher, and his notion of the panoptican, published in
1791 but more accessible in BozZovic (19935), are also well received. The
panopticon was a design for a circular prison. The cells were to be set
around the circumference of the building and at the centre there was to be
a watchtower. This design would allow a warder to observe all the prison-
ers with ease. An additional element in the design was a series of baffles
and blinds. These meant that the warder could see the prisoners but the
prisoners could not be sure whether they were being observed. The effect
of the panopticon is that inmates would behave as if they were being
observed even though they did not know whether they were. The risk that
they could be under observation was sufficient, Bentham argued, to
modify their behaviour.

The idea of the panopticon was adopted by Foucault as a metaphor for
the way that organisations and institutions seek to control individuals. It
works well as a trope for analysing information technology in offices.
When an employee is working at a computer terminal that is networked to
others in the organisation, it is technically possible for the management to
monitor the employee’s work. The employee knows that they may be
being monitored, but they can never be sure whether they are. The
metaphor works even better with roadside speed cameras, which reduce
average speeds because drivers do not know whether the box really does
contain a camera. So they proceed on the basis that it might. A panopticon
therefore provides a very efficient method of social control.

The following citation of Foucault, citing Bentham, achieves a double
whammy effect: “The contemporary popularity of Foucault’s version of the
panopticon seems to illustrate something rather profound’ (Parker 1998:
31). The panopticon is discussed in Foucault (1991).
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Exhibit 2.6

Bentham'’s panopticon
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Source: Bentham Papers 115/44, University College London. Image reproduced by courtesy of
University College Library, London.

The six stages of radical critique are simply a teaching aid. No one would
follow such a mechanistic process in their writing. Nevertheless, these dif-
ferent aspects can be found in academic papers such as Parker (1998). If

you have the time and inclination, you might want to locate the six stages
in his article.
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Exhibit 2.7

Michel Foucault (1926-1984) and genealogies

Michel Foucault (1926-1984) was a French philosopher. His work is here labelled as critical theory; but his
work cannot be easily categorised. His work developed over time and in this exhibit | will deal with that
aspect of his work known as his genealogical phase, which is associated with his (1991) book Discipline and
Punish. In this book he explored how people acquire power through the development and use of discourse
within human institutions such as prisons. Genealogies are accounts of the intertwining of power and knowl-
edge, which means that what we call knowledge cannot be seen as based on absolute truths. Genealogies
spread across different forms of knowledge, which are all brought to conform to, and to reinforce, certain
power relations through the general acceptance of key themes. Except that this process of conformance is
never quite complete and there is always room for disputes over knowledge. Foucault’s essay Nietzsche,
Genealogy, History, originally published in 1971 (an English translation is available in Rabinow (1984;
76-100)), is used here to identify the key themes of genealogy. The use of these themes in an example of
management research is then discussed.

Rejection of rational and linear progression in knowledge and morals

Foucault’s notion of genealogy descends from Friederich Nietzsche’s (1844-1900) On the Genealogy of
Morals. Both Foucault and Nietzsche wanted to defeat the idea that the development of morality was a linear
and progressive story. They also rejected the idea of an Ursprung — an original basis for morals, which pre-
supposes an original essence of a thing that pre-existed the search for it. A belief in an origin also creates a
false discipline dedicated to discovering it. The idea of an origin is a chimera.

A genealogy of values [ ] and knowledge will never confuse itself with a search for ‘origins’.
(Foucault, 1984: 80)

Rather a genealogy explains how the idea of an origin is constructed and changed over time as a way of legit-
imising a particular set of power relationships.

Descent

A second term, taken from Nietzsche, which Foucault discusses, is Herkunft. This means descent and in
nineteenth-century Germany it often referred to the descent of a racial group. Foucault disassociated it from
race and saw it as the history of the complexity of a descent, a descent that had many origins and shows the
self not to be a coherent whole but a network of fragmented pieces:

genealogy does not pretend to go back in time to restore an unbroken continuity that operates beyond the dispersion
of forgotten things; its duty is not to demonstrate that the past actively exists in the present, that it continues secretly to
animate the present.

(Foucault, 1984: 81)

Genealogy represents the fragmented and contradictory meanderings of our attempts, often mistaken, to
make sense of things: ‘Truth or being does not lie at the root of what we know or what we are, but the exteri-
ority of accidents.’

‘Descent attaches itself to the body’

The idea of the human body being the site of knowledge is very common in Foucault’s work. He sees a link
between the body, power and knowledge: ‘Genealogy, as an analysis of descent, is thus situated within the
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Exhibit 2.7 continued

articulation of the body and history.” What does this mean? Could it be something as simple as what you eat,
the quality of one’s diet, is determined by the networks of power and knowledge? Foucault certainly mentions
food and digestion as important aspects of inscription. Of course, Foucault is greatly famed for more direct
inscriptions of genealogy on to bodies, such as the ways that people were incarcerated in prisons and asylums
and in his discussion of the panopticon (see p. 110).

Emergence

The idea of emergence is necessary to make this articulation, of knowledge and power on the body, work.
What emerges is conflict and power. So, for example, the idea of asceticism emerges during a period of
decadence. It is the antithesis of luxury and it takes the form of domination, of some men over others. The
rules are imposed on bodies. Ascetic rules, for example, impose a monastic severity on monks’ bodies.
Those who have dominance create rules that reinforce that domination: ‘humanity installs each of its vio-
lences in a system of rules, and thus proceeds from domination to domination’ (Foucault, 1984: 84).

Knowledge and power

A genealogy is an explanation of how knowledge is created and changes in ways that maintain the domi-
nance of some groups over others. As conflicts challenge established order then knowledge adapts and
changes to maintain the dominance. This knowledge is presented as if it has some ancient and powerful
origin that legtimises it whereas knowledge actually develops haphazardly but with a purpose:

But if interpretation is the violent or surreptitious appropriation of a system of rules, which in itself has no essential
meaning, in order to impose a direction, to bend it to a new will, to force its participation in a different game, and to
subject it to secondary rules, then the development of humanity is a series of interpretations. The role of genealogy is
to record its history: the history of morals, ideals, and metaphysical concepts, the history of the idea of liberty, or of the
ascetic life, as they stand for the emergence of different interpretations.

(Foucault, 1984: 86)

The genealogist uses history in three ways:

1 The parodic and the carnivalesque. Mocking traditional historical attempts to show human development
as a rational working out of a preordained original essence or truth.

2 The disassociative. ‘The purpose of history, guided by genealogy, is not to discover the roots of our iden-
tity but to commit itself to its dissipation’ (Foucault, 1984: 95). Genealogy reveals the invented nature of
what we take to be knowledge.

3 The sacrifice of knowledge, ‘recognising that all knowledge rests upon injustice (that there is no right, not
even in the act of knowing, to truth or a foundation for truth) and that the instinct for knowledge is ma-
licious (something murderous, opposed to the happiness of mankind)’ (Foucault, 1984). In short, history
cannot be an objective recounting of how things were.

History traditionally has sought to show how humanity has developed its own proper moral essence in a
linear and straightforward trajectory from a single source or origin. Genealogy, contrarily, sees that develop-
ment of humanity as being fragmented and full of twists and turns. Knowledge is not an objective thing, as
traditional history suggests, but rather it is a series of systems of rules by which domination of one group
over another is expressed. This domination, this knowledge, is physically written on people’s bodies. As
power shifts knowledge is reinterpreted but always in a way that sees power and knowledge joined in a net-
work that challenges the happiness of mankind. The task of the genealogist is to tell the story of these
shifting networks of power and knowledge.
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Exhibit 2.7 continued

An example of a genealogy in managerial literature

Calas and Smircich (1991) wrote a genealogy of theories of organisational leadership in which they explored
how these ideas were associated with ideas of seduction and control. They argued that the role of academic
writers on organisations has been to create knowledge for other members of society. They analysed four
classic management texts: Barnard (1938) The Functions of the Executive, McGreggor (1960) The Human
Side of Enterprise, Mintzberg (1973) The Nature of Managerial Work and Peters and Waterman (1982) In
Search of Excellence. Their argument proposes that each of these authors appears to take a different view of
leadership so that it seems that ideas about leadership develop in a linear and progressive fashion. However,
the genealogy disassociates the development of these theories from any notion of rational development, and
shows that this sense of progress is illusory. Rather, the theories are a series of attempts to bolster the same
power relationships that have existed during the last hundred years, and which are themselves disassociated
from any development of such original ideals as justice.

All of these writers, according to Calas and Smircich, keep in place a set of practices and ways of think-
ing that maintain a certain set of power relationships between leaders and the led. The continuities link to the
idea of sexual seduction, which of course is a power relationship in which the powerful gain control over the
less powerful in ways in which the weaker appear to agree to their domination. Seduction is a power that is
written on the bodies of the oppressed. It therefore disassociates the identities of the seduced who believe
themselves free but are not. Calas and Smircich (1991) analyse the four texts to show how the language of
academic writing on leadership has resonances in the language of seduction. They notice many double
entendres in the books on leadership. Mintzberg identifies liaison as one of the managerial roles but liaison is
also defined in the dictionary as an illicit sexual union (Calas and Smircich, 1991: 586). These perhaps are the
parodic and carnivalesque aspects of the genealogy. The genealogy of leadership means that leadership can
only be discussed in terms of male domination and it leaves no space for the topic to be explored from a
feminist perspective. The purpose of writing the genealogy is to seek its dissolution and to challenge the
injustice of leadership.

Radical critique has a jargon and a style of expression of its own. This
can be difficult for the novice to penetrate, and it would take much prac-
tice to acquire it. Nevertheless, a lack of linguistic pretension should not
prevent you from trying this type of analysis, especially as it often carries a
ring of truth. You may test this out for yourself by doing Exercise 2.3.

If you find it too difficult to write a radical critique there is a website at
http://www.csse.monash.edu.au/other/postmodern.html that produces ran-
domly generated critical essays. Luckily it produces a new essay every time
you click on the site, and the reader has no control over the topic of the
essay, otherwise you might be tempted to use this facility.

Some people critique critical theory. The most recent cause célebre was an
article written by Alan Sokal (Sokal and Bricmont, 1999). In the paper he
parodied the writing style of critical thinkers and deliberately introduced sci-
entific misconceptions and mathematical blunders. This did not prevent the
paper from being accepted and published in a well-respected academic jour-
nal. If you wish to know more about the debate that the publication of the
article started, visit http://www.physics.nyu.edu/faculty/sokal/.
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Make a radical critique

1 Choose a fashionable concept or package within your field of management, e.g.
relationship marketing

— enterprise resource planning (ERP)

— Investors in People (liP)

— quality assurance.
2 Construct an outline radical critique of it.

Suggested answer
| will use Investors in People as an example. | am not necessarily arguing that the following radical critique is true,
but it might be.

1 The conventional view of |iP is that it is a worthwhile attempt to encourage organisations to invest more in the
training and development of their staff and to set up performance management systems that focus those skills,
and staff’s inventiveness and commitment, towards the achievement of organisational goals. liP is a set of stan-
dards that may be used to assess whether an organisation has achieved these objectives. So important is this
purpose that the government set targets for the percentage of organisations that should be accredited against
the standard.

2 But this all assumes that employees and the organisation share the same goals. If they do not, then liP might
just be a means of silencing dissenting views in the organisation and, through such devices as appraisal inter-
views, bring their activities under closer managerial scrutiny. Whether liP is actually beneficial for employees
becomes an issue.

3 There are a number of ways in which the implementation of liP might contradict its formal aims:

(@) Organisations were originally assessed for liP against a list of items in a checklist. This led to a mindset in
which gaining liP became a bureaucratic hurdle in which getting ticks in boxes was more important than
delivering better training and development and engaging employees in developing the organisation. To be
fair to the liP programme, an attempt was made to make the assessment process less bureaucratic.

(b) Government pushed quite hard for organisations, especially public sector organisations, to adopt the stan-
dard. There was a possibility that organisations sought it because they felt obliged to fly the IiP flag and put
the logo on their letterhead and not because they were committed to investing in their people.

(c) All the effort put into gaining liP accreditation may divert an organisation’s attention from providing the train-
ing and development that investment in people demands. While HRD staff are focused on |iP preparations,
they cannot be doing training.

4 However, if you talk to people in organisations they mostly say that IiP is a good thing. This may be because
they do not see the threat to their best interests or, in the case of many managers, it may be that they do not
think highly of liP but feel that they must toe the party line that it is a good thing.

5 We might conclude that IiP exhibits the classic dysfunctions of bureaucracy whereby the means — the checklists
and the logos — become more important than the ends — developing people and organisations. This syndrome
might be thought unavoidable and therefore it is hard to know what to do to prevent the problem.

6 We could certainly use the panopticon as a metaphor for liP and thereby find an excuse for quoting Bentham
and Foucault.



116 Chapter 2 ¢ Writing a critical literature review

Do

identify and discuss key and landmark studies — include as much
up-to-date material as possible;

get the details right;

try to be reflexive — examine your own bias and make it known;
critically evaluate the material and show your analyses;

use extracts, illustrations and examples to justify your arguments;

be analytical, critical and evaluative in your review;

make it interesting.

Don’t

omit classic works or discuss core ideas without reference;
discuss outdated or rubbish stuff, or only old material;

use concepts to impress or without definition;

produce a list of items, even if annotated: a list is not a review;
accept anything at face value or believe everything that is written;
only produce a description of the content of what you have read;
drown in information. (Based on Hart, 1998: 219.)

Suggested reading

The best book on the topics covered in this chapter is Hart (1998). Fairbairn and Winch (1996) is also useful
on the subject of literature and critical evaluation. Warburton (1996) is good on logical traps.
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® Introduction

Finish
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Finding out
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The processes of researching and writing a Master’s dissertation

‘Here is a lovely face, a Madonna face. What eyes! ... | wish | could make out the
story. There is certainly a story. What can this all be?’

‘The fewer theories you form the fewer blunders and dreams you will make.’

‘But we must form theories — we cannot remain awake and not do so.’

Captain Gresley and Mr Ralph on discovering the ancient frescoes in the
Buddhist cave temples at Ajanta, India, in 1836 (Keay, 2000: 149)

The purpose of this chapter is to explain what theorising means and to
give you some help in defining concepts and formulating a conceptual
framework for your dissertation. Theorising is not an added extra in the
process of doing research. It will be argued that theorising gives shape and
structure to your research. The first stage in theorising is clarifying the
terms, or concepts, that you will use to describe the subject of research.
The second stage is providing a description of the relationships (i.e. a con-
ceptual framework) between the concepts being used. The third stage is
using the conceptual framework to develop theories that explain the pat-
terns and connections that you have found in your research material.
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Exhibit 3.1

Ajanta cave painting

Source: Photo by Raj Shirole

The conceptual development phase of doing a dissertation is largely a
thinking stage but it does prepare you for undertaking the finding out, the
research phase, of the project. Initially it represents a movement from con-
fusion to certainty. When you draft a conceptual framework that seems to
work, it gives you a sense of control over the project. You know what you
are trying to do. It may take several attempts to arrive at the conceptual
framework, and so you may go round the cycle from confusion to confi-

Exhibit 3.2

The Ajanta caves

Source: Photo by Raj Shirole
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dence and back again several times. However, the first burst of confidence
wears off and uncertainty sets in until you can start the next phase and
can test the framework out against the findings from your research.

Try not to dodge dealing with theoretical issues by claiming that the topic
of your research is intensely practical and that it needs no top dressing of
theoretical concerns. Always remember John Maynard Keynes’ aphorism:

Practical men, who believe themselves to be quite exempt from any
intellectual influences, are usually the slaves of some defunct economist.

(Gross, 1987: 116)
This chapter is divided into three parts:

1. Why developing conceptual frameworks is important.
2. Techniques for developing conceptual frameworks.
3. Some examples of conceptual frameworks.

Learning outcomes for the chapter

1 Readers will understand the importance of concept definitions, con-
ceptual frameworks and theorising in a Master’s dissertation.

2 Readers will be able to define their concepts and relate them to the
appropriate literature.

3 Readers will have sufficient examples of conceptual frameworks to be
able to think imaginatively when developing their own frameworks.

4 Readers will be able to use their conceptual frameworks to guide
the primary research phase of their projects and to structure the
analysis presented in the dissertation.

® The roles of theory and conceptual
frameworks

Defining your concepts and creating a conceptual framework are means of
simplifying the research task. These two processes help you clear away all
the issues and materials that are not germane to your topic and research
question and they also provide a ‘map’ of your field of study. It helps you
to find your way around your research material and it provides structure
and coherence to your dissertation. Conceptual frameworks are also dis-
cussed in Chapter 5 where their role as interpretive grids is discussed. In
that chapter it is stressed that conceptual frameworks are chosen by the
researcher. Consequently, it must be understood that there are always
alternative frameworks that could be used to guide and analyse a research
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project and that the chosen framework might be wrong. Students must
always be alert to the possibility that they may have to modify, adapt or
even replace their conceptual frameworks as their project proceeds.

One of the big practical questions is when in the research process you
should define concepts and draft a conceptual framework. There are two
main possibilities: at the beginning or at least early on in the process (let
us call this the structured approach) or towards the end of the research
process (using what is commonly called a grounded approach). In a struc-
tured approach you impose a structure on your research based on a
preliminary theory, concept or hypothesis; you use the structure to guide
your research and in particular your material collection process. In a
grounded approach you collect all your material without prejudice, with
no preliminary conceptual thoughts about what you may discover. When
you have made a big pile of material you study it to see what concepts and
frameworks emerge from the heap.

The term ‘grounded theory’ was coined by Glaser and Strauss (1967). It is
a process that allows theory to emerge out of the research material rather
than being forced out of it by the use of a predetermined idea or theory.
Grounded theory implies that theory is implicit in the material and can be
drawn out by an iterative process of coding and comparison (see pp. 257-8).

Exhibit 3.3

How important is the ‘emergence of theory’ in grounded theory?

In the years following the publication of their seminal work, Glaser and Strauss (1967) appear to have taken
different lines on what grounded research is. Strauss, with a new collaborator — Corbin (Strauss and Corbin,
1990) - standardised and specified detailed stages, steps and procedures that should be followed by anyone
claiming to do grounded research. Glaser published a critique of Strauss and Corbin in 1992. The argument
between the two sides was over the degree to which the two approaches could be said to allow theory to
emerge from data — which is the central justification of grounded theory.

Glaser argued that Strauss and Corbin were neglecting the central tenet and were placing too much
importance on prior structures in their procedures for conducting grounded research.

e According to Glaser, the detailed rules and procedures specified by Strauss and Corbin for analysing
data, apart from being cumbersome and difficult to recall, represented a prior structure that would force,
or even torture, a theory from the material. Glaser, while also recommending stages in the analysis
process, preferred a looser style of interpretation that allowed the material to speak for itself.

e Strauss and Corbin allow the research problem to be specified at the start of a project. The problem may
be taken from the literature, from personal experience or even from the advice of tutors. Glaser countered
that this would pre-empt the emergence of theory and that the research topic, as well as the correspon-
ding theory, should be allowed to emerge from the data.

The arguments between Glaser and Strauss reinforce the importance of the decision about the point in time
during a research project at which theory should play a role. It also suggests that there are intermediate po-
sitions between that which argues that research should always start from a theoretical proposition and
Glaser’s view that everything should be done to prevent any prior theorising from distorting the emergence of
theory from the research material.
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The tale told in Exhibit 3.4 should help to clarify the issues surrounding
the problem of when to create a conceptual framework.

Exhibit 3.4

The historian’s tale

| was not always a management studies person. History was my first field of
study, and in particular Indian history. Many years ago | did my doctoral research
on indigo plantations and peasant revolts in Bihar in the nineteenth and twenti-
eth centuries. The research involved delving in the archives of the Secretariat of
the Government of Bihar. As chance would have it there were two US history
research students working in the archives at the same time. Perhaps because of
the different research traditions in the United Kingdom and the United States,
we followed different search strategies as we worked through the ancient and
dusty cloth bundles of records tied with red tape. The Americans followed a
grounded approach. They took notes of anything in the archive that had the
least connection with the general field of their research. |, on the other hand,
went for a structured approach. | had certain terms, or concepts, that were key
to my research, such as plantation, indigo, revolting peasants and so on. | would
skim the records and | became adept at spotting my key words if they were in
the documents. When | came across a key term | would stop and take notes. At
the end of a day in the archives | would have several pages of notes, having
gone through many bundles of records, and the Americans would have reams of
notes from only a few bundles.

| finished my PhD within four years and it was OK - it passed. The US stu-
dents took on average eight years to complete their PhDs, but their theses were
magnificent.

There is a moral to this tale. When doing research there is sometimes a
trade-off between time and quality. I developed a conceptual framework
for my research at a much earlier stage than did the Americans. As a con-
sequence, my search of the archives was much more focused. My
structured approach saved me time but diminished the quality of the final
product. The Americans’ grounded approach took them more time but the
outcome was better. This was no doubt because they missed nothing in
their search through the material. My focused search, however, probably
caused me to miss material that could have generated new insights or the-
ories. There is another price that is paid for taking a grounded approach.
It is the frustration of not knowing until near the end of the project
whether anything worthwhile will emerge from all your research work.
The person who follows a structured approach has the security of know-
ing what the likely structure and shape of the dissertation will be before
they start collecting their research material. The downside of the struc-
tured approach is, of course, that having developed an initial framework,
people are reluctant to change it even when the research findings
absolutely require it to be changed.
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To structure or to ground?

Consider whether a structured or a grounded approach would be appropriate to the
position of someone doing a dissertation on a part-time Master’s course.

Suggested answer

In general terms you are free to choose either a grounded or a structured approach to
your research. You will certainly not be at a disadvantage if you choose a grounded
approach if it is appropriate to your research question and if you have justified its use
by reference to the literature on grounded theory. However, on practical grounds
alone, it might be sensible to adopt a structured approach. MBA and Master’s disser-
tations are normally done within a tight time schedule of between six months and a
year, and there are many other pressures on the student’s time during that period
(other assignments and projects that have to be done for the course, job demands
and family demands). A structured approach increases the student’s sense of security
that the project can be completed on time and some useful findings obtained.

® Developing conceptual frameworks

This section will give you some helpful hints on defining concepts, drafting
conceptual frameworks and theorising. These three activities can be seen
as steps to be taken one after the other. To begin with, each of these steps
will be defined and the sequence explained. Examples will be given to
show how this might all work out in practice. Developing conceptual
frameworks is not a matter of thinking up completely new things. Rather,
it is done by building upon the knowledge you have acquired from doing a
literature review. It could be argued that the purpose of the literature
review is to provide the raw material from which the conceptual frame-
work is built. You might come across a framework in the literature that
you think is appropriate to your research without amendment. It is more
likely that you need to modify or adapt frameworks from the literature to
make them useful in relation to the contexts of your research and the
research questions you are seeking to answer.

Defining concepts

Figure 3.1 provides a definition of concepts.

It is important to decide what are the main terms or concepts you will
be using in your research and to define them clearly. You are not required
to come up with definitions that are absolutely true and will hold for all
time. You choose a definition that will help you to understand and explain
the subject matter of your research. The definitions will largely come from
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Concepts:

® are the building blocks of models and theories;

® are the working definitions that are used in particular analyses for which they have been
devised or chosen;

® are chosen to be useful, not correct;

® are more than a ‘dictionary definition’.

Figure 3.1 Concepts
Source: reproduced with the permission of T.J. Watson.

your literature review (see Chapter 2). Definitions taken from the diction-
ary will be too banal and general for research and theorising. Collins
Pocket English Dictionary gives eight different definitions of ‘culture’, and
so you still have the problem of choosing the appropriate meaning.
Unfortunately you will find that the more you read, the more definitions
you will come across. Let us pretend that one of your concepts was per-
sonality and that you had found thirteen and a half different definitions of
it. If you try to use all the definitions in your dissertation, neither you nor
the reader will ever be quite sure what you mean when you use the term.
What you have to do is to explain to the reader the range of definitions
that are available in the literature (giving the appropriate citations) and
then choose one that seems to you the best suited for your research proj-
ect. Explain to the reader that henceforward in the dissertation the term
‘blah blah blah” will mean your preferred definition. Give your reasons for
choosing this definition above the others.

Conceptual frameworks

Figure 3.2 provides a definition of frameworks.

In a conceptual framework, you put the concepts together as in a jigsaw
puzzle. You work out how all the concepts fit together and relate to one
another. The first stage of theorising identifies and clarifies concepts; the
second stage concentrates on the connections and relationships between
the concepts. A conceptual framework is formed of patterns of concepts
and their interconnections. These relationships can be of many types.

Frameworks:

® are analytical schemes;

® simplify reality to make it easer to discuss, analyse or research;

® simplify reality by selecting certain phenomena/variables and suggesting certain
relationships between them;

® are judged in terms or utility, not correctness.

Figure 3.2 Frameworks
Source: reproduced with the permission of T.J. Watson.
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Cause and effect

One of the most common relationships described in a conceptual frame-
work is cause and effect. Such frameworks are often shown as ‘boxes and
arrows’ diagrams, such as the one in Figure 3.3. In these diagrams the item
at the start of an arrow causes or influences the item at the arrow’s head.

[
Vicarious Y
Rl >  Outcome _ | Ethical decision-
VieEeus »| expectancy making behaviour
punishment A A J Y
Locus of
control
Stage of
moral

Figure 3.3 A conceptual framework for ethical decision making
Source: Trevino and Youngblood (1990). Reprinted with the permission of L.K. Trevino.

The conceptual framework shown in Figure 3.3 identifies the various
factors that influence ethical decision making in management. It identifies a
number of causal factors that influence whether people will act morally. If
the jargon is translated, the model is suggesting that:

® seeing other people being rewarded for acting well (vicarious reward)

® and punished for acting badly (vicarious punishment);

® whether people believe they control their own destinies or are at the
mercy of forces beyond their control (locus of control)

® and their level of moral development

increases the likelihood that people will make decisions that are ethical
rather than pragmatic. Some of the causal factors work indirectly through
intermediary factors. Vicarious reward and punishment, for example,
influence people’s level of outcome expectancy. This is a concept derived
from motivation theory that concerns the extent to which people believe
their actions will have consequences. If people believe that, at work, bad
actions will not result in bad consequences, then they will not be moti-
vated to behave well.

A conceptual framework does not have to be as complicated as the one
shown in Figure 3.3. It might just be a cause and effect relationship
between two factors that can be shown as a simple graph. Conceptual
frameworks based on cause and effect relationships are often the basis of



128 Chapter 3 ® Concepts, conceptual frameworks and theories

hypothetico-deductive research (see p. 45) because they are the source of
the hypotheses that such research seeks to test. The arrows in Figure 3.3
can be converted into a series of hypotheses (for instance, that the higher a
person’s level of moral development, the more likely they are to take ethi-
cal decisions) that can be tested.

Stages in a process
In some conceptual frameworks the concepts are related because they are
stages in a process. These relationships are also often illustrated by ‘boxes
and arrows’ diagrams. However, in these cases the relationships are not
based on cause and effect but on logic and proper order. The management
control loop is an example. It starts, in its simplest form, with planning
and then proceeds through the stages of doing, monitoring and revising
the plan. This sequence is a logical one because to do the stages in any
other order would be a nonsense.

Kolb’s theory of the learning cycle (Kolb et al., 1995) is an example of a
staged process type of conceptual framework. He identified four styles of
learning:

® active experimentation

® reflective observation

® abstract conceptualisation
® concrete experience.

These four learning styles were linked in a cyclical process (and so the
theory can be shown diagrammatically as a circle, as in Figure 3.4).
Effective learning requires going through a complete cycle.

Stage in process

Stage in process | Stage in process

/

Stage in process |

Figure 3.4 A cyclical process framework

Hierarchical relationships

In many conceptual frameworks, concepts are related because they occupy
higher or lower positions on a scale or in a hierarchy. Maslow’s (1954)
much quoted hierarchy of needs is a good example. The sequence of
human needs, going from the lowest to the highest, was as follows:
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® physiological needs
® safety needs

® belongingness needs
® esteem needs

® self-actualisation.

If you like presenting your conceptual frameworks in diagrammatic form,
then hierarchical relationships can easily be shown as a triangle, with the
higher needs at the apex and the lower needs at the base of the triangle, as
in Figure 3.5.

Higher

[\
oo L. A\

Figure 3.5 A hierarchical framework

Maps and coordinates

Places on maps are found by using coordinates. By reading off the coordi-
nates on the vertical and horizontal scales of the map, you can locate the
place you want to find and see how it lies in relation to other places. In a
similar fashion you can define the relationships between concepts by plot-
ting them against a series of coordinates. Most commonly, conceptual
frameworks use only two scales, as do most maps. In a two-by-two
matrix, or table, each scale or axis is divided into two, as in Figure 3.6.
These are a very common form of conceptual framework.

Low High

High

Low

Figure 3.6 A two-by-two matrix



130 Chapter 3 ® Concepts, conceptual frameworks and theories

Of the many hundreds of these, the most famous is probably the Boston
Consulting Group strategic matrix (Stern and Stalk, 1998). The matrix is
used to assess the levels of investment needed by different strategic busi-
ness units. It uses two axes:

® rate of market growth
® relative market share.

These axes are each divided into high and low. Business units that have
both high market share and a high growth rate are the Stars and should be
supported. Those with low growth rates but high market shares are Cash
Cows and can be relied upon to generate income without much invest-
ment. If a business unit has a small share of a slow-growing market, it is
classified as a Dog and it would be better if the company withdrew from
this business. Business units that have a small share of a fast-growing
market are difficult because they represent a gamble, and investing in them
may pay off but there is no guarantee.

Of course there can be more than two coordinates. Reddin’s (1970)
model of managerial effectiveness uses three and so can be drawn as a
cube. The figure used at the start of each chapter in this guide is also a
conceptual framework that uses three coordinates:

® time
® degree of certainty or confusion
® thinking and finding out.

Even multi-dimensional matrices could be used. However, these are easier
to express in databases than they are to draw on sheets of paper.

Pairs of opposites

Concepts may be related by being pairs of opposites. The idea of duality is
a very powerful one in academic work. It is the notion that the world can
be divided into competing forces that are in continuous tension because
neither force is strong enough to abolish the other and because each force
is incomplete without its opposite. This sounds very abstract but there are
many practical examples of such pairs in studies of management and
organisations. Leadership studies are often structured on polar opposites
such as transactional and transformational leadership and relationship-
oriented and task-oriented leadership behaviour. Leaders have to find a
balance between these competing demands because none of the elements
in the pairs can be effective on their own in all circumstances.

The force field analysis based on the work of Lewin (1951) uses the
idea of competing forces as a tool for thinking about change. The status
quo is seen as a point of equilibrium between forces pushing for change
and forces resisting change. These forces do not necessarily come in pairs
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but they are often matched. So staff’s fear of the new may be counterbal-
anced by their enthusiasm for novelty. A force field is shown graphically in
Figure 3.7.

Driving forces Restraining forces

YYYVY
AAA

Figure 3.7 A force field diagram

Exchange and equilibrium

The idea of equilibrium, which is present in force field analysis, leads to
other forms of relationships. Concepts may be related through a mecha-
nism of exchange that leads to a balance or equilibrium between them.
Tony Watson (1994: 110-111) developed the idea of ‘strategic exchange’
as the key conceptual framework for his research on management and
strategy. He defined it as follows:

The main strategic thrust of all organisations is one of strategic exchange to
achieve long term survival (with profitability, market share and all the other
typical strategic concerns as means towards this).

Every organisation has a number of stakeholders, and it exchanges
resources with them in ways that enable both the organisation and its
stakeholders to meet their objectives. One particular set of stakeholders
are the individuals who work for an organisation, and Watson developed a
conceptual framework that shows the process of strategic exchange
between individuals and the organisation they work for. The exchange
between individuals and organisations is conceptualised as an implicit con-
tract. This is not formalised but it expresses the understanding that each
party has of its obligations to, and expectations of, the other party.

The idea of an exchange relationship is a common one in business and
management. It is associated with the ideas of equilibrium and trade-offs.
This is the basis of much economic analysis. In markets exchange is the
process by which a balance or equilibrium is achieved between buyers and
sellers. Equilibrium is arrived at by the players deciding the point at which
they are willing to trade off one thing for another. The buyer will decide
that their wish to have the thing they want to buy now is more important
than trying to get additional discount. Their wish to have the product and
their wish for a discount balance, cancel each other out. The idea of trade-
offs and balance can be found in many managerial conceptual
frameworks. Kaplan and Norton’s (1992) idea of the balanced scorecard
in performance management is one illustration. The point of the technique
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is that managers do not achieve one set of targets merely at the expense of
a worsened performance against other targets. Rather, the managers have
to balance achievements against a number of possibly contradictory areas
of performance.

Similarity

Sometimes concepts are related because they are similar. A conceptual
framework can consist of groups of like themes that are clustered together.
A famous example is the McKinsey ‘7 S> model. This is a framework for
evaluating the effectiveness of an organisation. It incorporates the follow-
ing seven concepts:

® Strategy

® Structure The cold triangle
® Systems

® Superordinate goals
(mission and vision)
Staff

Skills

Style

The warm square

The first three are clustered together and are called the ‘cold triangle’ and
the last four are grouped as the ‘warm square’. The cold concepts are all
analytical and impersonal, whereas the items in the warm square are all
intangible and human. Cold and warm are matters of value and emotion.
In other words, the similarities within the two clusters are matters of sensi-
bility rather than of measurement. The relationships between concepts in a
framework may, as in this case, be metaphorical or symbolic.

Things to watch out for
Although most of the examples of conceptual frameworks I have given can
be shown as diagrams, they do not have to be. A conceptual framework can
be expressed adequately in words alone. In fact one common problem is that
students show their conceptual framework simply as a diagram. This is nor-
mally inadequate. A written explanation of the diagram, and in particular
an explanation of the relationships between the concepts, is also required.
There are a number of common mistakes made when creating concep-
tual frameworks:

® Students’ conceptual frameworks are often too complex and busy, and
so you need to keep Occam’s razor (explained on p. 309) to hand. The
razor is the principle that you should keep things as simple as possible.
Over-complex frameworks and diagrams are impossible to understand
and lead markers to the conclusion that the student has greater facility
with the graphics capabilities of word processors than they have with
conceptual thinking.
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® Sometimes the problem with a conceptual framework is that it does not
specify what the relationships between the concepts are. If you have
drawn a conceptual framework and the meaning of the arrows in it is
ambiguous, or if you have a two-by-two matrix without scales on the
vertical and horizontal axes, then you need to do some more work on it.

® Sometimes the proposed conceptual framework is too general and is not
related to the research question that the project is seeking to answer. This
can happen when a student draws a conceptual framework from the lit-
erature. It may provide a good map of the literature in the field but it
may not be sufficiently specific to help answer the research question.

Theories

Figure 3.8 gives a definition of theories.

Developing theories is the third and final step in the process. This is
often an aspiration and it is not always achievable in a Master’s disserta-
tion. It is perfectly possible to pass at Master’s level with a dissertation
that does not extend to developing theory. But, having said that, theorising
does not necessarily mean inventing new theory. For most of us, theorising
means adapting and developing existing theories. That does not seem such
an impossible challenge. In management research, modifying or develop-
ing a theory often means adapting a theory developed in one context, say
marketing, and applying it in another field.

Theories:

® are, in general terms, ideas about how phenomena relate to each other;

® are, more specifically, ideas about how particular events or actions tend to lead to
others or are brought about by them;

® are generalisations;

® are the inductive heart of scientific study.

Figure 3.8 Theories
Source: reproduced with the permission of T.J. Watson.

Theories are an attempt to draw generalisable findings from specific
instances. That is what the word ‘inductive’, in this context, means. Seen
from another perspective, theories are attempts to explain research find-
ings. Conceptual frameworks provide generalisations about processes,
about the interaction of the concepts, whereas theories provide hypotheses
about the outcomes of these processes. A conceptual framework might
identify age and sex as factors linked with the propensity to take decisions
that are ethical rather than dubious. Theory would show how these factors
can explain the behaviours of different groups. It would provide an account
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of why senior women managers, say, respond, or are likely to respond, to
situations in a different manner from, say, younger male managers. Of
course, at this stage the conceptual framework and any related theories will
be based on the literature review, the research having not yet been done.
They remain, therefore, as a hypothesis or as a series of hypotheses.

Seeking inspiration: using your ‘intellectual baggage’

In general the ideas for your conceptual thinking will come from the busi-
ness and management literature. However, you can draw ideas from a
much wider field. Often ideas and frameworks that you have come across
in other academic subjects (and lots of people doing postgraduate studies
in management have studied other subjects for their first degrees) can be
adapted for use in a business or management dissertation.

An extreme example of borrowing from other fields can be taken from my
research into business ethics. I had been browsing in a bookshop and came
across a picture book on Cabbala and Jewish mysticism (Halevi, 1988). A
central aspect of Cabbala is a diagram known as the tree of life. Within this
diagram there are ten sefirot, a term that can be translated as spheres or
stages of consciousness. These sefirot link God, the highest universal princi-
ple, with the material world. Look at the diagram in Figure 3.9, which
represents the ‘tree of life’, very carefully. It is, at root, a ‘boxes and arrows’
diagram. There are ten circles (11 if you include Daat) that are connected by
arrows. It is, in the terms used in this guide, a conceptual framework.

The tree of life also has similarities with force field analysis. The sefirot
are arranged in three pillars. The left-hand pillar represents restraint, the
right-hand pillar growth and expansion and the middle pillar a balance
between the two others (Besserman, 1997). As in force field analysis, it
supposes a dynamic between opposing forces that have to be mediated
through a series of stages. Cabbala proposes, in what is known as the
lightening flash, a sequence in which the forces of expansion and restraint
are triggered and the tensions are resolved.

At the time I was doing research into the responses of financial and
human resource management specialists to the ethical dilemmas they expe-
rienced at work. As it happens I had identified ten different forms of
response and I was trying to see how they all interrelated and connected
with each other. As the number of research categories matched the number
of sefirot, I started to wonder whether the one could be mapped on to the
other. It should have been possible because, according to the Cabbalists,
the tree of life represents the underlying nature of everything. Some of the
ethical responses in my analysis were clearly defensive, others were
assertive expressions of people’s values, and yet others were balancing,
compromising positions. After much thinking the conceptual framework
shown in Figure 3.10 emerged. You do not need to read the details of the
diagram. The purpose of showing it is to give evidence of the transferabil-
ity of theoretical frameworks.



Developing conceptual frameworks 135

[=4

S

3

3 5
o

8 5

Pillar of Pillar of 3

Severity Mercy <

<
Pillar of Clemency

o] «<—

UNDER- INTELLECT 2 Bet 2 Hﬁé’;"g&"‘
STANDING >
Q
=
Q
P EE 5
SN =
e 3 g
Sl \ex R S
X pt 3, I DAAT " ) B S
2 2 B i\ KNOWLEDGE 1 %y g 5
7 ‘\‘\ ll,' (> o+ =
vy ‘e
A ‘e ey
Sl e ]
DGR P P 5
Jad]
GEVURAH < HESED
JUDGEMENT EMOTION 5Heh n MERCY
(STRENGTH) (GREATNESS)
<
el
©
3
3 ha
5 g TIFERET 5
3 he)
g 3 BEAUTY 5
S =
d E
g
&
HOD -
REVERBERATION || ACTION 50 Num 3 ETERNITY
(GLORY) (VICTORY)
[
!
2
5
= 2
g FOUNDATION S
=
=
[7)
<<

L ysey 002

MALKHUT
KINGDOM

Figure 3.9 The tree of life

From Kabbalah: Tradition of Hidden Knowledge by Z’ev ben Shimon Halevi, published by Thames &
Hudson Ltd, 1979, London. Reproduced with permission.
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The ethical stances Acceptance of

ethical limitations

Bases of
action

Trouble with
conscience

It’s wrong
but I’'m not
interfering

The sefirot used
to show the
relationship

between various

ethical stances
taken by
managers

Standing
one’s
ground

Lurking
doubt

Taking the
broad view

Residual
guilt

Melancholic
acceptance

Act of
conscience

Pragmatically
principled

Treating
symptoms,
not causes

Practical
necessity

Figure 3.10 The ultimate conceptual framework
Source: reproduced from Fisher (1999) with the permission of Blackwell Publishing Ltd.

This was all done with my tongue firmly in my cheek. I am normally
sceptical about New Age and mystical ideas. I am not a Cabbalist.
However, the conceptual framework of the sefirot was intriguing and its
dynamics can be applied to many situations. Despite the oddity of the con-
ceptual framework, it was published (Fisher, 1999).

An encouragement and a warning

Take heart — you do not need to do anything this complicated. But do keep
your mind open to all possibilities. Conceptualisation and theorising are
the hardest but also the most satisfying parts of doing a dissertation. The
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rewards are not purely intellectual. A convincing and elegant conceptual
framework is the basis of many profitable pieces of intellectual property
and of consultancy solutions to management problems. But developing a
conceptual framework is a trial and error process. You will need to create
a large pile of rejected scribblings before everything falls miraculously into
place. But if you break through the thinking pain barrier, it does fall into
place. If all this fails, use a conceptual framework straight from the litera-
ture, giving full citations of course.

Exhibit 3.5 provides an actual example, based on a student’s piece of work,
of the process of creating a conceptual framework. It illustrates how it might
take several attempts before a usable conceptual framework is developed.

Exhibit 3.5

The process of developing a conceptual
framework

Developing a conceptual framework involves playing around with concepts in a
creative way; exploring how they might relate to each other, trying out different
permutations, rejecting many and finally arriving at a framework that looks as if it
will do its job. | can use an example provided by Alastair Allen (thanks to Alastair
for giving permission to use his material) to illustrate this process.

The subject of his research project was the extent to which entrepreneurs
and owners of small businesses (who might or might not be the same category
of people) were inclined:

to learn about environmental sustainability in business;
take part in training and development and other initiatives concerning sus-
tainability; and

e try to improve the environmental impact of their own businesses.

After having completed his literature review he started thinking about possible
conceptual frameworks he might use. In his dissertation he described the tortu-
ous path he had followed. At first he had thought about that cliché of conceptual
frameworks — a two-by-two-matrix (Figure 3.11).

Environmental awareness
Low High

Environmental

) High | lll-informed activist | Deep green thinker
action

Low | Blissful ignorance Head in the sand

Figure 3.11 A two-by-two matrix
Source: Alastair Allen. Reproduced with the permission of the author.
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Exhibit 3.5 continued

While this appeared an attractive framework in terms of giving memorable
labels to the ways that small business owners responded to sustainability
issues, it did not give any analytical grip on why they chose to behave in these
different manners, which was the question he was really interested in.

His second framework looked at how small business owners might be taken
through a process designed to encourage them to act in a more sustainable fash-
ion (Figure 3.12).

Increased
environmental
training \
Increased Increased
organisational environmental
profitability awareness
Increased Increased
organisation environmental
business R action

Figure 3.12 A process framework
Source: Alastair Allen. Reproduced with the permission of the author.

This was a feasible conceptual framework but it only really explained how
training on sustainability should work and should influence small business
owners. It did not address the complexities of their likely responses to training.
They might see such training as the work of meddling do-gooders and turn
against the whole idea of being more sustainable in business. The framework
also incorporated a major theoretical assumption — the idea that running a busi-
ness in a sustainable way will increase business profits — which had not been
tested. This assumption could not be included as a basis of the conceptual
framework because part of the purpose of the research was to test out whether
it was a true or false assumption.

Eventually he took inspiration from the well-known force field analysis dia-
gram (see p. 131) and which had already been used in the literature by a
well-respected researcher to explore small business owners’ attitudes on envi-
ronmental issues. The final conceptual framework that Alastair adopted as the
basis of his research was the force field analysis shown in Figure 3.13. It worked
well for his project because it focused on a key issue: the pressures encouraging
and discouraging small business owners from implementing sustainability train-
ing in their organisations. The complete framework was more detailed than the
version shown below. The restraining and driving forces had been identified from
an extensive reading of the literature.
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Exhibit 3.5 continued

Competitive advantage: ——>
e.g. competitors will

take action and gain

advantage

ISO 14001: e.g. —>
marketing advantages

of ISO 14001

accreditation

Owner/manager —>
attitude: e.g. altruism

Stakeholder pressures: —>
e.g. investors and green
lobby groups

Etc.

Restraining forces

Lack of resources:

e.g. lack of knowledge and
skills to be able to exploit
competitive advantage

ISO 14001: e.g. cost and
bureaucracy of ISO 14001
accreditation

Owner/manager attitude:
e.g. independence and
unwilling to accept help

Low awareness of environmental
issues: e.g. environment seen as
a low priority

Etc.

Figure 3.13 A force field analysis of the driving and restraining forces to
implement sustainable development training
Source: Alastair Allen. Reproduced with the permission of the author.

® Examples of the use of conceptual
frameworks

Two examples will be given of how conceptual frameworks might be
developed.

An example of conceptualising and theorising in a
study of organisational cultures

This example is based on the doctoral research of Terry McNulty (1990),
who received his PhD from Nottingham Trent University. As it is taken
from doctoral-level work it is at a higher level of theoretical sophistication
than may be necessary for Master’s-level work. However, it does explain
the three stages of concept definition, conceptual framework building and
theorising very well. The research was into the types of organisational cul-
ture found in a number of different hospitals. The concepts needed
therefore all related to the idea of organisational culture.

McNulty began by isolating a number of key concepts, some of which
are shown in Figure 3.14.
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AR
NG

ValuQS

cultural imperialism

Figure 3.14 Developing a conceptual framework for organisational culture

His next task was to give working definitions to all these terms, using
the literature on organisational culture as his source. We will not rehearse
all these definitions here but simply pick out a few:

® Official — sanctioned or published by the top management of an organ-
isation. McClean and Marshall (1991) termed this the ‘high profile
culture’.

® Unofficial — values, beliefs and behaviours chosen by the staff. It is the
same as McClean and Marshall’s (1991) concept of ‘low profile culture’.

® Structure — the technologies, procedures, policies and charts that define
the ‘architecture’ of an organisation.

® Values - beliefs about what is good and bad and what are proper and
improper ways of doing things.

® Sub-cultures — organisations do not necessarily have a single, unified
culture. Within the organisational culture there are likely to be many
sub-cultures that will differ to a greater or lesser extent from the wider
corporate culture.

® Cultural imperialism — when one sub-culture group in an organisation
gains power or hegemony over other groups.

The next stage was to put the concepts in a framework. Note that not all
the concepts available to the researcher were used for this purpose (see
Figure 3.15).

The two-by-two matrix is such a commonly used form of conceptual
framework that it has become hackneyed. Nevertheless, it often works
well. This framework has at least two functions. It can be used to define
various component parts of organisational culture. It can also be used as
an aid to the data-gathering part of the research. The four boxes can be
used to store the information gathered during research forays into the
organisation as follows:
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Structure Values
Mission
statements,
policies, Senior managers’
Official objectives, ideas, views
organisation and visions
charts, manuals,
job descriptions
The way in which The ideas,
people in the attitudes, values
Unofficial organisation and opinions of
actually do everyone else in
things the organisation

Figure 3.15 A conceptual framework for organisational culture

® Into the official values box go all the things top managers said in inter-
views about their values and their vision for the organisation.

® Into the official structure box goes all the documentary evidence, such
as mission statements, charts, procedures and computer software that
describe how things should be done.

® Into the unofficial structure box goes all the information, from informal
observations of the workplace and interviews with staff, which explain
how staff actually do their job. This will include information about all
the dodges and short cuts that staff use to make their jobs bearable.

® Into the unofficial values box goes the information about the staff’s
values and beliefs that were probably obtained by interviews and focus
groups.

In the chapter of the dissertation in which these results were written up, the
four boxes were used as sub-headings for describing the research findings.

The next stage involved developing theories from the conceptual frame-
work, as in Figure 3.16.

The theory that Terry McNulty developed related the conceptual frame-
work to the idea of organisational effectiveness. He proposed that the
effectiveness, or organisational health, of an organisation would be influ-
enced by the degree of fit between the four quadrants described in the
conceptual framework. Strictly speaking, the theory was a hypothesis
because the research findings would be used to test it.
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Theory

If all the four quadrants
complement each other, then you
have an effective organisation. If
the quadrants are in conflict, then
the organisation will, in various
ways, be ineffective.

Figure 3.16 Theorising from the framework

Further theory making

Terry McNulty had used two other concepts in his research: strong glue culture and
weak glue culture. Again, the metaphor of culture as a glue had been taken from the
literature. In a strong glue culture the culture strongly binds all members of the organi-
sation. In a weak glue culture there are greater tendencies to separation and the
organisational culture is not strong enough to hold people together. He used these
additional concepts to produce a further two-by-two matrix, as shown in Figure 3.17.

Official culture
(top management culture)

Weak Strong

Strong
Unofficial culture
(the culture of the
organisational sub-cultures)
Weak

Figure 3.17 Further theorising

From your own experience and common sense try to identify what the practical
outcomes for organisations would be for each of the four blank boxes in Figure 3.17.
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Exercise 3.2 continued

So, for example, what would happen in an organisation when a strong official (top man-
agement) culture meets a strong unofficial culture? What would be the consequence for
a coming together of a strong unofficial culture and a weak management culture?

Suggested answer

McNulty’s analysis of the outcomes in the four different circumstances is shown in
Figure 3.18. You probably will not have come across the terms used in the figure
because several are drawn from the historical analysis of colonialism and one comes
from sociology. The analysis provides a more practical example than the Cabbala of
how ideas from different disciplines can inform organisational and managerial analy-
sis. So it is unlikely you will have used the same images or headings, but check how
close your answer, expressed in your own terms, fits with the following descriptions:

e Balkanisation or informal empire

When the top management (official) culture is weak and there are several powerful
sub-culture groups, such as doctors and nurses in a hospital, then you would
expect constant feuding between the sub-culture groups as they vie for power.
The political situation in the Balkans in both the nineteenth and the twentieth cen-
turies provides a metaphor for this process. If one of the groups gains the
ascendancy, then the situation will be like that of an informal empire, in which
actual power lies with a sub-group, while the official power, the management,
maintains control in name only. The term ‘informal empire’ is a historical one. In
the nineteenth century, for example, Britain had an informal empire in South
America. Britain was not formally the sovereign body but it controlled the
economies and the other important levers of power.

Official culture
(top management culture)

Weak Strong
Balkanisation Dualism or
) consensus
Strong or informal
) and
empire
excellence
Unofficial culture
(the culture of the
organisational sub-cultures)
Weak Anomie . Cult_u r_al
imperialism

Figure 3.18 Further theorising
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Exercise 3.2 continued

® Dualism and consensus
When both the official and unofficial cultures are strong, there are two possibilities.
The first is where the two share similar values — the organisation is unified and can
aspire to excellence. If the cultures are different, then the two cultures may agree
to co-exist and not to interfere with each other. For example, the doctors get on
with doing the medicine and the management deals with the other staff and the
premises. Dualism is a concept also taken from history. It refers to many colonial
countries, in the nineteenth century, in which a modern economy existed along-
side, but not interacting with, a peasant subsistence economy.

® Anomie
Anomie is a term from sociology. It means a state where people have lost all sense
of purpose and identity. This is likely to be the case when both official and unoffi-
cial cultures are weak.

® Cultural imperialism
If the official culture, the top management, is strong but the sub-cultures are weak,
then the management will have no difficulty is asserting its control over the organi-
sation. Using another historical metaphor, this is similar to the processes of
imperialism.

This second two-by-two matrix suggested another set of theoretical scenarios, which
Terry McNulty then investigated by researching what was happening in a number of
hospitals and units.

Another example

The following is an extract from an article by Clark and Soulsby (1995),
written when they were at Nottingham Business School. The paper is
about the ways organisations and managers in the Czech Republic have
adapted to the coming of market forces. Study the examples of good prac-
tice in the handling of concepts and conceptual frameworks identified in
the extract and think about how they might be applied to your work.
The extract is presented as a model to aspire to. It was published in a well-
considered academic journal and is probably at a higher level than needs
to be achieved to pass the dissertation module of a Master’s programme.
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The study of organisational transformation

The gloss

The key concept of
‘organisational form’ is
defined and related to
other similar terms used
in the literature. The
authors choose a
preferred definition from
a range of possibilities.

Three other concepts are
defined that go to make
up the ‘organisational
form’ = sub-system,
structure and culture.

The concept of ‘internal
coherence’ is introduced
that links the three
components. The
relationship between the
concepts is one of fit’
and ‘balance’.

A boxes and arrows
diagram is used to
explain and summarise
the conceptual
framework.

In this diagram the
concepts are all linked
together in a conceptual
framework. Coberence
is similar to the idea of
balance. It is proposed
that systems, structures
and cultures tend
towards a state of
equilibrium.

The text

Greenwood and Hinings (1988: 296) argue that the notion of a relatively
stable organisational state is a prerequisite for the study of organisational
change, since it provides the starting point and an end point of a process of
transition which constitutes the focus of such a study. This state of ‘relative
stablity’ has been usefully conceptualised as a ‘configuration’ (Miller and
Friesen, 1984) or a [design] archetype (e.g. Greenwood and Hinings, 1988).
We will use the generic concept of an ‘organisational form’ in order to achieve
some consistency in our terminology. Following Laughlin (1991) we conceive
of the organisational form as being constituted by three interrelated
components. These components vary in their level of abstraction and in their
degree of importance for identifying the underlying nature of an organisation
and the behaviour of its members (see Figure 3.19). We shall call these
components the organisation’s ‘sub-systems’, its ‘structure’ and its ‘culture’.

[A paragraph has been omitted from here that defines the three components
in more detail.]

Further, it has been argued that organisations tend towards ‘internal
coherence’ within their organisational form. Under circumstances of successful
adaptation to a relatively predictable environment, the organisation’s
constituent sub-systems, structure and culture will tend to be mutually
consistent and supportive, leading to internal resistances to change (Miller and
Friesen, 1984; Greenwood and Hinings, 1988: 297-299; Laughlin, 1991:
213). In principle, the components of an organisational form are
systematically bound, by virtue of their consistent expression of its underlying
values (Greenwood and Hinings, 1987: 2).

Sub-systems
Tangible organisational elements
> Buildings, machines,
techniques

Tangible

‘; Coherence

Structure
Organisational architecture
Charts, roles, rules
Communication processes

Coherence

‘; Coherence

Culture
Interpretive schemes
Values, beliefs,
Meanings, meta-rules

Y

Intangible

Figure 3.19
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The gloss

The concept of
‘transformation’ is
introduced and related to
the components in the
diagram. Once again the
terms are clarified in
relation to similar
concepts found in the
literature.

The conceptual
framework is used to
mark off the boundaries
of this study. The things
the study will not do are
clearly stated.

Some limitations are
reported in the conceptual
framework. It is signposted
that the framework will be
developed by adding to it
the concept of human
agency.

The paper is starting to
develop new theory by
adapting existing
conceptual frameworks.

The limitations of the
existing theories and
conceptual frameworks
are spelt out.

The text

The concept of ‘transformation’ is reserved for complete and significant
changes in all three components of the organisational form. This is what
Miller and Friesen (1984) call a ‘quantum change’; a fundamental shift in the
dominant logic or organising principles which underpin the organisational
form, effecting a move to another form. Others have used the terms
‘reorientation’, ‘revolutionary’, ‘radical’ or ‘second order’ change to refer to
‘change ... in the organisational “core” ... [which] is irreversible’ (Levy, 1986:
10). Changes within the dominant logic are partial, incremental, piecemeal or
superficial, and have attracted terms like ‘convergent’, ‘evolutionary’,
‘incremental’ or ‘first order’ (cf. Levy, 1986: 8-9; Dunphy and Stace, 1988:
322; Miller and Friesen, 1984: 223-226; see also Child and Smith, 1987;
Pettigrew, 1987: 664-665). Such ‘reformative’ changes do not affect the
cultural bedrock of the organisation, and thus leave its essential nature and
reality relatively untouched. Such distinctions help to map out conceptual
features of organisational change, but the analysis of its ongoing reality
requires an approach that recognises the complexity of the simultaneous
processes of continuity and discontinuity with the past (cf. Tushman and
Romanelli, 1985; Child and Smith, 1987: 569).

Some underdeveloped issues in organisational transformation

By focusing on the internal coherence of system components, and the technical
fit between the organisation and its environment, the study of organisational
transformation has developed within a discourse that stresses the processes of
system integration and crisis. Our research on the management of
organisational transformation in the Czech Republic is firmly located within
this nexus of concepts, propositions and issues, but we have found certain
limits to its usefulness in accounting for our observations. In particular, the
current framework virtually disregards institutional processes in the
environment, and, by extension, underplays key problems of social integration
and legitimation. The role of human agency is especially important in looking
at the behaviour of managers who are actively engaged in changing
organisational systems, structures and processes.

Transformation and institutional change

As a result of its location within the contingency theory tradition, mainstream
research on organisational transformation has tended to focus strongly upon the
task (or technical) environment as the source of internal change. For example,
‘the trigger for transformation’ (Child and Smith, 1987: 575) at Cadbury was
primarily identified with changes in the relationship between the firm and its
markets; and ‘strategic reorientations’ at ICI were located in ‘economic and
business events’ and the firm’s ‘operating environment’ (Pettigrew, 1987: 665).
While such research recognises the importance of internal culture and its
symbolic relationships with external events, it still tends to underplay the role of
changes in the organisation’s ‘institutional” environment.
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The gloss

It is argued that there has
been too much attention
on internal ‘fit’ and not
enough on the fit between
organisational form and
the wider institutional
environment. Institutions
in this context refers to
the structures and culture
of Soviet society.

The new concept of
‘institutionalisation’ is used
to begin to extend the
conceptual framework. Its
implications are drawn out.

Deinstitutionalisation is
linked back to the idea of
a fit between an
organisational form and
its environmental
circumstances. But it is
argued that this process
occurs through human
agency, i.e. people in the
organisation beginning to
challenge and question the
way the organisation is.

The new concepts of
institutionalisation and
human agency are added
into the conceptual
framework. But this time
a diagram is not used.

The text

Institutionalisation is said to occur when patterns and processes take on a
‘rule-like status in social thought and action’ (Jepperson, 1991: 145) because
they have a ‘natural’ and unchallengeable appearance. As a consequence of
institutionalisation, organisational structures and systems, and the grounds of
rational behaviour, become so taken for granted or habitualised that their
underlying values and ideologies are not recognised — legitimacy is implicitly
accomplished without the active intervention of human choices.

In a highly institutionalised setting, where the existing order has become
part of the natural attitude, the explanation of organisational transformation
requires answers to questions such as:

1. How do the underlying values, rationality and ideologies of an organ-
isational form become revealed so that they can be interrogated?

2. How can the balance of power shift so that the values, once revealed, can
be effectively challenged and opposed?

This challenge to legitimacy (in part, a process of demythologising) becomes a
threat to the degree of social integration, and allows the possibility of
deinstitutionalisation. As Zucker (1991: 105) argues, whereas institutionalisation
can occur ‘accidentally’, deinstitutionalisation needs conscious acts of opposition
to overcome the inertia implicit in institutional systems or networks.

It is evident that institutionalisation and deinstitutionalisation can only
be properly understood as social processes at both the macro level or
organisation—environment interaction, and the micro level of social
accomplishment. At the former level, the process of deinstitutionalisation is
related to the changing nature of the organisation’s relationship with its socio-
institutional environment. Patterns, practice and procedures, as well as their
underlying logic, become incongruent with the assumptions of legitimacy,
credibility and normality in society. At the micro level, key actors begin to
question the way things are done in the organisation, and the existing customs
and practices are revealed as inappropriate or non-rational — both in terms of
what is required in the institutional environment, and in terms of the
organisation’s internal, formal coherence.

Managerial action and organisational transformation

We have argued that the dominant systems approach to organisational
transformation has neglected the human and social dimensions of organisational
change. We have also suggested that a key to understanding transformation
from an institutional perspective lies in demonstrating the breakdown of current
institutional practices and social processes of institutional reproduction by
examining the social accomplishment of change at the micro level. In fact, with
one or two exceptions, both the contingency and the institutionalist approaches
to organisational analysis have tended to underplay those processes whereby
organisational life is socially constructed.
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The gloss

The themes and concepts
of buman agency and
social construction are

developed.

The two new additions to
thinking on the subject —
institutional fit and human
agency — are highlighted in
the summary.

The developments of the
conceptual framework are
summarised. It is argued
that these developments
will be useful in
improving understanding
of organisational
transformations.

The text

Managers act as potentially powerful agents in the process of organisational
transformation through the contribution of a complex set of cognitive,
affective and behavioural influences. The choices that managers make in order
to change the organisation result from their perception and understanding of
the problems and constraints, their level of education, knowledge and
understanding of options available to them (including knowledge of recent
fashions and trends in management), and their effective power, social
legitimacy and competence to get things done in the organisation. It should
also be recognised that managers in any organisation will differ in the values,
knowledge, experience, power and competence that they bring to bear on
organisational processes.

In summary, this theoretical exploration highlights the complexity of fac-
tors which affect the process of organisational transformation. It has argued
for consideration of institutional as well as technical factors, and for supple-
menting the notions of system integration and crisis with those of social
integration and crisis. The macro and micro processes of institutional change
are highlighted, and it is argued that senior managers perform pivotal roles in
transforming the technical and institutional relationships between the organi-
sation and its environment, while all managers are instrumental in the
re-establishment of internal coherence in the organisational form. These con-
ceptual frameworks serve to enhance the theoretical framework within which
the management of organisational transformation, in a rapidly changing and
highly ambiguous societal context, can be more fully analysed.

NB The citations from the abstract have been omitted. If you are interested in the subject, as
opposed to the manner in which the conceptual framework has been developed, the full
references can be found in the article.

Source: Clark and Soulsby (1995). Reproduced with the authors’ permission.
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Summary

e Consider carefully the pros and cons of adopting a structured
approach rather than a grounded approach in your use of conceptual
frameworks.

e Having a conceptual framework is not absolutely necessary to gain a
pass mark for a Master’s dissertation; but if you do have one it
repays you well in marks.

e Work through a three-stage process of defining concepts, formulat-
ing conceptual frameworks and theorising.

e You do not necessarily have to invent entirely new conceptual frame-
works. You may well be able to adapt frameworks from the literature
to fit a new context.

e If all else fails, then use an existing framework from the literature
without adaptation.

e Use your imagination to help you in formulating a conceptual frame-
work. Draw inspiration from the breadth of your reading and your
‘intellectual baggage’.

e Use your conceptual framework to help you analyse your research
material and to structure the analysis you present in the dissertation.

Suggested reading

There is no one book that I can find that focuses mainly on the subject of this chapter. Miles and Huberman

(1994) is a wonderful sourcebook for ideas and possibilities for using diagrams to represent conceptual frame-

works. Chapter 6 in Hart (1998) is also useful for this purpose.

Hart, C. (1998) Doing a Literature Review: Releasing the Social Science Research Imagination, London:
Sage.

Miles, M.B. and Huberman, A.M. (1994) An Expanded Sourcebook: Qualitative Data Analysis, 2nd edn,
London: Sage.
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The processes of researching and writing a Master’s dissertation

The great tragedy of science — the slaying of a beautiful hypothesis by an ugly fact.
Thomas H. Huxley (1870)

Research is formalised curiosity. It is poking and prying with a purpose.
Zora Neale Hurston (1942)

The previous chapters have covered:

® identifying the topic of your dissertation project;

® reviewing the literature; and

® laying down the foundations of research by defining and modelling the
necessary concepts.

This chapter is about the primary research phase of the project. It deals
with how to find things out by research rather than discovering things by
reading the literature. It is more practically focused than some of the other
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chapters because it is about the technical problems of carrying out
research. This phase of a project often begins with a little uncertainty as
the student thinks about and plans how the research material is to be gath-
ered. Once these decisions have been made, then the processes of finding
things out leads to an increased sense of confidence in the project.

This is the longest chapter in the guide. However, it should not take you
any more time than the others because, in normal circumstances, you will
only need to read a portion of it. The chapter identifies two broad
approaches to collecting research material. It is probable that you will use
only one of these styles of research, so you need to read only those sections
that deal with your chosen approach. It might just be that you are going to
use both approaches, using one in a major role and one in a minor role. In
that case, I am afraid, you have twice as much reading to do.

Discoverers

This chapter is about discovery, which theme leads naturally to the
metaphor of geographical discovery. The analogy will help to explain two
broad approaches to finding out new things. If we think of the great ages
of exploration, then the images of two kinds of discoverer come to mind:
explorers and surveyors.

Explorers travel into unknown (at least to them if not to the indigenous
inhabitants) territory. Their mission is to make the unknown known and
to make the strange familiar to those who read their books of adventure
and derring-do. In the sense that they are travelling into the unknown,
explorers can have no preconception about what they will find.
Exploration requires an open approach. Explorers cannot, or should not,
anticipate what they will find. Of course they will have preconceptions —
or conceptual frameworks — that will lead them to explore one place
rather than another; but they should not second guess what they might
find on the basis of these preconceptions. Explorers present their discover-
ies in narratives, they write books and give lectures, or in modern times
present television documentaries.

The surveyor often arrives at a later stage of discovery. By this time, the
broad configuration of the new land and its peoples will be known. The
role of the surveyor is to pin that knowledge down in a precise and repro-
ducible form. Surveyors measure things. They produce maps, coordinates
and benchmarks. Often, by the time the surveyors begin their work, it is
known where the mountains are, where the rivers flow and what the cus-
toms of the inhabitants are. The surveyor finds out how high the
mountains are and where precisely they are located, plots the courses of
the rivers and conducts censuses of the population. It is difficult to carry
out a survey if the broad contours of the subject of the survey are not
already known. Without this foreknowledge it would be hard to know
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what questions to ask in the census or where to begin the triangulation for
mapping. Surveyors can anticipate the broad shape of their findings. They
present their findings in maps and tables of statistics.

The issue of concern in this chapter is not so much the methodological
differences between the two approaches to research as the fact that they
use different types of research techniques. Explorers do not know what
they will find until they look. Surveyors on the other hand know enough
about the territory to be surveyed to be able to classify and structure the
things they will be measuring. Explorers are interested in the particular
and are less keen to allocate everything to categories. The stock in trade of
surveyors, however, is classifying things and putting them in their correct
place in a scheme of classification. Explorers take an open approach to
research and surveyors take a closed approach; terms that will be
explained in the next section.

Exploration and ethnography

In the Victorian heyday of exploration, researchers into unknown and
exotic societies were known as ethnographers. The term is still used today
of people who study not obscure tribes but organisations. In management
and business studies it is not generally places and territories being studied
but people and their social organisations. The exotic is no longer at a dis-
tance from us but all around us in the diverse range of organisations in
which we work.

Ethnography focuses on the manner in which people interact and col-
laborate in observable and regular ways (Gill and Johnson, 1997: 97).
Another way of expressing this is to say that ethnography is the study of
cultures. But the approach is also defined by the manner of the study.
Ethnography sometimes requires an extended period of immersion in the
culture being studied during which the researcher remains as open as they
can to the experiences that surround them. Academic researchers into
management and organisations become ethnographers by leaving their
academic institutions and working for a time in the businesses and organi-
sations they are studying. They become participant observers (see p. 172).
This role is an easier one for part-time students on Master’s courses to
adopt because they, mostly, have full-time jobs and are already immersed
in the organisational cultures they may choose to study. It is possible, as
Master’s students, to do an ethnographic study in an organisation even
though you are an outsider to the organisation being studied.
Ethnographers can only give accounts of their own interactions with the
culture they study. They cannot claim that their accounts are replicable or
generalisable. Their research is written up as case studies.

Students who are taking an exploratory approach ought to adopt open,
or at most semi-structured, research tools. That is to say, they should con-
duct their research in ways that do not presume to know what they will
discover. At its simplest it means asking open and not closed questions.
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The problems latent within traditional ethnography highlight some of
the problems that may be associated with open and semi-structured meth-
ods. In the nineteenth and early twentieth centuries ethnography was
about westerners studying (as was then claimed) exotic and primitive cul-
tures within colonial empires. The colonial origins of ethnography identify
two of its dangers. The first is that it can be seen as patronising by those
being studied. The Victorian ethnographers assumed that the societies they
were studying were savage and at a lower level of development than their
own. As one of the subjects of Tony Watson’s modern ethnographic study
of a telecommunications company said:

Seriously though. You’ve told us that you are writing a book about
managers, about us lot. So who is it for? I mean, you know, will thick
people like us understand it?

(Watson, 1994: 1)

The second danger is that in response to the felt condescension of the
ethnographer, the subjects may seek to mislead the researchers by spinning
webs of false tales that they know the researcher wants to hear. Margaret
Mead was a famous ethnographer who gave a lyrical account of adoles-
cent sexuality in Samoa. Subsequently many Samoans argued that:

the girls who they claimed plied Mead with their colourful tales were only
amusing themselves, and had no inkling that their tales would ever find
their way into a book.

(Freeman, 1983: 290)

These dangers do not imply that ethnographic methods should not be
used. But they do indicate the importance of conducting the research and
analysing the material with care. Good explorers are also open minded
when they try to make sense of the new region and its inhabitants by cre-
ating frames of reference to fit them into. The less good explorers attempt
to fit their new discoveries into old frames of reference. It was for this
reason that the West Indies were so named on their discovery by
Europeans. The explorers had found new lands with new cultures but they
insisted on applying an old way of thinking, which led them to believe that
they had found a new route to India and the east.

Surveyors and measurement

The surveyor who is studying organisations, businesses or economies is
not so different from the surveyor who mapped new regions. They both
have a faith in accurate measurement and they both use surveys as a
means of measurement. It is true that in management and business the
survey will often be a mailed-out questionnaire rather than a physical
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survey. Nevertheless, both types of survey attempt to produce a numerical
or mathematical representation of the ‘field’ that can be used as a basis for
planning and decision making. Surveyors of business and management will
seek to remain detached from what they are measuring. It is not necessary
to become involved with the people in an organisation in order to measure
its sales turnover, its profitability, its customer churn rates and its staff
turnover. It is important, however, to define very precisely the things that
are to measured or counted. It is pointless, for example, to measure prof-
itability of companies without being very precise about the accountancy
rules and conventions that are to be used to calculate profit. Otherwise,
when the information is to be used, it will be found that like was not com-
pared with like. Survey research is presented as an accurate and
generalised representation of the field of study.

Students taking a survey approach to their research ought to adopt a
structured approach. That is to say, they should be able to define the char-
acteristics and properties of the subjects of their study before they conduct
the research so that they can accurately measure and categorise them.
They should ask, mostly, closed questions.

In surveying research, what is to be researched has to be pre-planned in
some detail and the measuring instruments to be used have to be well cali-
brated. These requirements are also the basis of the dangers inherent in
this form of research. We can return to the great Victorian age of discov-
ery to explain some of these. The British Raj in India in the nineteenth
century was obsessed with surveys; every aspect of its dominion was cap-
tured in surveys and censuses. Unfortunately much of the data collected
were of suspect accuracy, their collection was influenced by the political
agendas of those organising the gathering and in many cases the things
they measured were not useful. As one commentator pointed out, all the
surveys and censuses in the early nineteenth century gave no premonition
of the state of Indian popular feeling before the great Indian mutiny or
rebellion in 1857 (Bayly, 1996: 221). A more insidious problem was that
the mindset of the colonial administrators led them to give heightened
importance to things, by measuring them, that had not previously been
important. It was a Victorian assumption that some races and classes of
people were inferior to others. Consequently there appeared a type of
researcher, known as anthropometricians, who surveyed the peoples in
India by measuring their skulls. The nasal index was a particularly impor-
tant measure. These surveys allocated people to categories on a status
scale according to, among other things, anthropometrical indices. Indian
society had always been structured around kinship and clan. However, the
formalisation of the status differences between them gave caste greater sig-
nificance. Once a league table of caste status had been published
in censuses, groups would organise themselves and lobby to have their
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position on the league table improved (Padmanabha 1978: 4). Caste
became a more dominant feature in Indian social and political life than it
had been before it was formalised by censuses.

Such problems resulting from statistical measurement were not reserved
for the nineteenth century. The current debate about the impact of per-
formance measurement in the National Health Service raises the same
issues, about the accuracy, the objectivity and the distorting impacts of the
measurements, as NHS Trusts seek to secure themselves a good position in
the performance league tables (BBC, 2003). The good surveyor, then,
always questions the usefulness and the accuracy of their measurements.

Structure of the chapter

You may choose to be an explorer or a surveyor, or perhaps both. The
choice should depend upon which form of research will best answer your
research questions.

The chapter is divided into four parts:

1. Choosing between open and exploratory research methods on the one
hand and pre-structured survey research on the other. Everyone should
read this part, which describes the two broad choices of approach and
gives guidelines and examples to help you make your choice.

2. Collecting and analysing research material using open and exploratory
research methods. This part of the guide explains the use of open and
semi-structured methods. You need read it only if this is the approach
you have chosen to take.

3. Collecting and analysing research material using the pre-structured,
pre-coded survey approach. You need read this part of the chapter only
if this is the kind of research method you have chosen to use.

4. Introduction to software for research. This part of the chapter provides
brief introductions to the major software products designed for each
approach. None of this part may be relevant to you. It might not be nec-
essary for you to use software — and many students do not. If you do
decide to use a package, you will need only one of the three described.

This chapter deals with both the collection of research material and its
analysis. In the guide a distinction is made between analysis and interpre-
tation. Analysis refers to putting the material in order by summarising,
précising it and putting it into categories. Interpretation is the process of
drawing implications and significance from the material and using them as
the basis for recommendations or action. Interpretation is the subject of
Chapter 5.
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Learning outcomes for the chapter

1 Readers will be able to choose the degree of openness or pre-
coding appropriate to their research task.

2 Readers will be able to design and use open and semi-structured
research techniques in a competent manner; and/or

3 Readers will be able to design and use pre-coded and structured
research techniques in a competent manner.

4 Readers will be able to analyse quantitative and survey-based
material; and/or

5 Readers will be able to analyse qualitative and case-based material.

6 Readers will be able to make well-judged decisions about the
appropriateness or otherwise of using software packages for
analysing quantitative and qualitative material and be able to iden-
tify appropriate software packages.

@® The range of research methods

There is a great variety of means at your disposal to carry out the primary
research phase of your Master’s dissertation. A useful distinction that can
be made to help people get a grasp of the range of possibilities is to con-
trast open, or unstructured, forms of research with pre-coded or
structured ones. All this distinction means is that in the former case the
answers people are likely to give to the researcher’s questions are not
anticipated. The researcher is open to whatever people say. In the latter
case the researcher has a good idea of the likely range of answers and is
more interested in the relative frequencies with which the various options
are expressed. In this type of research the researcher can provide respon-
dents with a previously prepared list of options to choose from or respond
to. Each of the major research methods, questionnaires, interviews, obser-
vation and so on can be used in an open (exploratory) or pre-coded
(surveying) manner. Table 4.1 shows how this can be done.

The approaches shown in Table 4.1 need explanation, some more than
others.

Interviews

The ways in which interviews can be conducted in an open or in a struc-
tured manner can be easily explained:
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Table 4.1 Unstructured and structured approaches to the main research methods

Exploratory research < > Survey research
Unstructured Structured
Interviews In-depth and open Critical incidents Interviewer keeps to a script
and there are answer options
Panels Focus groups Delphi technique
Questionnaire Lots of white space on Tick boxes
the page
Observation Keeping a research diary Checklists and categories Completing an observation
schedule
Activity sampling
Documentary Rhetorical analysis Statistical analysis of themes

® The idea of an open interview is straightforward. The interviewer
engages in informal conversation with the respondent about a particu-
lar area of interest. The interviewer may steer the conversation a little,
by picking up on the cues and themes raised by the respondent, but
generally the respondent leads the direction of the interview.

® Pre-coded interviews, in contrast, are controlled by the researcher. In
these interviews the interviewer generally reads from a prepared script
and is expected not to deviate from it. The questions asked are organ-
ised into a logical sequence, and for most questions the respondent is
given a series of options and asked to choose a given number of them.

® Semi-structured interviews are in between these two extremes.
Generally the interviewer has a schedule to remind them of the main
issues and topics that need to be covered by the respondent. However,
the respondent has much latitude to respond to the questions in the
ways that seem sensible to them. The critical incident approach will be
discussed later in this chapter but it is mentioned here because it is a
form of semi-structured interview. The respondent is asked to think of
occasions in their working life when they had to deal with a particular
kind of issue, for example managing problem staff. The interviewee
chooses an incident and then is encouraged by the interviewer to
explain the incident in full detail.

Panels

Panels are a very common research method. As with interviews, they can
be used in an open or in a pre-coded manner. When in open mode they
take the form of focus groups. A group of people are brought together to
have a free flowing, but focused, discussion on a particular topic. Gordon
and Langmaid (1988) provide an accessible guide to focus groups. Figure
4.1 lists some of the issues that have to be considered when planning a
focus group.
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Decide what themes and issues are to be discussed

Develop protocols for use of information:
— you need to tell participants how the information they give will be used and the extent to
which their anonymity will be preserved.

Decide the ideal group size:
— normally somewhere between 4 and 12 people in each group;
— add 20% for no-shows.

Choose the categories of people to take part in focus groups:

— make sure that there are no great differences in status or any other feature that might
cause some participants to feel nervous or insecure and so not contribute to the
discussion.

Determine how long the focus group should meet for. Normally they take between half an
hour and an hour and a half. Any longer than a two-hour maximum would overstretch
people’s powers of concentration.

Facilitation:

— do you need someone to chair the focus group and keep the group on task? The answer
is probably yes. The person chosen will need the skills and confidence to be able to
manage the task.

Focus groups are normally tape-recorded, with the permission of the panel members of
course. Make sure you have a good-quality microphone that can pick up the voices of
people sitting around a table.

Figure 4.1 Setting up a focus group

The Delphi technique

The Delphi technique provides a contrast to focus groups because it uses
panels in a structured manner. It was developed as a tool for futurology. It
can be used to develop a consensus about the likelihood of future scenar-
ios. It can also be used to develop a consensus on any issue that involves
judgement and competing priorities.

In its classical form, a panel of experts in the subject being researched is
formed. It is not necessary, indeed it is not a good idea, that this panel ever
meets. A set of options or scenarios is developed (this is the pre-coding bit)
and written into a questionnaire that is sent to all panel members. The
panel members complete the questionnaire by entering their preferences or
their judgements about the probability of each scenario. They might think
a scenario has a 10 per cent chance of coming true for instance, or think
that, on a percentage scale, it scores 70 per cent as an outcome to be
desired. When the questionnaires are returned, the figures given by the
experts are summarised as averages. The results are then fed back to the
experts, in a second-round questionnaire, and they are invited to recon-
sider their judgements and make a new return. The idea is that by going
through a series of such iterations the experts may arrive at a consensus
about the issue in question.
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Questionnaires

The difference between pre-coded and open questionnaires is simple. The
pre-coded ones have lots of tick boxes for respondents to fill in, whereas
open questionnaires have a few open questions and lots of white space for
people to make their responses in their own words.

Documentary research

Research using documentary material can also take an open and a pre-
coded form. In an open approach to texts and documents the researcher
may be trying to understand, for example, how rhetorical techniques are
used to try to persuade the reader to a point of view. Look at Exercise 6.4
in Chapter 6 for an example of this type of analysis. Other open analysts
may be looking for common narrative structures that are shared by many
similar documents. Silverman (1993: Ch. 4) provides an interesting account
of this style of analysis. In a pre-coded study of documents the researchers
may well use electronic document files or electronic textual databases to
count the frequency and context of the appearance of certain key words or
phrases. Sometimes, for example, the popularity of management fads can
be compared by counting the number of articles and papers (using biblio-
graphic databases to do the counting) about them that are published. For
example, as the number of papers on the learning organisation has dimin-
ished, so the number on knowledge management has increased, perhaps
providing evidence that the latter is eclipsing the former.

Observational research

The degrees of openness or pre-coding that can be used in observational
studies will be considered in more detail. This is partly because observa-
tion provides good examples to illustrate the differences between open and
pre-coded research, but also because it may encourage people to use obser-
vation, which is a relatively underused method in Master’s projects, more
often. A number of illustrations will be given to explain the differences
between open and pre-coded research.

Unstructured observation - a very open approach with a

low degree of structure

At the open end of the scale, the researcher sits, watches and listens. If the
researcher were interested in customer service in a doctor’s surgery, they
might obtain agreement to observe and then spend a morning’s session sit-
ting quietly in the corner of the waiting room observing. The researcher
should try to keep alert to the events that happen. At the end of the ses-
sion they should write down in a research diary all that they saw and
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heard and their reactions to it. They might need to discard the early obser-
vation because it would take a while for those being observed to lose their
self-consciousness about being watched. Of course some researchers might
use video or audio recordings of phone calls (if the research were being
done in a call centre, say) to observe their subjects clandestinely. In the
1960s, when researchers were less ethically aware, a lot of educational
research into children’s learning and behaviour was done by filming chil-
dren in classrooms through one-way mirrors. Great care needs to be taken
with the interpretation of material gathered thorough open approaches.
These issues are discussed in Chapter 5.

Checklists — a low degree of structure

A move away from open observation to a semi-structured form of observa-
tion can be achieved by using checklists such as the one shown in Figure 4.2.
This example is taken from a much larger document designed to help
someone trying to research the culture of an organisation by observation.
The checklist follows the stages in a visit to an organisation. It begins with
finding the building and the look of the building and proceeds in later

Some things to look for

Approaching the building

1. As you approach it, what does it look like, what does it make you think of?
What are the surroundings like?

Have attempts been made to improve the building’s appearance?

What are the access and the signposting like?

S S

How easy is it to get lost?
Etc.

The visual messages inside the building

1. What impression does the reception area give?

What sorts of furniture and soft furnishings are used?

How clean is it?

What sorts of things are stuck on the walls?

How recent and relevant are the posters and notices?

How are rooms labelled and signposted?

Are there any signs that users of the building have personalised it?

© N RN

Do different ranks or types of users have different spaces — how do they differ?
Etc.

Watching and listening to people

1. How do people acknowledge or ignore each other as they pass?
2. How do staff speak to the public, clients, each other?

Etc.

Figure 4.2 An observational checklist
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pages to include how staff talk to each other, whether they have their coffee
breaks together and so on. The checklist is not prescriptive. The researcher is
not required to answer every question in it. It is merely an aide-memoire to
jog the researcher into noting the things they might be looking for.

Categories — a medium level of structure

A slightly more structured approach to observation would be to use cate-
gories. Some of the most famous categories for observational studies are
used for studying the interactions between people in meetings. Bales’
(1950) scheme of categories (Figure 4.3) is one of the earliest.

To use the categories, the researcher needs to sit somewhere where they
can observe the participants in the meeting. As people make contributions
to the meeting, the researcher classifies the interventions under one of the
12 categories of behaviour and uses the ‘five-barred gate’ system to allo-
cate the intervention to the correct participant (who have all been given
identification numbers). The researcher can subsequently analyse the range
of behaviours used by different participants. Different categorical schemes
exist for different research topics. It is also possible to develop your own
scheme of categories.

Person

Type of contribution 1 2 3 4 5 6 7 8 9 10

1. Shows solidarity

2. Shows tension release

3. Agrees

4. Gives suggestions

5. Gives opinion

6. Gives orientation

7. Asks for orientation

8. Asks for opinion

9. Asks for suggestion

10. Disagrees

11. Shows tension

12. Shows antagonism

Figure 4.3 A scheme of observational categories
Source: Bales (1950)
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If a more structured type of observation is necessary, a pre-coded observa-
tion schedule can be used. Rutter (1979) used the schedule shown in
Figure 4.4 in a study of the impact of academic ethos on schools’ achieve-
ments. This is only part of the observational schedule but it gives a flavour
of the overall style. By observing the minutiae of school life the researchers
were able to form a measure of the rigour of academic expectations in a
school’s ethos (or culture as we would more likely term it today).

Activity sampling - very highly structured

Perhaps the most highly pre-coded form of observation is activity sam-
pling. This technique can stand as an example of the opposite of open
observation. To use activity sampling, researchers have to identify a lim-
ited number of conditions that they wish to research and then define them
very precisely. Let us imagine that it was important to make a study of the
use of peripatetic teaching styles by university lecturers. In plainer lan-
guage, this is about whether lecturers teach standing up or sitting down.
To research how often lecturers are on their feet when lecturing and how
often they are sitting down, it would first be necessary to define the two
conditions. Would a lecturer leaning against a table, for example, consti-
tute sitting or standing? When the definitions have been sorted out the
researcher would then have to take instantaneous observations of the lec-
turer at random points in time. Typically a researcher would have a little

This is a list of some of the things the observers had to record when they observed a
lesson in a classroom:

1. The number of pupils in the class and the number who arrived after the start of the
lesson.

2. The number of pencils borrowed from the researchers during the administration of the
questionnaire.

The number of children not in correct school uniform (as defined by the school).
The number of children in outdoor coats or anoraks.
The number of broken chairs in the classroom.

The number of broken or cracked windows.

N o o >

The decorative condition of the room: one point was given for each of five items and a
total score assigned to each room.

8. The amount of children’s work on the walls, coded from 1 to 4.
0 = none; 1 = one-quarter of available wall space; 2 = one-half of available wall space;
3 = three-quarters of available wall space; 4 = all available wall space.

9. The amount of graffiti, coded using the scale shown in item 8.

Figure 4.4 A structured observation schedule for the classroom
Source: Rutter (1979)
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electronic gadget that beeped randomly but at a pre-set mean interval.
Each time an observation was made the researcher would record whether
the lecturer was standing or sitting. At the end of the research period the
observations would be tallied and converted into percentages. If there
were 500 observations and the lecturers were found on their feet in 300 of
them, then the general conclusion that lecturers spend 60 per cent of the
time standing can be drawn. Activity sampling enables researchers to
measure the use of time to defined levels of statistical accuracy (of which
more later — see p. 204). There are many issues in management (for exam-
ple, the use of expensive plant and premises) where it is helpful to know
how time is spent.

Discourse analysis is becoming used more frequently in management
research and it is based on the observation and recording of conversations
within organisations. Most commonly researchers work from a transcript
of the recordings and try to understand the processes of communication
that occur within organisations. The techniques of discourse analysis are
varied and range from classifying utterances into categories and counting
their frequencies to much more open and exploratory forms of analysis. It
is discussed in detail on page 185.

Deciding whether to use open or pre-structured
methods

The choice of research methods, whether to use interviews, questionnaires,
documentary sources, and so on, was discussed in Chapter 1, and the
choice between open and pre-structured was anticipated. In this chapter
the issue has been given a more detailed treatment because the techniques
for designing and conducting the two sorts of research approach are dif-
ferent. There are a number of factors that should be taken into account
when deciding which approach to take:

® If you do not know what kinds of answers you will get from respon-
dents or sources, then you should take an open approach.

® If you are looking for new ideas, then adopt an open approach.

® If you want to quantify the research material, then it is best to use a
pre-coded approach.

® If you want to compare the views and experiences of a great many
people, then it is easiest if pre-coded approaches are used.

Planning and setting milestones

Collecting research material is time consuming, not just because it takes a
lot of your time to do the work but also because there will be lost time,
such as when you are waiting for people to return questionnaires, which
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can delay the project. Problems in carrying out the material collection
phase of a project can be the critical factor that leads to a failure to meet
the deadline for submitting the dissertation. It is a good idea therefore to
plan this stage of the project and to set milestones that tell you when vari-
ous parts of the research phase have to be completed.

Jankowicz (1995: 76) provided estimates of standard times for some of
the activities you may have to do during the project. In the case of pre-
coded, survey-based work, some of the critical items are as follows:

® informal pre-testing of a questionnaire by five respondents on one site
- one day;

reaching a postal questionnaire audience by mail — one week;

time for respondents to complete a questionnaire — two weeks;

time for questionnaire to be received back — one week;

time to post, complete, return ‘chase-up’ letters and questionnaires —
three weeks;

transcribing questionnaire results into a database (20,000 characters) —
five hours;

® learning how to use SPSS — three days.

Do not assume that open and unstructured research is quicker:

preparing a ten-item interview schedule — one day;

pre-testing the schedule on two guinea pigs — one day;

setting up ten interviews and sorting out cancellations — one day;
number of interviews a day — four (five possible but tiring);

reviewing a recording of an interview and making notes — two to three
hours;

® transcribing an hour of audio-recorded interview — seven hours.

In view of these time estimates the need to plan your research work is great.

® Exploratory research methods

Collecting the material

Exploratory research may involve the use of a battery of research methods
— interviews, observation, documents and so on. However, interviewing is
the most commonly used method in Master’s-level research into business
and organisations and it will be used to provide examples of good practice
in open and semi-structured research. After interviewing has been dis-
cussed there will be a review of a range of more specialised
semi-structured techniques that can be used in exploratory research.
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Interviewing

To do research interviewing successfully requires as much planning and
organising as any other form of interview. The main steps in planning
interviews are:

® Roughly sort and list areas of questioning.

Edit and prioritise questions.

Consider the methods that will be used to analyse the questions.

Decide on which questions are going to be open and which closed.

Put questions into sequence.

Check the questions for relevance to your research topic — do not ask
questions that are impertinent.

The first stages involve identifying the areas you could ask questions about
and organising them into priority order. It is never possible to cover as
much ground in an interview as you had hoped. It is helpful to know
beforehand which issues are less important and can be abandoned if time
runs out. Once it is known what you want to find out, it is as well to
check whether there might not be a better way of seeking the answers. If
you want to find out about specific cases that might be embarrassing to
the respondents, past strategic decisions that went wrong, for example,
you might be well advised to find the material in contemporary documen-
tary sources and so avoid the spin that interviewees will give to their
accounts of past actions.

Even if the interview is going to be very open, it is worth considering
using some pre-coded elements. In-depth and open interviews can be
intensive. The occasional use of pre-coded questions, with perhaps the
options printed on a card that can be shown to the interviewee, can pro-
vide a welcome change of pace and style.

Some questions have to be diplomatically phrased. In these circum-
stances it is sensible to draft the questions before the interview. Reading
them from a cue card, at least until you have done enough interviews to
memorise them, avoids any stumbles or lengthy circumlocutions. Finally,
bringing the planning stages to an end, it is worthwhile considering how
you want to analyse the material to make sure that you are asking the
right questions to produce material that can be used in the way intended.

The next stage is organising the interview:

Script the initial questions and any that are difficult to phrase.

Check that the language you use is simple and unambiguous.

Prepare an interview schedule.

Decide upon the recording method.

Pilot an interview with someone friendly and make any necessary
changes.

Select interviewees.
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® Negotiate access.
® Arrange time and place.

It is useful to write an interview schedule that contains all the main points
you want to raise. If the details about the interviewee, time and place of
interview are also included, and if you leave space between the main head-
ings where you can jot down notes during the interview, then the schedule
can double as a written record of the interview.

In addition to any written note, the audio-recording of the interview
should also be considered. I do not think I have ever had a respondent
who refused to have the interview recorded. Some agreed only on the
understanding that if they asked for the recorder to be turned off at any
time I would do so. The trouble with audio-recording is not so much the
interviewee as the equipment — inadequate microphones, expiring batter-
ies, jacks inadequately inserted in sockets and so on. Digital voice
recorders are a great improvement on tape recorders not least because it is
not necessary to change the tape cassette half way through an interview.
Digital recorders also have the benefit that the voice file can be down-
loaded directly from the recorder to a PC. Even if you are using a digital
recorder you still need to make sure that you are using an appropriate
microphone that is capable of picking up the speech of both the intervie-
wee and the interviewer. Whatever type of recording equipment you use
always check the equipment before the interview. If the respondent refuses
to be recorded, or if the equipment fails, write up your notes as quickly as
possible after the interview. Memory fades very quickly.

It is sensible to pilot the interview schedule on some friendly respon-
dents before conducting interviews in earnest.

Whom you interview is normally decided by purposeful sampling. This
involves identifying the people who have the answers to the questions you
want to ask. Often snowball sampling is used to identify people to inter-
view. This begins by using your personal contacts to identify respondents.
The people interviewed are then asked to nominate people they know who
would also be good respondents. The process then snowballs, collecting
more and more interviewees until you have done all the interviews you
need. Even using this method, finding interviewees and negotiating their
agreement to be interviewed can be a lengthy job. You also have to negoti-
ate the terms of engagement, the subjects of the interview, how the
information is to be used, what guarantees about confidentiality are to be
offered and whether there will be any benefit for the interviewee. This
latter may be no more than a promise to give interviewees a summary of
the research when it is written up.

The place at which the interview takes place needs organising. Often,
however, you will have no choice in this matter. The respondent will want
to be interviewed in their office, although this is seldom ideal. It does,
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however, have the advantage that people will be more comfortable in their
own space and you may pick up interesting clues by observing their work-
place. When people work in open-plan offices it is often possible to book
an interview or meeting room. These are ideal because removing people to
a neutral space can encourage them to open up and to challenge their own
assumptions. In the end, choosing the place in which to conduct an inter-
view is a matter of judgement constrained by practicalities. Ask people to
turn off their mobiles during the interview.

Telephone interviews

Sometimes it is appropriate to interview people over the phone. The
advantages are that you can often obtain access to people by phone who
would never find the time to give you an interview. It is also an efficient
method to find out how a number of people respond to a specific issue. If
you wanted to find out what companies thought about Investors in
People, then a telephone survey of local companies would quickly give you
an overview of the situation. However, phone interviews have to be kept
short, and it is not sensible to use them to ask questions about complex
matters or questions that require detailed or long answers.

After organising the interviews the next stage is to conduct them. The
interview should include the following phases:

® Explain the project.

Offer confidentiality, anonymity and feedback.

Explain the timing of the interview.

Do the interview.

Close with thanks — ensure there is an opportunity for follow-up.

Even if the interview is open or semi-structured it is still the responsibility
of the researcher to manage the flow of the interview and bring it to a sat-
isfactory close when the agreed time is completed. The means by which a
researcher can control an interview through the types of questions they
ask are listed below.

Steering a semi-structured interview

Non-committal utterances and head nods.

Repeating interviewee’s last statement with a questioning inflection.
Probing the last utterance.

Probing the idea just before the last utterance.

Probing an idea expressed earlier in the interview.

Introduction of a new question on the same theme.

Introducing a new theme.

Summarising conclusively.
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The researcher needs to employ the normal range of question types to
understand fully what the respondent is telling them. Normally a section
of an interview should be begun by the researcher asking an open ques-
tion. An open question invites the respondent to talk expansively rather
than to deliver a monosyllabic response. Sometimes a closed questions can
be used as long as it is followed by an open supplementary. ‘Should the
company have agreed to the merger?’ ... “Why do you say that?’ As the
interviewee responds to the question the researcher should ask probing
questions to explore areas the interviewee is skirting around and closed
questions to check upon matters of detail. It is important to be aware of
the respondent’s body language. If the respondent begins to show emotion
when giving their answers then researchers should use reflective questions.
A reflective question reflects the speaker’s emotions back to them and
gives them a chance to talk further about them: ‘So you felt very angry
and frustrated at that point in the negotiations?’ These questions are often
restatements of what the interviewee said but are delivered by the
researcher with an inflection at the end of the sentence that makes it into a
question. When the topic has been dealt with, at least to the researcher’s
satisfaction, it can be closed, with the researcher summarising the main
points of the interviewee’s response and a question about whether the
summary is accurate. Be careful in the use of non-committal nods and
utterance (often no more than an ‘Uh-huh’). They might seem non-
committal to the researcher but they may convey to the interviewee that
the researcher agrees with the interviewee’s point of view.

Research interviewers should show enough vivacity and interest to keep
the interviewee talking but should not give away too much of their own
feelings and beliefs about the subjects under discussion. This is in part to
avoid leading the interviewee to give the answer the interviewer hopes for.
There is a danger if the interviewer reveals their position that the interviewee
will adjust their answers to fit with it. It follows that when interviewing you
should not express your opinion or challenge your respondent’s opinion,
except in so far as probing helps you to understand it. Neither should you
give advice or express agreement with the respondent. This can be difficult
as oftentimes the person is only too keen to enlist you as an ally in some
internal battle they are fighting in their organisation.

The following bullet points identify some common problems with
interviews:

® Don’t over-schedule. If you try to do more than five interviews a day
you will be so exhausted at the end of the day you will not hear what
the final respondents tell you.

® Make the interview with the top boss the dessert rather than the starter.
Do not start by interviewing the big boss. They will be impatient, and
until you have talked to others in the organisation you will not know
enough to be able to evaluate and respond to what the boss tells you.
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® Find a pleasant place for the interview. The room in which you do the
interview should be quiet and uninterrupted and have comfortable
chairs if possible. Do not have a desk between you and the interviewee.
It is often good to sit at 90 degrees to each other with perhaps a table
or coffee table, sitting in the angle, that you can both put an elbow on.

® Do your homework. Find out all you can about an organisation before
you interview people in it — search the World Wide Web to find out
what is happening to the organisation.

® ‘Please give me an example’. Interviewees mostly want to give you
opinions. It is essential that you ask for examples that back up intervie-
wees’ views with details of actions and behaviours. Otherwise you may
misunderstand what they are saying.

® Don’t be afraid to ask the stupid question. In my last research project, I
found myself interviewing accountants. Not being an accountant I
often did not understand what they told me. The natural inclination
was to pass over the misunderstanding to avoid looking like a simple-
ton. But when doing research interviews you have to be prepared to
look ignorant or foolish. If you do not understand, ask for more expla-
nation, and keep on asking until you do understand.

® The devil is in the details. You do not understand anything until you
understand the detail. This is especially true if you are asking about
procedures, systems and channels of communication.

® [nterview a range of stakeholders. Make sure you interview people
from all the interested parties and not just senior management.

® Three typical statements. It is a good idea to have an interesting ques-
tion to end on that gives the respondent a chance to summarise all that
they have said. It could be something like, “Will you give me three
statements that characterise [the subject of the interview]?’

The end of an interview is often the most interesting part. If an audio
recording has been made of the interview, the point at which the
researcher declares the interview closed and turns off the recorder is the
moment when the interviewee relaxes and opens up to the researcher.
These last-minute insights should be remembered and written down as
soon as you are alone.

Interpretive approaches

There are many devices (sometimes called projective techniques) that can be
used to tease out evidence about how people interpret and react to their organ-
isational and work worlds. Here are the main ones that will be discussed here:

® diaries/shadowing — a life in the day of ...
@ life histories
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storytelling

metaphors

critical incidents

personal constructs

deframing — videos, photos, thought experiments.

Most of these techniques can be used in the context of interviews, focus
groups or observation. However, they are not all suitable for all projects.
You could, for example, make a collection of the metaphors that people
use in describing a particular aspect of their work or organisation by
doing the following;:

® observing and listening to them at meetings;

® interviewing participants;

® asking members of a focus group to think of a metaphor;
® analysing the documents produced at work.

These techniques and their applications are not fixed or rigid. They can be
adapted to suit circumstances.You must use judgement to decide which, if
any, might be helpful to your project.

The possibilities for the use of interpretative techniques are vast. The
techniques listed above will now be discussed in more detail.

Diaries/shadowing

The use of diaries to gather qualitative research material has a long pedi-
gree. In the 1960s and 1970s many studies of the managerial role were
based on diaries in which researchers asked managers to record their daily
activities. Sometimes these diaries were highly quantitative and recorded how
time was used. In other cases they were narrative accounts of a day’s work. It
may be objected that the authors can deliberately distort the content of
diaries. An alternative is to shadow managers. This is time consuming and
merely moves the problem from worrying about the respondents’ subjectivity
to doubts about the researcher’s biases. David Lodge’s (1989) novel Nice
Work gives an amusing perspective on shadowing.

Diaries are a favoured technique of participant observers. Donald Roy
was an early user of the technique. He worked on a factory floor to pro-
vide research material for his studies in industrial sociology. He kept a
diary of his experiences. The following is a brief extract:

On April 7th I was able to enjoy four hours of ‘free time’. I turned out 43
pieces in the four hours from 3 to 7, averaging nearly 11 an hour (or $2.085).
At 7 o’clock there were only 23 pieces left in the lot, and I knew there would
be no point in building up a kitty for Monday if Joe punched off the job
before I got to work. I could not go ahead with the next order ... because the
new ruling made presentation of a work order to the stock-chaser necessary
before material could be brought up. So I was stymied and could do
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nothing for the rest of the day. I had 43 pieces plus 11 from yesterday’s
kitty to turn in for a total of 54.

(Roy, 1952: 432)

Weriting one’s own research diary, as Roy did, can be valuable. There can
be practical problems in asking others to write diaries for you. They might
not be inclined to give the time and care it would demand.

Keeping a diary

Let us assume you are researching the management of meetings. Keep a diary for a
number of days in which you record your impressions of all the meetings you have
attended. You might like to note your thoughts on the following matters:

the outcomes of the meeting;

examples of good meeting management;

examples of poor meeting management;

particular behaviours by participants and whether you thought them helpful;
clichés and jargon that the groups seem to be developing.

Life histories

This is a useful technique for eliciting qualitative information from man-
agers and professionals. The respondents are asked to tell the story of how
they got to where they are in their careers and organisations. Good exam-
ples of this technique can be found in Watson and Harris (1999).

Timelines

Let us assume you are researching career patterns and the development of man-
agers. Identify someone to interview and ask them to draw a timeline on Figure 4.5
that plots the highs and lows of their career. Once they have drawn it, ask them to
describe and explain the high and low spots. If you cannot find anyone to interview,
you could draw your own timeline.



174 Chapter 4 o Collecting and analysing research material

Exercise 4.2 continued

Highs

Lows

Time ——>

Figure 4.5 A timeline
The technique could also be used to research people’s perceptions of the changes in
their organisation’s culture over time.

Storytelling

One consultancy project I was involved in concerned the introduction of
performance-related remuneration in a medium-sized firm of solicitors. We
devised a scheme for distributing a proportion of the partnership’s profits
to the partners according to their contribution and performance. One of
the reasons the senior partners wanted performance management was
because they thought many of the partners were more concerned with
doing interesting work than with doing profitable work. This tension was
identified by an analysis of the many stories that we heard the partners tell
about each other. One particular partner figured strongly in most of the
stories; but, strangely, he had different roles in them. In some stories he
was cast as the villain, sometimes he took the role of the hero and some-
times he was seen as a fool.

The partner had developed a new line of business for the firm that cen-
tred around uninsured losses on vehicles. The work required little legal
expertise. As it could be processed administratively, the cases could be dealt
with in a high volume/low margin manner. This business generated the bulk
of the partnership’s profits. In a partnership, partners traditionally receive a
portion of the profits in relation to their percentage ownership, not accord-
ing to their efforts. So for some people the partner of whom all the stories
were told was a hero because he generated profits that they all benefited
from. But sometimes the other partners saw him as a villain because his
indispensability to the firm meant he could blackmail the partnership into
doing what he wanted. He would just threaten to leave the partnership and
take the lucrative business with him. Other partners saw him as a fool
because he had neglected his professional legal expertise and made himself
into a mere administrator. An analysis of these stories confirmed the tensions
that existed within the firm between those who took an entrepreneurial and
commercial perspective and those who had a traditional, quasi-academic out-
look on their profession. Stories and anecdotes can provide excellent
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windows into organisational cultures (Gabriel, 2000). Czarniawska (2004) is
a very good introduction to the use of narratives in research.

Heroes, villains and fools

This exercise is based on one developed by McClean and Marshall (1991). It is
intended to help identify some of the key features of an organisation’s culture.

Ask the respondent to recall a story, shaggy dog story, joke or anecdote that they
have heard or told about the organisation. It must be one that concerns the organisa-
tion and refers to its personnel and habits. Ask them to tell you the story. Then ask
them to tell you the following:

what they think the moral of the story is;

which of the characters in the story are seen as heroes, and why;

which of the characters in the story are seen as villains, and why;

which of the characters in the story are seen as fools, and why;

what they think the stories reveal about the values and culture of the organisation.

Metaphors

One way in which you can discover the metaphors people use when think-
ing about something is to ask them to draw a picture or a symbol that
represents, for them, the subject of the research. Some students doing a
management project on managing the transition of school pupils from
junior school to secondary school used this technique very successfully.
First, they asked pupils who were about to move to secondary school to
draw a picture of their new school. At this stage the pupils had visited the
new school so they knew it to be a bright, modern building. Nevertheless,
what they drew were dark halls - brooding, grey and spooky. They were
again asked to draw a picture of their new school in their first week there.
The pictures were still predominantly grey and grim. Only after three
months, when they drew their final pictures, were the representations
more realistic, light and cheerful. The team found that the drawings,
through revealing the children’s metaphors for their new school, threw
much light on the problems of transition to secondary schools.

The same technique can be used with people in organisations.
Respondents may be a little embarrassed at being asked to draw a picture
and they may need a little encouragement. Alternatively you could use the
‘If the organisation were an animal what sort of animal would it be?’
approach. Students have used this successfully but I must admit I find this
method a little toe curling.

Gareth Morgan’s (1989) book Imagin-I1-Zation is a good source for
material on the use of metaphors.
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Images and metaphors

This exercise can also be used to gain insight into people’s thoughts about their
organisation’s culture. This one, too, is based on an original exercise in McClean and
Marshall (1991):

® Draw a picture that represents the culture of your department.

— Avoid drawing an organisation chart; choose an image instead. It might be a
jelly, a dustbin, a lumbering articulated truck or whatever. Trust your intuition.

® |dentify the adjectives that the chosen metaphor or image suggests — slow,
responsive, efficient, cold and so on.

® Then repeat the exercise for another department with which the first department
interacts.
Compare and contrast the metaphors that describe the two departments.
How well do the two departments work together?
Can the smoothness or the choppiness of the relationship between the two
departments be explained by the comparison of the metaphors used to describe
them?

Critical incidents

The critical incident technique (Flanagan, 1954) has a long pedigree in
social science research. In a critical incident study the respondent is asked
to think of occasions on which they dealt with the subject of the research
and things went well, and other occasions when things went not so well.
In one typical study, the researchers used the technique to discover the
impact that Medline, a medical bibliographic database, had on doctors’
treatments of their patients. They asked the following questions:

I’'m interested in recent Medline searches that were especially helpful in
your work or that were unsatisfactory. I’'m especially interested in searches
that have had an impact on patient care.

I’m going to ask you a series of questions about such searches, one search
at a time. [ want to know what circumstance led you to do the search, what
the context was, what specific question or issue you had in mind, what
information you wanted and why. I’ll need you to be as specific as you can.
If T don’t understand the situation or certain terminology, I'll ask you to

explain it further.
(Wilson et al., 1989)

More commonly, in management research, the critical incident technique
is used to identify the critical job requirements that are the difference
between doing the job correctly and doing it incorrectly. This use of the
critical incidents can lead, among other things, to the development of com-
petency frameworks (Boyatzis, 1982). As will be seen later in the chapter,
critical incident information can also be analysed quantitatively.
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Initially the technique was used as a means of identifying behaviour
alone; but in modern uses an attempt is often made to recover the
construction of meaning involved in the respondents’ efforts to make sense
of the issue. Ellinger and Watkins (1998: 228) describe this as a construc-
tivist approach to critical incidents that aims to understand respondents’
interpretation of their lived experience.

I have used critical incidents to research the following:

® Supervisory behaviour — ‘Can you think of an incident involving man-
aging staff that you thought you handled well/not so well?’

® Ethical dilemmas at work — ‘Can you think of an incident at work that
caused you a pang of conscience?’

® Evaluating management development programmes — ‘Can you think of an
incident at work that you thought you handled well/not so well because of
things you learnt from the management development programme?’

There are of course many other possibilities.

Critical incidents

If you were investigating an organisation’s culture, here are some questions you might
ask to elicit critical incidents. Try them on someone:

® Can you think of a situation at work when you knew what you would be expected
to do but were unsure that this was right?

e (Can you think of a situation at work when the novelty of a situation meant that
there were no conventions or typical behaviours to guide your actions?

® Can you think of a situation at work when your values appeared to conflict with
those of other groups in the organisation?

For each situation they can remember, ask the respondent to describe the following:

the situation

their thoughts and feelings about the situation
what they did and why

what others did

the consequences and outcomes of the situation.

What clues do the incidents give about the culture of the organisation?

Personal constructs/repertory grids

Personal construct theory was developed by Kelly (1963). It is a theory of
personality that concerns the mental models, representations or hypothe-
ses that people use to make sense of the world. He termed these notions
‘constructs’. Repertory grid was an interviewing technique he developed to
identify an individual’s personal constructs. The theory assumes that each
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individual has different constructs. The basic technique is to ask someone
to compare three things — people, products, whatever — and to think of a
feature or dimension on which they show differences and similarities. If
you have nine elements (nine customers, for example), then you will go
through the construct elicitation process for each possible combination of
three from the nine. By going through a large number of comparisons, a
map of a person’s personal constructs can be developed.

If you were interested in MBA students’ responses to different modules
they are studying, you might present them, in turn, with a number of cards
with the names of the modules written on them. You might randomly give
a respondent cards with the following written on them:

BUSINESS CORPORATE MANAGEMENT
ETHICS STRATEGY ACCOUNTS

The respondent is then asked, ‘In what ways are two of these similar
and different from the third?’

The respondent might reply that two involve number crunching and the
third does not. The answer identifies a construct in which ‘involves num-
bers’ and ‘does not involve numbers’ form the opposite ends of the
dimension. In this way the respondent’s constructs are teased out.
Sometimes you might want the respondent to focus on a particular issue.
You could ask the respondents, for example, to identify what two modules
have in common that makes them different from a third ‘in terms of the
quality of teaching’.

In the example given in Figure 4.6 the process is used to rehearse some
constructs about different managerial functions. However, in this example
the process has been simplified by using a comparison of two objects only
to elicit the constructs. In Figure 4.6 the first column, which in practice
would be longer, lists the objects (in this case, the management functions
that are being studied). The arrows point to boxes in the second column.
Each row is used to record the differences between two groups as indi-
cated by the arrows. The first row compares marketing and finance
people; the second compares finance and production personnel, and so on.

Marketing Informal
Finance Dour
Production Not trendy

Figure 4.6 The basic mechanism of repertory grid
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The second and third columns are used to record the extremes on a
dimension that the respondent believes distinguishes people in different
management functions. When I (acting as respondent) compared market-
ing people with production people I thought that fashionableness was
something that distinguished them.

Stewart and Stewart (1981) is an old book but it contains a very practi-
cal guide to the use of repertory grid. A more recent guide is provided by
Jankowicz (2003). In practice this basic mechanism becomes a complex
and statistical process. It is best to use software to do the analysis. An
introduction to repertory grid techniques and associated software can be
seen at http://www.enquirewithin.co.nz.

In recent years the technique has been used, among other things, to
evaluate training programmes and to identify managerial competencies.

Deframing

Deframing is a technique that, like repertory grid, assumes that people
construct their view of the world through mental models. It is a way of
distancing a person from their everyday experience. It requires them to
look at something afresh; as if they were an alien visiting from a different
planet. Video and photos can sometimes perform this role. As already
mentioned in Exercise 2.2, I once went to a seminar on quality improve-
ment in residential services for people with learning disabilities. The
seminar leaders had been to many residential centres and taken photos of
the buildings. They projected a slide of a room on to the screen during the
seminar and asked the audience what they thought the room was used for.
The room was large and light and cheerfully, if garishly, decorated. There
were cuddly toys dotted about and the walls were covered with big posters
showing chimps getting up to naughty tricks such as stuffing toilet rolls
down the WC pan. The audience all said they thought it was a nursery.
The truth was that it was a day room in a home for adults with learning
difficulties. No doubt the staff had decorated the room with the best inten-
tions to make it attractive to the users. But the photo was used to deframe
the staff and to get them to see the room as clients and outsiders would see
it. The photos were to help staff see how the room could reinforce damag-
ing stereotypes that the adult users were just like children and were more
trouble than a cartload of monkeys.

A common way of deframing is to look at something with fresh eyes.
This is most easily done by making comparisons. Exercise 4.7 uses a com-
parison between perceptions in the past with current perceptions. But
there are many other ways of making comparisons. Visiting similar organi-
sations is an easy method. It forces people to challenge their own
organisations because it reminds them that things can always be done
differently.
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Exercise 4.6

Construct elicitation

® Choose three elements.
® Elicit your constructs using the following grid.

ELEMENTS CONSTRUCT

| similar
|

:

different

You can photocopy the grid to identify constructs from different combinations of
elements.

Exercise 4.7

The newcomer exercise

This is another exercise that is based on one in McClean and Marshall (1991). It
works because over a period of time we become used to the culture of an organisa-
tion and what originally struck us as strange becomes commonplace. It is only when
we force our memory back to our first impressions that we realise what we have
come to accept. As, by definition, culture is the values and habits we accept without
thought, then this technique is excellent for making cultural values visible.

Think back to your first few days in your current organisation.
® What struck you as odd about its:

— work practices
physical location and premises
patterns of relationships between people
values and priorities?
® How did it differ from your previous organisation?

Analysing the material

Imagine the situation. You have done your open-ended, in-depth interviews,
you have carried out unstructured observations or whatever. As a result, you
have a large pile of raw material in front of you. How do you start to make
sense of it? There are two contradictory things people often discover about
analysing unencoded research material. The first thing is the law of the
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missing middle. This states that students who move straight from collecting
their research material to writing up the dissertation, thereby missing out the
intermediate stage of sorting and sifting the material, tend to end up in a
mess and a muddle. But, the dilemma of drafting says that researchers never
really understand their material until they write it up. It is the process of
writing that forces people to make sense of the material, and the significance
of the material only emerges when sentences are put together.

If both of these premises are true (and they are only the result of anec-
dotal observation of students), then making sense of research material
involves a repeated cycle of sorting and sifting, followed by writing, fol-
lowed by more sorting and sifting, and so on. There are a number of
devices that people use to assist them in this process (Riley, 1996).

® Memos to self. You write memos to yourself when you have a flash of
insight (otherwise known as an epiphany or a ‘Eureka! moment’).
These can occur at any time, when reading, driving, interviewing,
checking your research notes. It does not matter if the thoughts are
fragmentary or incomplete. Jot them down informally and revisit them
when you are writing up the dissertation.

® Keeping a researcher’s diary. A researcher’s diary is a very similar
process to writing memos to yourself. It has the advantage that a diary
is chronological and so you can use it to give an account of how your
thinking has developed during the project. A diary is essential to
anyone doing action research.

® [maginary letters to a friend. Fix upon a friend who has no knowledge
of your field of research and write them a letter in which you explain
your project. Take it seriously even though you have no intention of
posting it. The letter format makes you boil down your thinking about
the project to a few interesting and short sentences. Because you are
writing to a friend and not to an academic colleague, you will be forced
to write in an informal, non-academic style. This should help to clarify
your thoughts.

Coding
Before you start writing you need to draw out the usable material from all
the stuff you have collected. The process for doing this has the formal
name of coding. It involves identifying themes, dividing the research ma-
terial into chunks or units (and excluding the great bulk of the interview
material that you decide is of no value) and allocating the units to the
themes. Essentially this is an indexing process. It can be done manually or
it can be done using software (see the last part of this chapter — ‘Software
for analysing research material’).

There is an important practical difficulty if your research material
includes audio-recorded interviews. It is whether to transcribe the material



182 Chapter 4 o Collecting and analysing research material

or not. The problem is that transcribing a taped interview is very time con-
suming (see p. 166). The process can be especially slow if you are unused to
transcribing and if you do not have the proper equipment. It is obviously best
to conduct your analysis using transcripts of the interviews, but many stu-
dents doing MBA and Master’s dissertations will simply not have the time to
prepare them. In this case it is perfectly possible to write a set of notes on each
interview based on listening to the taped interviews several times.

If you have used interviews, and if you have transcripts of the inter-
views, you can go through the sheets using a highlighter pen, or by
marking the margins in scribbles, to identify the themes that you think will
be useful. If you have a tape and/or written notes, but no transcript, the
simplest procedure is to listen to the tapes or scan the notes to identify the
major themes or issues. In either case, create a sheet of paper for each
theme and then listen to the tape again, or read the notes more carefully,
and transcribe useful material from the interviews on to the appropriate
sheet. Figure 4.7 shows one sheet from the analysis I carried out when I
researched the role of district managers in a large service organisation.

The codes or themes can be identified by either skimming your research
material, as already illustrated, or by reading the literature. You can also
code for different things. For example, you could use substantive codes.
Figure 4.7 uses substantive codes that concern the subject matter of the
research. Alternatively ‘code domains’ (e.g. actions, meanings, relation-
ships, settings, etc.) could be used. These relate to the levels at which the
material can be analysed rather than the subject of the research. However
the codes are defined, it is important that they remain open to modifica-
tion and change. As the research progresses, understanding improves and
it is necessary to modify and develop the framework.

Two other pieces of advice about coding structures:

® Organise the codes into a hierarchical order. This can be done using an
‘organisation chart’ form. This enables the researcher to show how
some codes are subsets of others and allows content analysis to be done
at different levels of aggregation.

® Use cross-references between codes. These are useful to make connec-
tions between disparate elements in the code structure that might
otherwise be ignored. One simple way of doing this is to allocate units
of material to a number of appropriate codes.

This might seem like a lot of work but it makes writing up the dissertation
much easier. It is important at a stage in the project when deadlines loom.
As you write each section of your findings, turn to the appropriate coding
sheet and there you have all the information you need — the most common
views taken of a matter, the extreme views, the juicy quotes — all ready for
you to write up. If you have to continuously refer back to your original
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Figure 4.7 A coding sheet

research notes when writing up, the process is cumbersome and you are
more likely to forget important points.

Content analysis

Content analysis is an additional step you can take when you have fin-
ished coding the material. It adds a quantitative element to the analysis of
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qualitative material. In a content analysis the frequency with which issues
or themes appear in the material is measured.

David Silverman (1993: 165) provides an interesting example of a con-
tent analysis that is summarised in Table 4.2. He was studying the
differences between private health care and NHS health care. In particular
he wanted to find out how the relationship between doctor and patient dif-
fered in the two systems. He focused on ceremonial order. Two aspects of
this order were whether a doctor opened a consultation with general conver-
sation, to build rapport with the patient, and whether future appointments
were made to suit the patient’s diary. The research was done by observation.
The consultations were recorded and then analysed. The frequencies with
which the doctors chatted with the patients and took their prior appoint-
ments into account were coded, with the results that can be seen below. The
use of percentages rather than words such as ‘mostly’ and ‘infrequently’ to
describe the material gives the findings more punch.

Table 4.2 Content analysis: ceremonial orders in health care

% occurrence of feature in % occurrence of feature in
private clinics (n = 42) NHS clinics (n = 104)
Appointments set at patients’ convenience 36 10
Social elicitation 60 30

Source: Silverman (1993: 165).

Content analysis can be very useful when you have a large number of
critical incidents to analyse. In a recent study I, with colleagues from
Nottingham Business School, carried out a critical incident study of the
ethical difficulties financial and HRM managers reported they experienced
at work. A total of 240 incidents was collected. A classification of ethical
problems was developed from the material in the incidents and then the
incidents were classified accordingly. The results are shown in Table 4.3.
In the case of this research, a content analysis is a very efficient method of
highlighting the differences between the ethical problems reported by
financial and human resource management specialists.

Table 4.3 Categories of ethical issue reported by accountants and HRM specialists

Problem type Financial and accounting Human resource management
specialists (%) specialists (%)

Distributive justice 12.2 12.2

Economy with the truth 28.5 9.4

Confidential and privileged information 8.4 6.5

Conflicts of interest 6.9 3.7

Bullying and pressure 13.0 9.4

Bending the rules and ethical risk taking 16.8 271

Matters of principle 6.1 17.8

Giving and withdrawing trust 8.4 14.0

Total number of critical incidents 131 109
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The difficulty with this form of content analysis is that the allocation of
incidents to the categories is subjective. It is done according to the
researcher’s judgement. Other researchers might put some of the incidents
in different categories. This is known as the problem of inter-rater reliabil-
ity. One way of diminishing this problem is to ask several people to
allocate independently the incidents to categories. The allocations can be
compared and any incidents that the raters cannot agree upon can be
excluded from the analysis.

Discourse analysis

Discourse analysis is a range of techniques and methods for analysing par-
ticular types of qualitative material, particularly documents and transcripts
of speech. Tietze et al. (2003) is a good introduction to the approach. At
some risk of caricature, discourse analysis can be said to be concerned with:

frames — the context of shared culture and beliefs within which communi-
cation takes place. Much of the focus of inter-cultural communications,
for example, focuses on what happens when people from different cul-
tural frames communicate.

genres — the form of communication practice. There are many types
including speeches, jokes and emails. They all have their different rules
and conventions. Some genres of course, such as email, are relatively
new and rules and conventions are not yet clearly established. Such
genres are often an interesting area to research.

discourses — the subject matter, topics or texts of communication. It may
well be that in an organisation, for example, there are several contra-
dictory discourses in play. It may be possible to research what happens
when these discourses rub up against each other.

Exhibit 4.1

Email - a new genre

A discourse analyst might be interested to research how the development of a
new genre might change the manner, tone and content of communications at
work. It is estimated that 36 per cent of employees have an email address pro-
vided by their employers. As access to email and the Internet grows, so the ethical
issues become more important. People are not sure what is acceptable and unac-
ceptable use of their access to email and the Internet at work, as can be seen
from the following news items. In 1998 an IT manager was sacked from her job
because she had booked her holiday on the Internet, using the company’s com-
puters, during work time. In 2003 four lawyers lost their jobs at a top London law
firm after circulating an email about oral sex among their colleagues; at some point
it was emailed to a further 20 million people worldwide. A year later 10 clerical
workers at the Royal Sun Alliance in Liverpool were dismissed after emailing a
risqué cartoon involving Bart Simpson and a donkey. People have no control over
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Exhibit 4.1 continued

what they are sent by email, and they may inadvertently, or so they will claim,
download a pornographic image, for example. Even if they delete it immediately a
record will remain, in this networked age, that they received the image. It might be
difficult for them subsequently to disprove that they were simply an innocent dupe.

Exhibit 4.2

Discourses within the NHS

Pollitt and Bouckaert (2000) have argued that changes in the NHS can be
analysed as a conflict between a discourse of modernisation and a discourse of
public service. The government’s reiteration of themes such as modernisation
creates a discourse that managers have to accept. As Pollitt and Bouckaert
(2000: 18) pointed out, once the rhetoric of managerial improvement, known in
the UK as modernisation, ‘has gained hold, it can become, like other reform
movements, a ‘community of discourse’ with its own logic, vocabulary and inter-
nal momentum’. Modernisation involves telling employees that they are valued at
the same time as pointing out that their security of job tenure may be lessened,
by changes in terms of employment or by their employment being transferred to
a private company, for example, rather than, in the case of the NHS, downsizing.
The suspicion, on the part of public sector unions, that such changes might be
planned for the NHS were heightened by the government’s intention, emphasised
after their success in the 2001 general election, to extend the private sector’s role
in the NHS. Pollitt and Bouckaert (2000: 163) argued that such reforms could

destroy institutional memory, reduce the chances for survival of any ‘public service
ethic’ and lead to a ‘hollowed out’ and ultimately less competent form of govern-
ment. Here the basic contradiction is left naked for all to see, and the
consequences in terms of morale and trust must be expected swiftly to follow.

Writing case studies and accounts

If content analysis or discourse analysis are not appropriate for your
research material, it might be suitable to be written up as a case study. In a
case study you give a narrative account of the subject of your study. You
can draw your material from your coding sheets or your index of codes,
but the skill is in blending it into a coherent story that draws together all
the complex interactions and processual coincidences that constitute
organisational life.

There is no commonly accepted way of analysing a case study. It is
something that case study writers have to work out for themselves. This
uncertainty is a feature of most qualitative research when compared with
quantitative methods. In the latter case great effort has to go into planning
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the data collection stage (sorting out a sample, designing and testing a
questionnaire and so on) but the analysis stage is just a matter of follow-
ing a statistical recipe; in the former case preparation for data collection is
not so complex but how to analyse the material after it has been collected
is a far more complex matter. Various writers, such as Miles and
Huberman (1994), have attempted to define a set of tools for analysing
case study material. It is well worth trawling through their book to see if
there are, among the illustrated, techniques that you can use for working
up your case study.

® matrices and tables;

® flowcharts, logical dependency diagrams, cause and effect relationship
diagrams;

® rating and ranking techniques;

® chronological presentation charts.

Yin (1994: 103-105) has defined two general strategies that can be
adopted for analysing case studies, which he terms:

® following up theoretical propositions;
® developing a case description.

I will discuss the theoretical approach first. If, as recommended in Chapter
3, you developed a conceptual framework before you began the data col-
lection stage of your project then the conceptual framework becomes both
the guide for collecting your research material and the scaffolding that you
use to write up your case study. In practical terms what you need to write
up the case study is a set of headings and sub-headings and the conceptual
framework can provide this. In the case study the concepts in the concep-
tual framework and the relationships between them become the headings
in the account of the case study. Yin expressed a similar idea in a slightly
different way. He argued that a conceptual framework should (in the theo-
rising stage of conceptual framework building, see p. 133) lead to the
identification of a set of theoretical propositions that speculate about pos-
sible cause and effect relationships. The account of the case study would
then be written in a way that allows these propositions to be tested. A gen-
eral term for this process is pattern matching and it means proposing a set
of propositions that could be true; and then comparing them with the pat-
terns of relationships that are found in the case study. A rather more
sophisticated form of pattern matching involves testing out rival proposi-
tions or theories. There is a general discussion of the logic underlying these
forms of analysis in Chapter 6 (pp. 321-323). If the case study has been
researched without benefit of a prior conceptual framework then it is
necessary to try to develop the propositions from within the case
study material.
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A descriptive approach to case study analysis is rather simpler but offers
less by way of theorising. Description, even when compared with theorising,
must not be undervalued. In some cases a descriptive case study can add
greatly to the stock of understanding of an issue. When writing a descriptive
case study the writer has to develop a series of themes and then use them as
headings and sub-headings. I might, for example, write a case study of how
a national pub chain responds to corporate social responsibility issues. The
themes I would use to write the account might be as follows.

1. The company’s corporate social responsibility policy and website.
(a) Senior management’s accounts of how and why it was developed.
(b) Pub managers’ perceptions of the policy and website.

2. Drinks pricing and promotions practices and the problem of binge
drinking.

(a) The national context.

(b) The debates within the company about the issue.

(c) How pub managers respond to the pressures of corporate social
responsibility and the possibly competing demands of the perform-
ance measurement and management system.

(d) The impact of the new licensing system under which, if a member
of staff serves alcohol to a customer who is under age or drunk,
both the licensee and the member of staff might be fined.

3. Staff management and employment practices.
(a) Descriptions of good and bad employment practices.
(b) Emotional labour issues.
(c) Benchmarking against industry standards.

4. Strategy development.

(a) How do senior managers and pub managers see the implications
of the issues listed above for the developing strategy of the com-
pany?

(b) What are the implications and issues for the industry as a whole?

The value of a descriptive case study lies in its identification of issues. In
particular they can identify tensions and contradictions; in the case illus-
trated above there might well be tensions caused by the intentions of the
company’s corporate social responsibility policies being undermined by
operational practices. There may also be contradictions between the views
and values of senior managers and pub managers. Descriptive case studies
can also be the basis of developing, rather than testing, theory.
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® Survey research: pre-coded and structured
research methods

Collecting the material

In this section the development and use of a questionnaire-based survey
that is largely pre-coded, completed by a sample taken from a particular
population, and to be analysed quantitatively, will be used to illustrate the
use of pre-coded and structured techniques. The issues will be dealt with
by going through the stages from deciding on the sample size to analysing
the results of the questionnaire.

Sample size

The first question that worries people designing a questionnaire is ‘How
many should I send out?” Students’ concerns about whether they can
achieve a big enough sample are often a key factor when deciding whether
to do a survey. As it is a critical matter, this question will be dealt with
first. The answer depends on a number known as the limit or margin of
error. The purpose of taking a sample is to obtain a result that is represen-
tative of the whole population being sampled without going to the trouble
of asking everyone. The problem is that no sample can be guaranteed to
be representative. If you could take a large number of different samples
from the same population, some would overestimate and some underesti-
mate the true figure. The margin or limit of error is a measure of this
uncertainty in the representativeness of the sample.

You may not have been aware of the term ‘margin of error’. But you are
almost certainly aware of its importance. The US presidential election of
2000 provides a good example. In the opinion polls before the elections
the results were often Gore 48 per cent and Bush 50 per cent. The margin
of error on these opinion polls was +/-2 per cent. That is to say the per-
centage of the population likely to vote for Gore could have been
anywhere between 46 per cent and 50 per cent, most likely 48 per cent.
The proportion who would vote for Bush could be anywhere between 48
per cent and 52 per cent, most likely 50 per cent. The margin of error was
the same or greater than the difference between the candidates. The poll
results therefore could not be used to predict who might win. In the event,
this proved to be a very accurate forecast.

The size of sample you need depends in part on the size of the margin of
error you are prepared to accept and the size of the population from
which you are going to take the sample. If there were 1,000 employees
working in an organisation that you wanted to sample, and if you were
prepared to accept a margin of error of +/-5 per cent, then Table 4.4 can
be used to discover the number of completed questionnaires necessary.
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The figures in Table 4.4 are the number of completed questionnaires you
need to have returned. The number of questionnaires you send out will have
to be larger. In the case of a general questionnaire, a return rate of 30 per
cent would be very good. If the questionnaire was being distributed to
employees in an organisation, it might be easier to chase up the question-
naires and then a return rate of 70 per cent or more might be achievable.

Sampling frame

To send questionnaires to people you need a list of the names and
addresses of all the people in the appropriate population. Such a list is
called the sampling frame. Finding a sampling frame may be a major
obstacle. People are not inclined to give researchers access to mailing lists
for free because the information they contain is valuable, and doing so
may contravene data protection legislation. If you are doing the survey
within an organisation, then the payroll is the most reliable sampling
frame. Once the sampling frame is available, the normal process is to take
names from the list randomly until you have as many as you need in the
sample. This is known as probability sampling. It is the best form of sam-
pling because all elements in the population have an equal chance of being

Table 4.4 Estimating margin of error on sample survey results

Margin of error

Population 5% 3% 2% 1%
50 44 48 49 50

100 79 91 96 99

150 108 132 141 148

200 132 168 185 196

250 151 203 226 244

300 168 234 267 291

400 196 291 343 384

500 217 340 414 475

750 254 440 571 696

1,000 278 516 706 906
2,000 322 696 1,091 1,655
5,000 357 879 1,622 3,288
10,000 370 964 1,936 4,899
100,000 383 1,056 2,345 8,762
1,000,000 384 1,066 2,395 9,513
10,000,000 384 1,067 2,400 9,595

Note: At 95 per cent level of certainty — this means that in 95 out of 100 times the true result will be
within the range of the margin of error. There is, however, a 5 per cent chance that the true value will be
outside of the range. It is possible to set different confidence levels. If a 99 per cent confidence level
were needed, then many more completed questionnaires would be necessary.

Source: Saunders et al. (2002: 156).
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included in the sample. It minimises the possibility of an unrepresentative
sample. It can be a time-consuming process and so a systematic sample is
sometimes used. This means taking elements at fixed intervals from the
sampling frame, taking every tenth person on the payroll, for example. In
the case of activity sampling (see p. 164), systematic sampling could be
achieved by taking observations every half an hour, say. Of course, if the
subject being studied had a natural cycle that lasted half an hour (taking a
cigarette break, for example), then the sample of observations would be
highly distorted. Quota sampling is a technique that aims to ensure that
the sample is representative of the major groups in the population. If the
proportion of women and men employees is 30:70, then a quota sample
would try to reproduce this ratio in the sample. In practice it is difficult to
achieve. You may send questionnaires to female and male in the desired
proportions, but there is no guarantee that the completion rates will be the
same for the two groups and therefore the final sample of questionnaires
will not be in the correct ratio.

Many people doing Master’s dissertations resort to purposive sampling
because their problem is simply getting enough questionnaires filled in.
This is a grand way of saying that the researcher puts into their sample
whoever they can obtain access to or whoever they think may be appropri-
ate respondents for the questions they want to ask. Students often have to
resort to this technique for practical reasons. The downside is that the lack
of randomness in the sample means that any calculation of the margin of
error that might be done is unreliable.

One interesting development in the use of research questionnaires is the
use of email and the World Wide Web to deliver questionnaires and to
receive the responses. This is most easily done if you want to survey
employees in a single organisation who all have access to email and the
organisation’s intranet. One colleague conducted a survey of employees’
opinions about a new office building they had moved into. He was able to
obtain the email addresses of all the employees based in the building and
he sent them an email explaining what the research was about. The email
contained a hyperlink to a World Wide Web page that held the question-
naire. Respondents clicked on to the link and completed the questionnaire
on the screen. They were then asked to click on a button that emailed their
responses to an electronic database (also on a web page) where all the
returns were collected. This approach is more difficult to use for a public
population because not all respondents may have access to email or the
Internet and there can be problems in sending the results back to the
researcher because of the different capabilities of hardware and software.
Another problem of using email to return completed questionnaires is that
the email will come with the sender’s email address and so it is more diffi-
cult to promise confidentiality convincingly.
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Exhibit 4.3

Software for creating Web-based questionnaires

There are many software packages available for helping you create online ques-
tionnaires. Here is one that was originally written by Andy Sutton and Kristan
Hopkins Burke of Nottingham Trent University. It is called Autoform and details
can be found on the World Wide Web at http://www.ntu.ac.uk/soc/projects/
14846gp.html. Charges may be made for using it if you are not a student at
Nottingham Trent University. The developers are producing a new version of the
package that will have a different name but you will be able to access the new
software, when it becomes available, through the same URL.

Autoform is designed for people with no prior knowledge of online question-
naires. The package is Web based so you do not need to download any
software; you can create your questionnaire online. One great advantage is that
Autoform produces data that is ready for use on SPSS. It means you do not
have to define and set up the variable value labels yourself (a process that is
explained on pp. 239-40 if you have to do it yourself).

Designing a questionnaire
There are a number of general issues to bear in mind when designing a
questionnaire. They are all concerned with maximising the response rate:

® Keep the questionnaire as short as possible. Two or four sides of A4
paper would be good for research for a Master’s dissertation.

® Design it to look attractive by using the capacities of your word proces-
sor.

® Give it a logical and sequential structure so that the respondent can
easily see what the questionnaire is about and can follow its themes as
they develop.

® Divide the questionnaire into parts that correspond to the various
issues you are asking questions about. If you are going to ask for
demographic information about the respondents (such as age, sex, job
title or whatever), ask for it at the end of the questionnaire. People are
more likely to answer personal questions if they have already invested
time and effort in completing the rest of the questionnaire.

® Ask the easy questions first and the hard ones last.

® Keep any personal questions (as long as they are justified) until last.

Many students ask for too much demographic information in their ques-
tionnaires. They ask questions about age, sex, ethnicity, socio-economic
classification and so on as a habitual response rather than from a genuine
need for the information. There are two reasons for asking for demo-
graphic information. The first is to provide a way of checking the
representativeness of the people who respond to the questionnaire. If, for
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example, an organisation that has been surveyed has 20 per cent of its
staff working in technical jobs but only § per cent of those who completed
the questionnaire hold technical positions, then it may be necessary to take
this into account when interpreting the results. The second reason is to
allow you to do cross-tabulations. This is dealt with later in the chapter,
but in brief cross-tabulation allows you to enquire of the questionnaire
replies whether people with differing demographic characteristics
responded in a similar manner to the main questions asked.

Question formats

The next step in designing a questionnaire is to choose the question for-
mats that are appropriate to the information being sought. A number of
formats will be rehearsed here.

Dichotomous questions

These are questions that offer the respondent only two alternatives to
choose between. These can only be used when the issue is clear-cut. To ask
‘Is globalisation a force for good or bad in the world ... Yes/No?’ is to
reduce a complex issue to an absurd demand for a simple answer. The
question is a large and difficult one and respondents may object to having
to give a simplified response to it. The examples given below are appropri-
ately set as dichotomous questions:

Are you Male | | Female | |

The law requires all employees to have a
contract of employment True || False | |

Multiple choice questions
These questions normally provide respondents with a choice of three to
five options and ask them to choose one. There is normally a final ‘Other
(please specify)’ option. The skill in drafting these questions lies in giving
unambiguous options that are mutually exclusive:

What sort of domestic animal would you choose as a pet?

Dog | | Cat| | Bird | | Fish | | None | |

Other (please Specify) .oovvervvervvereereeneeenne.

Checklists
These are the same as multiple choice questions but the respondents are
allowed to tick as many items as they wish:

What aspects of the staff cafeteria do you think are unsatisfactory?

Menu choice | | Prices | | Quality of food [] Style and design []
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Rating scales

These questions ask respondents to rate or evaluate a service, policy or
option according to a carefully graduated scale. The respondents indicate
the nature of their opinion by marking the appropriate place on the scale:

What is your opinion of the service provided by the call centre?
Excellent Poor

1 2 3 4 5

The scale can be entirely in words. If you use verbal scales it is necessary
to be careful in writing them. A sample of patients in a hospital was asked
(Thompson, 1986: 95) to complete a rating scale question on the degree of
boredom they experienced during their hospitalisation. Here are the

results:
I was thoroughly bored throughout my stay 13%
I normally found something to occupy my time 66%
There was never a dull moment in such a busy ward 21%

The first and last statements in the scale were very extreme, of utter bore-
dom or total exhilaration. It was not surprising that most respondents
chose the mid point on the scale. The researchers redrafted the scale and
gave it to the same respondents, with the following results:

I was quite bored during my stay in hospital 18%

Although I didn’t have much to do in the ward I wasn’t 36%
particularly bored

I normally found something interesting to occupy my time 31%

There was never a dull moment 14%

This revised scale shows a much wider spread of results and differentiates
between the degrees of boredom experienced by those in the middle of the
distribution of opinion. These examples show how sensitive the results
from a rating scale question are to the phrasing used in the scale.

It is possible, by using a technique called Behavioural Anchored Rating
Scales, to attribute a numerical value to positions on verbal scales
(Mohrman et al., 1989). Such scales are often used in appraisal systems.

A further possibility is to use graphic symbols. You could use a smiley
face © to represent the positive end of a scale and a series of increasingly
scowling faces for the other end of the scale.

Ranking questions
These questions ask respondents to put a number of statements or options
into rank order:
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Verbal and numerical scales for rating

Jim Stewart

Step 1
Give a numerical value between 0 and 9 (where 9 = the greatest frequency) to indi-
cate the frequencies suggested by each of the following words and phrases.

Often Quite often
Always Frequently
Sometimes .. Rarely

Never Almost always
Usually A lot

Most of the time Seldom
Occasionally

Step 2

Ask a few friends or colleagues to do the same. Compare and discuss the ratings.

Suggested answer

The exercise normally indicates that the meanings of words about frequencies are not
fixed and that it can be dangerous to use these words in rating scales in question-
naires. It is likely that you and your colleagues agreed that ‘always’ is 9 or
thereabouts and that never was a ‘0’. However, the chances are that you and your
colleagues disagreed about the values to be placed on the other words and phrases.

Indicate your order of preference for the kind of nursing you would like to
do after graduation. Show your first choice as 1 and your least favoured
choice as 4.

Acute care..... Occupational..... Community..... School.....

Ranking questions are important because they are more useful for explor-
ing difficult questions of priorities than are rating questions. If you wanted
to find out which of five departments should bear the brunt of a major
budget cut, then a rating question would probably reveal that respondents
thought that none of the departments could manage with a swingeing cut.
However, if respondents were asked to put the departments into rank
order, according to their ability to bear a cut, most respondents would be
able to discriminate between the departments.

Likert scales
These are a form of rating scale that is commonly used to ask people
about their opinions and attitudes. The basic structure is to provide a



196 Chapter 4 o Collecting and analysing research material

series of statements, some negative and some positive in tone, and to ask
the respondent to choose a position on a five-point scale between strongly
agree and strongly disagree. It is this scale that Rensis Likert invented.

Statements Strongly Agree Uncertain | Disagree | Strongly
agree disagree

1. Training in office
management
improves one’s
promotion prospects

2. Off-the-job
training is usually
too theoretical
and impractical

3. Off-the-job training
is usually more like
a holiday than work

The straightforward way to use these questions is to analyse them one
at a time. However, as long as the statements all relate to the same subject
it is possible to use them to measure the overall opinion of an individual,
or of a sample of respondents, to a particular issue. In the example shown
above, the issue in question is attitude towards training. This is done by
deciding whether statements are positive or negative towards training. Let
us agree that statement 1 is positive and statement 2 is negative. It is then
necessary to decide whether 1 or 5 on a five-point scale is going to repre-
sent a positive attitude. Assume the number 1 is chosen to indicate a
positive attitude. As statement 1 is positive, a respondent who ticked
‘strongly agree’ will score a 1 and a respondent who ticked ‘strongly dis-
agree’ will score a 5. Statement 2 is negative and so the scoring is reversed.
Once all the statements have been scored, then a respondent’s overall score
on the statement can be calculated as a mean. If a respondent scored 20 on
five statements, then their average, or mean, score would be 4. The
researcher can then claim that, on a scale from 1 to 5, where 1 equals a
positive attitude and 5 a negative attitude, this person has a score of 4 and
therefore has a broadly negative opinion of the issue. If the scores of all
the respondents are averaged, then the result is an overall and representa-
tive measure of attitude among the population surveyed.

The use of Likert statements to measure attitudes is only valid as long as
the statements relate to the subject of the research. There are a number of
reasons why this might not be the case. One possibility is that the researcher
thinks that a statement relates to an issue but that many of the respondents
see it as unrelated. Another possibility is that some respondents may see a
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statement as positive while others see it as negative. Statement 3 in the
example shown is a case in point. Some people might think seeing training
as a holiday a bad thing. Others might think it perfectly acceptable that
training should be seen as a perk or a reward. If either of these situations
is true, then the statement should be removed from the questionnaire
because it is not a reliable indicator of the opinion being studied. There is
a technique for checking the reliability of statements, known as
Cronbach’s Alpha, and it is available in SPSS (Bryman and Cramer, 1997:
63-65). An introduction to SPSS is given in the final part of this chapter.

Needless to say, interpretivist researchers find the whole idea of measur-
ing attitudes laughable. They would argue that attitudes are too complex
to be reducible to a single number on a scale. Billig (1996: 207-208)
points out that most people are in a constant state of debate with them-
selves about their views on any issue and therefore their attitudes are
subject to constant change and revaluation.

Semantic differential

In a semantic differential question respondents are asked to rate a single
object or idea on a series of bi-polar scales. Each scale is formed from adjec-
tives (words, which are a semantic matter) that are opposites (i.e.
differential):

To me, electronic mail means:

Boring  ---i---i---i---i---i---i---: Interesting
Relevant = ---t---i---i---t---i---i---: Irrelevant
Exciting  ---:---i---i---: —--i-—-:--=: Unexciting
Nothing — ---i---i---1---1---i-—-:-—-: A lot

Appealing  ---:---i---1---:---1---:---: Unappealing
Fascinating = ---:---:---i---:1---:---:---:  Mundane
Worthless — ---i---1---i---t---1---:--=:  Valuable
Involving  ---:---i---i---i---:---:---:  Non-involving
Not needed = ---:---1---1---1---1---:---:  Needed

As with the Likert scales the respondents’ ticks can be given a numerical
value and means can be calculated, always making sure that the scoring of
the questions is adjusted to account for the mixing of positive and negative
adjectives at both ends of the scale.

Open questions

It is nearly always a good idea to have a number of open questions in a
questionnaire otherwise dominated by tick boxes. It is an irritation to
people when they are required to respond to predetermined categories.
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The provision of space for them to give an answer from their own perspec-
tive and in their own words diminishes the frustration:

SA° A U D SD Comments

Tick box questionnaires O O OO0

are annoying

Open questions are vital when the researcher is interested in new ideas or
novel points of view or cannot anticipate the likely answers.

There are a number of types of question that you should avoid. These
restrictions mostly apply to asking questions in interviews as well as to
designing questionnaires.

Leading questions
A leading question is one that, by its content, structure or wording, leads
the respondent in the direction of a certain answer. Sometimes, as in
“Wouldn’t you say...” the ploy is obvious. In other questions the leading is
more insidious.

SAA A U D SD
Teachers should be praised for their O O OO0

managerial skills, particularly in
view of the large class sizes

Hypothetical questions

Hypothetical questions ask people what they would do in a particular cir-
cumstance. What people say they might do and what they actually would
do are often quite different. Hypothetical circumstances are without con-
straint and so people answer them in terms of what it might be nice to do
or in terms of what they think others believe they ought to do. It is at least
possible that the overestimate of 12 million visitors to the Millennium
Dome was a result of market researchers asking hypothetical questions.

Presuming questions

A presuming question is one that assumes something about a respondent.
Frequently questionnaire designers make assumptions that the respondent
will both understand and know the answer to their questions.

Drafting and piloting the questionnaire

If anyone manages to write a perfect questionnaire on first draft, it must
be the result of sheer good luck. Most people draft questionnaires that are
full of mistakes, illogicalities and howlers. The following is a good exam-
ple of the mistakes people can easily make in their first drafts. It is about
the staffing resources in a college of further education:
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Are the staff that teach you (please tick one box only)
Male | Female ||
Half male/half female [
More male than female ||
More female than male [_|

It is just possible to see what the drafter meant.
The only way to prevent such problems is to pilot and test your
questionnaire.

Distributing the questionnaire
Here are a few tips for distributing your questionnaire:

® Send out the questionnaire with a covering letter that includes a ‘thank
you’ and gives instructions for returning the questionnaire.

® Repeat the ‘thank you’ and the return instructions at the end of the
questionnaire.

® If the questionnaire is sent out by post include an SAE.

® Most of the paper on people’s desk is white. Print your questionnaire
on coloured paper. It will stand out and increase the chances of it being
completed. Apparently, pastel colours are the best ones to use.

® Seek sympathy, but do not grovel. If you have sent the questionnaire to
employees, many of them will have done courses that required them to
send out questionnaires. Appeal to their sympathy for your plight to
encourage them to fill in the questionnaire.

® Offer to send people who request it, perhaps by completing a tick box
and contact details question on the questionnaire, a summary of the
findings from the questionnaire.

Checking the margin of error

When the questionnaire has been piloted it can be useful to check the
margin of error on the results. Each question will have its own margin of
error and there will not be time to check every one. Choose an important
question that gives a nominal answer, i.e. the answer can be expressed as a
percentage. The following formula can be used to calculate the margin of
error at a 95 per cent confidence level:

p(100 - p)
n

where L = the margin of error, p is the percentage answer to the question
in the questionnaire (e.g. 30 per cent of respondents ticked ‘strongly
agree’) and n = the number of questionnaires (the sample size).
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The attitudes towards staff appraisal questionnaire

Review the following fictitious questionnaire and identify as many mistakes and bad things about it as you can.
Treat it as a first draft.

Survey into staff attitudes on the performance appraisal scheme

The organisation’s Investors in People (liP) accreditation is coming up for renewal. As part of the preparation for the
visit of the inspection team this questionnaire is being sent to all staff to complete. You can return the completed
questionnaire in the envelope provided to your line manager. The questionnaire is anonymous. When the results
have been analysed it will provide the information necessary to show that the organisation’s appraisal scheme is
effective and supports our investment in you, our employees.

The questionnaire is also available on the organisation’s intranet at www.skegmouthindustries.com/
investorsinpeople/appraisal/survey/Ab2593602/responses/289993355/html. If you fill it in on the screen you can
email it to the HRM department.

It takes just a few minutes to fill in the questionnaire and the managing director is looking for a very high response rate.
Please tick the boxes as appropriate.

Part 1
1. What is your role in the organisation?
Top management team 1 Senior manager 6
Upper middle manager 2 Middle manager 7
Senior team leader 3 Team leader 8
Core worker 4 Casual worker 9
Blue-collar worker 5
2. What age are you?
Under 12 1310 15 15 to 21 22 to 30 30 and over
10 1 12 13 14
1 2
3. Areyou male female

4. How would you describe your ethnic and cultural origins?

UK I:l Indian I:l
European I:I Pakistani I:I
African I:I Other Asian I:I
Caribbean D

Other (please SPeCify) .......cocuveuveuiennennenn.

5. Have you applied for a job outside the organisation within the last year?  Yes No
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Exercise 4.9 continued

Part 2

6. How many days absence have you had in the past two years? I:I
7. Do outside interests take up much of your time? Yes I:I No I:I
8. Have you had an appraisal this year? Yes I:I No I:I

9. My appraisal was Exceedingly helpful and beneficial I:I

Quite helpful I:l

A complete waste of time I:l
10. Did you find
The preparatory documentation very satisfactory satisfactory acceptable
The appraisal interview very satisfactory satisfactory acceptable
Your performance ratings very satisfactory satisfactory acceptable
How often do you? frequently sometimes occasionally

1

—_

. Review your performance
against targets and objectives

]
]

regularly frequently sometimes

12. Review your personal
development with your manager

]
]

often occasionally rarely

13. Discuss your career ambitions
with your manager

]
]
]

Part 3 Please read the statements below; decide whether you strongly agree, agree, disagree or strongly disagree,
and then circle the number below your choice.

Strongly Disagree Agree Strongly
disagree agree
14. An effective appraisal scheme improves 1 2 3 4
the organisation’s performance.
15. The performance pay element of the appraisal 1 2 3 4
scheme is fair and motivates me to perform better.
16. Without an appraisal interview my staff 1 2 & 4

development needs would not be met.

17. If a peer mentoring scheme were introduced it
would help me become better at my job and | 1 2 & 4
would take part with enthusiasm.
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Exercise 4.9 continued

Part 4

18. The appraisal system benefits me and the organisation because...
(please complete the sentence in not more than 50 words)

19. What changes would you like to see made to the appraisal system?

Suggested answer

® The introduction to the questionnaire presupposes that the results will support the organisation’s reaccreditation.
This makes the questionnaire a series of leading questions because the respondents will know which answers
they are expected to give.

® The instructions on what to do with a completed questionnaire are confusing. The lengthy URL for the web version
of the questionnaire is far too complex for anyone to wish to type into his or her web browser. It would be all right if
the notification of the questionnaire had been sent by email and people had only to click on to the hyperlink.

e Never suggest how long it takes to fill in a questionnaire. Some people will do it quicker and think they must
have missed something. Some will take longer and think themselves ‘thick’.

e The general instruction to ‘tick the appropriate boxes’ does not apply to all questions. Some require answers to
be circled.

Q1. This is a multiple choice question but the options presented are ambiguous. Terms such as ‘upper middle’
have no commonly agreed definition. Other options (casual worker, blue-collar worker) could be seen as
disrespectful. There is also a technical problem. The logic of the possible answers is hierarchical and it
zigzags from left to right and back again; the numbers, however, proceed first down the left-hand column
and then down the right-hand column. The numbers are unnecessary in any case. They are probably data
input field numbers to help the staff who type the completed questionnaires into computer databases.
However, they are of no relevance or interest to the people filling in the questionnaire.

Q2. The options provided leave out 12-year-old people and leaves 15-year-olds a choice of two categories to
check. People over 30 years old may regard the options as a little insulting. 12-year-olds don’t work.

Q3. This is probably acceptable.

Q4. The options in this multiple choice question are not mutually exclusive. A person might quite honestly tick
several boxes; UK (because they are a UK citizen), European (because we are part of the European Union),
Caribbean (because they were born there) and Indian (because they are Hindu and live by Indian social
customs). The options do not cover enough of the range of possible responses. Several groups may feel
less than pleased at being thrown together in the category of ‘other Asian’.

Q5. This is the sort of question people may be uncomfortable answering unless they feel very confident of
anonymity. The phrase ‘within the past year’ is ambiguous. Does it mean the calendar year, within the last
12 months or within the past financial reporting year?

Q6. It is most unlikely that the respondent will know the answer to this question unless it is very simple one,
such as having had no days off. Questions ought not to be asked if it is suspected that the respondents
will not know the answer.

Q7. This is an impertinent question. Both in the sense that it is not relevant to the subject of the questionnaire
and because it is also a question to which the employer has no right to know the answer. There was prob-
ably some hare-brained notion behind the question, such as that people with strong outside interests will
be less committed to work and will have a lower opinion of appraisals.
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Exercise 4.9 continued

Q8. There is a phenomenon in the literature on appraisal known as the ‘disappearing appraisal’. If you ask
appraisers whether they have conducted an appraisal, they will answer yes far more often than the staff
they are supposed to have appraised. The issue is whether different groups might have different under-
standings of what appraisal is.

Q9. This question can only be answered if the respondent has reported that they have had an appraisal inter-
view. The three options presented do not give a graduated set of responses to the question. The middle
option is likely to be the mean position whereas the other two options are very extreme and are likely to
occupy positions at the far end of the normal distribution ‘bell’ curve. In other words, the options are not
very sensitive to the likely range of responses to the question.

Q10. This rating scale is so crass as to be unbelievable. | have seen it used in a feedback questionnaire on cus-
tomer service in a hotel.

Q11. The rating scales in this block of questions are very loosely drafted so that the same words appear in dif-
ferent places on a three-point scale.

e Part 3. This section uses Likert scales. However, the mid point in the scale has been left out. This raises a con-
tentious point of debate in questionnaire design: whether it is acceptable to have an even number of points on a
scale or whether it is always proper to have an odd number of points. The argument for even-numbered scales is
that it forces respondents to take a view one way or another and this gives managers useful information. The
argument in favour of odd-numbered scales is that most people take a neutral or a ‘not sure’ position on most
issues and therefore the mid point of ‘uncertain’ on the Likert scale is necessary to record their position. As |
heard someone say on the radio when talking about how he had felt when responding to a pollster’s questions,
‘What | actually thought is that there were points in favour of the thing and points against it and that both sets of
arguments were open to questioning.’

Apart from this general point it should be noted that the scale is presented ‘strongly agree’ first in the instruc-
tions and ‘strongly disagree’ first in the places for the respondents’ answers. This leads to a further problem. The
Likert scale is presented in an order that is the reverse of that normally used. The normal order is given in the
rubric to this block of questions but is reversed for the questions themselves. There is a danger that people
might respond according to the anticipated, normal order and not to the actual order of the scale.

Q14. This question is tautological — an effective appraisal scheme can only improve an organisation’s perform-
ance: if it did not it would not be effective.

Q15. This is a double question. A performance pay element could be fair but not motivate, or motivate because
it is not fair, or be both fair and motivating.

Q16. This question contains a double negative. This always increases the ambiguity of a statement or question.
People often assume that if people say yes to a double negative question, then the opposite must also be
true; i.e. if they agree with the statement in Q14 then they must believe that with an appraisal interview
their development needs would be met. This is not necessarily so.

Q17. This is a hypothetical question. Seldom give credibility to the answers to such questions.

Q18. This statement belongs only in a quiz on the back of a cereal packet.

Q19. This is OK but there is not enough space given to answer it.

e General. The sequencing of the questions is wrong. The first questions should be about the subject of the ques-
tionnaire — not, as in this case, about the respondent. Demographic questions about the respondent should be
at the end of the questionnaire. There are in any case too many demographic questions. They outweigh the
questions about appraisal. There is no particular reason that the questionnaire should be divided into four parts.

The questionnaire is also unattractive and poorly designed. It would be nice if there were a ‘thank you’ at
the end.
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If you do not like formulae you can use the nomogram shown in Figure
4.8. Take a ruler and place it on the correct point on the ‘number in
sample’ scale (using the 95 per cent confidence side of the scale); pivot the
ruler until you have it on the appropriate point of the ‘percentage occur-
rence’ scale and read off the margin of error on the middle scale.

This formula, and the nomogram, can only be used on their own where
the population that was sampled was very large or, what may be the same
thing, the sample was less than 10 per cent of the population. They can,
for example, be used for identifying the margin of error on activity sam-
pling results (see p. 164). In this case n = the total number of observations
made. As the number of points in time at which observation might be

Percentage Error Number in
occurrence (P%) (accuracy required) sample
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Figure 4.8 The nomogram
Source: Moore (1980: 250) and also Whitmore (1975: 126).
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made is very large (you might observe every second), so we can assume
that with activity sampling the sample of observations will always be a
small proportion of the total time. However, with the kind of surveys and
questionnaires MBA and Master’s students typically do, it is quite likely
that the sample will be a large percentage of the population, especially if
the survey population is within a department or an organisation. There
may be 400 employees in a department, for example, and it would be
quite easy to survey more than 10 per cent of them. This is good news for
MBA researchers. Where the sample is a relatively large proportion of the
population the limits of error will be smaller than those suggested by the
formula and the nomogram. Looked at obversely this means you can get
the same margin of error with a smaller sample size. To work out the mar-
gins of error in this situation you add a correction element to the formula:

p(100-p) N-n

L=2, ———"x —=— This last term is the adjustment element
n N-1

In the adjustment element, N = the size of the total population and n = the
sample size.

If the margin of error is unacceptably high you will need to have more
questionnaires completed to reduce it to a proper level. The following for-
mula can be used to calculate the total number of questionnaires needed.
You can of course also use the nomogram to avoid doing the mathematics.

Exercise 4.10

Margin of error

In a survey in a department of 500 employees, 200 completed questionnaires were
returned. Of these, 48 per cent of the respondents strongly agreed with the statement
‘Tea trolleys improve morale at work’. Use the formula to calculate the margin of error.

Answer

The margin of error on the result would be +/-5.5 per cent so the true figure will lie
somewhere between 42.5 per cent and 53.5 per cent, most likely around the 48 per
cent mark. If you cross-check this result with Table 4.4 you will see that it recommends
that 217 questionnaires would be needed to get a margin of error of +/- 5 per cent.
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The choice of an acceptable margin is up to the researcher, but +/- 2 per
cent or +/—5 per cent would be conventional options:

4p (100 - p)
L2

n-=

If the sample size calculated from the formula or read from the nomogram
is a large percentage of the population, then the following formula can be
used to calculate an adjustment factor:

Adjust t factor = ———
justment ractor N+n—1

where N = total population size, and n = sample size calculated from the
formula or read from the nomogram.

It may well be that the numbers needed to reach a low margin of error
cause panic for part-time researchers for whom it may be difficult, because
of shortage of time if nothing else, to obtain and process such volumes of
questionnaires. One piece of good news is that if the results are highly
skewed, for example if 80 per cent of respondents ‘strongly agreed’, then
acceptable margins can be achieved with relatively smaller sample sizes. You

Exercise 4.11

Sample size

Assuming a margin of error of +/-5 per cent is acceptable, what is the total number of
completed questionnaires that would be necessary to achieve it if there were 200
employees in the population and in a small pilot study 48 per cent had agreed with a
statement and 52 per cent disagreed?

Answer

The total number of observations necessary to achieve a margin of error of +/-5 per
cent would be 1383. Let us see how this is arrived at. If you use the nomogram a pro-
portion of 48 per cent (or as close as you can get it on the scale) and a margin of
error of +/-5 per cent, this gives a sample size of 400 or thereabouts (the figure is 399
if you calculate it using the formula). As this sample size is a high proportion of the
whole population — in fact, of course, it is much bigger than the size of the entire pop-
ulation, which is only 200! - you can apply the adjustment formula. If you put the
figures into the formula you get:

200

20053091 0534

When you multiply the suggested sample size of 399 by the adjustment factor (0.334)
it gives you a sample size of 1383. If you check this with the figure suggested in Table
4.4 you will find it very close (132).
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can discover this for yourself by using the nomogram. The minimum sample
sizes given in Table 4.4 are ‘worst case’ figures because they are calculated
on the assumption that the sample is equally split, 50:50, on issues.

Do not let trouble with margins of error put you off using question-
naires. The dissertation markers are conscious of the problems of
obtaining large numbers of completed questionnaires, especially when the
project is only part of the demands made by a part-time course on stu-
dents who also have jobs to manage and friends and families to talk to. If
the margins are low, dissertations are not marked down if you have made
reasonable efforts to get questionnaires filled in and if you recognise the
limitations that a small sample places on the results.

This section has concentrated on questionnaires as an example of pre-
structured research methods. There are, of course, as suggested in the first
part of this chapter, many other means of collecting quantitative material.
You may have used activity sampling or obtained material from organisa-
tional or publicly available databases. The next section provides some of
the basic statistical tools you might need to analyse the material.

Analysing the material: basic statistical analysis of data
- Diannah Lowry

Introduction

‘Oh no, not statistics!” we can hear you say. Do not be put off by the thought
of statistical analysis. You may not be aware of it, but you are probably
using statistical thinking in your everyday life. Any time you use phrases such
as: ‘On average I drive 65 miles a week’ or “We can expect snow at this time
of year’ or “The earlier I start work on my dissertation, the better I am likely
to do’ you are making a (rough) type of statistical statement.

Statistics has its genesis in the somewhat contentious philosophical view
that our observations of the world can never be totally accurate. Statistics
thus arises out of ‘caution in the face of uncertainty’ (Rowntree, 1991:18),
and enables us to estimate the extent of our errors when making observa-
tions and generalisations.

Moreover, statistics is not an invention of the so-called ‘modern’ era.
Statistical thinking in one form or another has been around throughout
the ages. The Old Testament tells us that the pharaohs of Ancient Egypt
had a keen interest in collecting data about how many people they had
available to build pyramids and fight wars, and how much wealth they
could extract in taxation. Domesday Book assembled for William the
Conqueror is another example of a compendium of statistics about the
population and available resources. Statistics also has some origins in
gambling. In the seventeenth century the French mathematician Blaise
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Pascal tried to assist a gambling friend to ‘figure out the odds’ on the dice
table. Such musings resulted in ‘the theory of probability’, a theory that
has since revealed its explanatory and predictive powers in diverse areas
such as business, astronomy, genetics and even warfare.

The examples of statistical thinking described above reveal two differ-
ent types of statistical thought. The statement ‘On average I drive 65 miles
a week’ is essentially descriptive. The statements ‘We can expect snow at
this time of year’ and ‘The earlier I start my dissertation, the better I will
do’ go beyond description and infer what is likely to happen in the future.
There is thus a distinction between descriptive statistics and inferential sta-
tistics. The former is concerned with generalising from a sample, whereas
the latter is concerned with generalising from a sample to make estimates
and inferences about a wider population. How safe is it to make generali-
sations from a part to a whole? This is what statistics is all about:
quantifying the probability of error. It is this issue that is covered below.
Bear in mind that this is a section on basic statistical analysis, and is there-
fore confined in its scope to the forms of analysis you may wish to
undertake. We do not expect you to become statistical masters as a result
of conducting a single piece of research. If you require more detail in any
of the areas discussed, feel free to consult a more in-depth guide to statisti-
cal procedures.

Now, take a breath and relax — it’s really not that hard!

Types of variable
Samples are made up of individuals. The individuals (or ‘members’) in the
sample may be humans, squirrels, pay rates, alcoholic beverages or what-
ever. All members of the sample will share some common attribute or
characteristic we are interested in. In the case of employees, we may be
interested in salary level, level of job satisfaction, hours worked, number
of hours spent training, etc. Furthermore, each member will differ from
one or more of the others on these characteristics. In looking at members
of a sample we ask how they vary among themselves on one or more of
such characteristics. Because of the variation among members, such char-
acteristics are called variable characteristics or, more simply, variables.
Suppose you are thinking of purchasing a second-hand car. Can you list
some of the variables that you would consider in choosing a vehicle? No
doubt you would consider some or all of the following as variables of interest:

® price

® make (e.g. Peugeot, Fiat, Rover, Toyota)

® type (e.g. estate, four-wheel drive, soft top)
® colour
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age
condition (excellent, acceptable, poor)
mileage

transmission type (automatic or manual)
size of engine.

How do you evaluate each individual car, in the sample available to us, in
terms of these variables? This depends on the type of variable.

With variables such as price, age, mileage and size of engine we
are looking at quantity variables. Such variables can be either discrete or
continuous.

A discrete variable is one in which the possible values are clearly sepa-
rated from one another. Take family size for example: a family can have
one child, or two or three, etc., but it cannot have 2.5 or 3.75.

Continuous variables, however, do have possible values between them.
Take the variable of height as an example. A child may be three feet high
this year and three feet six inches next year. In the meantime, however,
they will have not just been three feet one inch and three feet two inches,
but an infinite number of heights in between: 3.0001 feet ... 3.00015 feet
... and so on.

Discrete variables imply counting, whereas continuous variables require
a measurement system. Now, let us go back to the variables involved in
the purchase of a second-hand car. Among our car variables ‘price’ is dis-
crete, since the asking price of the vehicle could be £4000.00 or for some
incredibly unlikely reason it may be £4000.01; but there is no possible
price between these two, or between any other two that are more than 1
pence apart. Also, given the car registration system in the United
Kingdom, ‘age’ could also be considered a discrete variable (all ‘G’-regis-
tered cars are 1990 models, etc.). Size of engine is also a discrete variable —
1.4 litre engines are distinct from 1.6 litre engines, and so on. Mileage, on
the other hand, is continuous: the mileage may be 30,000 or 120,000
miles or an infinite number of possible miles in between.

With a variable such as ‘make of car’ we set up categories, e.g. Toyota,
Rover, Peugeot and so on. Then we categorise each car simply by noting
its name. This type of variable is called a category variable. A category
variable such as ‘make of car’ is sometimes called a nominal variable
(from the Latin nominalis = of a name). Other variables listed above
include ‘type of car’, ‘colour’ and ‘transmission type’ and these are also
category variables (they are also nominal variables).

You may have considered ‘condition of car’ to be a category variable,
and indeed it is, since there are three categories of condition mentioned:
excellent, acceptable and poor. This is, however, a different type of cate-
gory variable. Since the categories can be ordered according to condition,
this type of category variable is called an ordinal variable.
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Variable
Category Quantity
Nominal Ordinal Discrete Continuous
(counting) (measuring)

Figure 4.9 Types of data

Figure 4.9 summarises the types of variables discussed here.

As you shall soon see, different variable types require different statistical
analysis, the main difference being between category and quantity vari-
ables. Before we move on, however, it is important to note that data about
quantity variables can be converted into category data. For example, cars
under 1.4 litres can be converted into ‘small engine capacity’, those
between 1.6 litres and 1.8 litres as ‘medium engine capacity’, while any-
thing over 2 litres could be categorised as ‘large engine capacity’. The
drawback to this sort of method is that loss of information occurs. If the
numbers in each category are recorded, we lose data about exact (actual)
information. This sort of sacrifice is sometimes worthwhile in order to
make data easier to handle. However, the sacrifice should not be made
without weighing up the pros and cons.

There is another important aspect in analysing variables. You will need
to differentiate between the independent variable(s) and the dependent
variable(s). The dependent variable is the variable of interest to you in your
research question. Suppose, for example, that you were researching pay dif-
ferentials between full-time employees and part-time employees. In this study
the variable of interest is amount of salary, and this is then the dependent
variable. It is dependent on employment status; hence employment status is
termed the independent variable in this particular piece of research. Your
software package will ask you to identify your independent and dependent
variables in the course of the statistical tests you choose to use.

Summarising data and making them useful

Available software packages these days make it easy to summarise large
amounts of data in diagrammatic form. For example, the most common
methods of summarising categorical data include tables, histograms and
pie charts. Excel and SPPS can easily facilitate these summary statistics.
However, you will need to become acquainted with the software of your
choice in order to produce the diagrams. Do not be concerned - these
sophisticated packages include ‘tutorial sessions’ that clearly demonstrate
how to generate the desired summary.
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Summarising categorical data

Tables display data either in their ‘raw’ form or in percentages. From a
table, it is often possible to determine the ‘mode’ of the sample. The mode
of a distribution is the category that occurs with the greatest frequency. It
is the most ‘fashionable’ or popular value. For example, size 7 is the mode,
or modal value, in women’s shoes — it is the size that most shoe shops sell
in the greatest quantity.

Histograms and pie charts provide a diagrammatic view of differences
in proportions. An example of a histogram is provided in Figure 4.10.

Histograms are particularly useful if you wish to compare one category
with another (by comparing the heights of the columns). However, if you
wish to compare each category (piece) with the total, a pie chart is more
illustrative. An example of a pie chart is provided in Figure 4.11. There is
a tendency to overuse pie charts in dissertations. If half the respondents to
a questionnaire are male and the other half female, a pie chart illustrating
the fact adds little.

Summarising quantitative data

The techniques for summarising quantitative data include the methods of
determining measures of central tendency, as well as measures of disper-
sion. Statistical packages will calculate these measures for you. Measures
of central tendency include the median and mean, while measures of dis-
persion include the range and standard deviation. Lets look at these a little
more closely, without going into too much mathematical detail.

The median value (from the Latin for ‘middle’) is a kind of representa-
tive value that indicates the centre of a distribution. The median is the
value that splits the distribution of data into half. There should be as
many observed values greater than the median as there are less. Thus, if
the following were the number of miles driven by seven postgraduate stu-
dents per week:

40 = I Gender

30 [ ] Female
o0 b D Male
0 I I I I T J

1-3 3-5

Under 5-10 10-15 15-20 Over 20
1 year years years years years years years

Per cent

Time in current position

Figure 4.10 Time in current position by gender
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Weekends only

Nights only

Weekends and nights
Any time
Days only

Figure 4.11 Availability for work of casual employees

0 16 18 20 33 48 68

the median here would be 20 (miles per week). That is the value with
equal numbers of observations greater and lesser. When the number of
observed values is even, the median is quoted as the value halfway
between the two middle values. Thus, if our sample looked like this:

0 16 18 20 33 48

the median here would be halfway between 18 and 20 (18 + 20)/2 = 19;
and 19 is thus the value that has equal numbers either side of it (even
though no student actually drove just 19 miles).!

A more commonly quoted representative value is the arithmetic mean.
As you are probably aware, the mean is simply the average of the sample.
It is calculated by adding together all the observed values and dividing by
the number of observations. As a measure of central tendency, the mean
has an advantage since it is usually stable from one sample to another.
However, if there are extreme outliers (see footnote), these extreme values
will distort the mean. In such cases the median is preferred as a measure of
central tendency.

The range is an elemental form of a measure of dispersion. It is a simple
calculation where the lowest value is subtracted from the highest value.
While it is a simple measure to calculate, we cannot put too much faith in
it. It depends on just two values — the two most extreme cases. These may
be outliers, and not typical of the sample. Thus, the range may provide a
distorted view of the sample.

T The median is a good way of summarising data when there are a few extreme (high or low) values
observed (these are termed ‘outliers’). Their effect would be to distort the mean.
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A more comprehensive measure of dispersion is the standard deviation
of the sample. Identifying the standard deviation is a way of indicating a
sort of ‘average’ amount by which values deviate from the mean. The
greater the dispersion, the bigger the deviations and the bigger the stan-
dard deviation of the mean. Consider the following sets of values:

(a) 6 24 37 49 64 (mean = 36)
(b) 111 114 117 118 120  (mean=116)

The values in (a) are more dispersed (i.e. they deviate more from the
mean) than those in (b), so it is likely that the standard deviation is larger.
Let us see why, by calculating how each value in (b) differs from the mean

of 116:
Value: 111 114 117 118 120
Deviation from 116: -5 -2 +1 +2 +4

We cannot take an average of these deviations, since there are negative
values. In order to overcome this, we square each deviation, and thus get
rid of the minus signs:

Deviations: -5 -2 +1 +2 +4
Squared deviation: 25 4 1 4 16

The mean of these squared deviations is called the variance:
Variance = (25 +4 + 1 +4 + 16)/5 =50/5 = 10

The variance is a measure with some good uses. However, if the original
values were, say, ‘heartbeats per minute’, then the variance would be so
many ‘square heartbeats per minute’! So, in order to get the measure of
dispersion back into the same units as the observed values (and the meas-
ures of central tendency), we take the square root of the variance — and
this is termed the standard deviation:

Standard deviation of distribution (b) = V10 = 3.16

The same process of calculation for (a) above reveals a standard deviation
of 20. We can thus comment that the distribution of (a) is much more
dispersed.

The remaining discussion on significance and specific statistical tech-
niques is, at best, basic and brief. The intention here is not to overwhelm
you with statistical theory or formulae. The remaining sub-sections merely
serve to introduce you to some of the issues and methods you may like to
consider in analysing your data. As stated above, you will need to supple-
ment the materials provided here with reference to slightly more detailed
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texts on statistical methods, or alternatively consult the handbook that
accompanies your statistics software package of choice.

Comparing samples and tests of significance

It may be the case that you wish to compare two or more samples in your
research. Suppose, for example, you were interested in comparing the
annual salaries of permanent and part-time workers. You may do this by
comparing the mean salaries of each group. However, how do we know
whether the mean salaries are significantly different from each other? In
statistical thinking, ‘significant’ does not just mean ‘interesting’ or ‘impor-
tant’. A significant difference is one that signifies a real difference in
populations. We will get back to this point in a minute. For now, we must
consider another concept.

Researchers are expected to be cautious, and they have thus developed a
cautious convention. The convention is that we test for a significant differ-
ence by asking: ‘Could it be that the difference is not significant?” So we
start out by assuming there is 7o real difference between the salary levels
of permanent and part-time employees. This assumption or hypothesis is
called the null hypothesis. This hypothesis is under attack in all research.
If the difference between means turns out to be too big to be explained
away as chance variation, then we must reject the null hypothesis, and we
must replace it with an alternative hypothesis. The alternative hypothesis
is that there is a difference between the salary levels of permanent and
part-time employees.

Now, we may further hypothesise that permanent employees receive
higher annual salaries than part-timers. If we are testing this, we have a
directional research question. We are suggesting a direction of findings.
This type of testing involves a one-tailed test, and you must select this
option on your software package in your process of analysis. I will not go
into the mathematics of one-tailed tests — it is beyond the scope of this dis-
cussion. Just remember to choose the option in your analysis. If, however,
you are not suggesting any direction in your research question (i.e. sug-
gesting the results could go either way), you will need to use the two-tailed
test option in your computer analysis.

Let us get back to that somewhat significant matter of ‘significance test-
ing’. It was stated earlier that a significant difference shows a real
difference in populations. But how big does a difference have to be in
order to be considered significant?

The two common cut-off points in statistical analysis are the 5 per cent
level and the 1 per cent level (written as 0.05 level and 0.01 level). This
type of information will be displayed in the results of your computer
analysis on your statistical software. A difference is less significant at the
0.05 level than at the 0.01 level. Any result of a test of significance greater
than 0.05 would result in acceptance of the null hypothesis (i.e. there is no
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difference between the samples). A difference at 0.05 is called ‘significant’,
while a difference at 0.001 is called ‘highly significant’ (both lead to
acceptance of the alternative hypothesis, i.e. there is a difference between
the samples).

Statistical tests for quantitative data

Comparing two means — the t-test

If you have two groups and you would like to test the difference in their
mean scores, an appropriate test is the t-test. This test of means will be
included as a simple option (just click the option) in your statistical soft-
ware package and as such the rather complicated formula underlying the
test statistic will not be included in this discussion. (Refer to a statistics
text if you require the mathematical logic and formula underlying the
test.) Suppose, for example, that a researcher wants to test the different
levels of job satisfaction (converted into quantitative data) between perma-
nent and casual employees. The t-test would be an appropriate test in this
case. Your computer will provide you with a t-statistic and a significance
level. Remember, if the significance level is 0.05 or less you can reject the
null hypothesis, and conclude that one group does differ from the other in
terms of job satisfaction.

Comparing several means — ANOVA (F-statistic)

Let us say the same researcher wanted to compare three groups in terms of
their job satisfaction — permanent employees, fixed-term contract employ-
ees and casual employees. In this case, with more than two groups, the
t-test cannot be used. Instead we use what is called an analysis of variance
test (or ANOVA). As the name suggests, the test involves comparing vari-
ances to make inferences about the means. The logic of this test goes
something like this: the variance of the means of the three groups will be
large if the groups differ from each other in terms of satisfaction level. If the
variance within groups is compared with the variance between groups, it can
be determined whether the means are significantly different. You are lucky
that your computer will do all this for you! The ANOVA test results in what
is called the F-statistic (named after the British statistician R.A. Fisher). The
larger the ratio of variance, the greater the value of the F-statistic. A high F-
statistic usually indicates that the results are significant. Once again,
however, your computer will provide you with significance levels.
Remember, if the significance level is 0.05 or less you can reject the null
hypothesis, and conclude that the groups differ in terms of job satisfaction.

Analysing relationships — correlations

Correlation analysis is a measure of association (relationship) between
two or more variables, and is calculated from standardised measures of
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Figure 4.12 Positive correlation

covariance (but do not worry too much about this latter piece of informa-
tion). There are three kinds of correlation: positive, negative and zero.
With positive correlation changes in one variable are accompanied by
changes in the other variable and in the same direction. In other words,
larger values in one variable tend to go with larger values in the other.
This is illustrated in the scatter diagram shown in Figure 4.12.

However, in equally strong relationships, the two variables change in
the opposite directions. Larger values on one will tend to go with smaller
values on the other. This is called a negative correlation. For example,
there may be a negative correlation between age and willingness to learn
about statistics within a group of students, i.e. younger students may
be more willing to learn about statistics, and older students may be less
willing to do so.

If there were no clear tendency for the values on one variable to move
in a particular direction (up or down) with changes on another variable,
then it could be said that we are approaching a zero correlation. For
example, the relationship between age and height of female postgraduate
students may well approach zero correlation. A zero correlation is illus-
trated in the scatter diagram of Figure 4.13.

As alluded to above, correlations vary not only according to direction
(+ or =) but also in strength. Your computer will calculate a numerical meas-
ure to indicate strength of the relationship, and this is called the correlation
coefficient. It is represented by the letter 7. The correlation coefficient (r)
cannot lie outside the range between —1 and +1. Those two values of  repre-
sent, respectively, perfect negative and perfect positive correlation. When 7 =
0 there is no correlation at all. The closer the correlation gets to +1 or -1 the
stronger the correlation; the closer it gets to O the weaker it is. Table 4.5 is a
rough guide to interpreting correlation coefficients.

Your computer package will be able to display a correlation matrix for
you if you are investigating the correlation between a number of variables.
An example of a correlation matrix is provided in Table 4.6.
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Figure 4.13 Zero correlation
Table 4.5 Interpreting correlation coefficients
Correlation coefficient Strength
0.0to 0.2 Very weak, negligible
0.2t0 0.4 Weak, low
0.4t0 0.7 Moderate
0.7t0 0.9 Strong, high, marked
09to1.0 Very strong, very high

Source: Rowntree (1991:170).

To illustrate correlation from Table 4.6, management skills is related to
promotion satisfaction, organisational commitment is related to manage-
ment skills, and organisational commitment is related to job satisfaction.

A serious word of caution needs to be included here: correlation does
not imply causation. If variables X and Y are correlated, this may be
because X causes Y, or because Y causes X, or because some other variable
is affecting both X and Y, or for a mixture of these reasons, or the whole
relationship may be a coincidence.

This perhaps requires further explanation. Consider the following: no
matter how highly correlated the rooster’s crow is to the rising sun, the
rooster does not cause the sun to rise. Another example is that it has
been found that there is a high correlation between lecturers’ salaries and
alcohol consumption over a number of years. This does not indicate that
lecturers drink, nor does it indicate that the sale of alcohol increases lec-
turers salaries. A more likely explanation is that both salaries and
alcohol co-vary because they are both influenced by growth in national
income and/or population. So, variables can be statistically related,
but not causally related (when this is the case, they are usually termed
spuriously related).



218 Chapter 4 ¢ Collecting and analysing research material

Table 4.6 Correlation matrix of size, location and work context factors with satisfaction, organisational
commitment, intent to stay and performance commitment

1 2 3 4 5 6 7 8 9 0 11 2 13

1. Size 1.0

2. Location .07 1.0

3. Work scheduling 14 .01 1.0

4. Wage satisfaction 15 .02 47 1.0

5. Social integration .02 04 26 .28 1.0

6. Promotion satisfaction .05 .13 48 32 .33 1.0

7. Management skills .03 09 62 41 34 61 1.0

8. Involvement 1110 02 .01 12 .08 .08 1.0

9. Intent to stay .06 .02 34 20 .11 20 25 .13 1.0

10. Organisational commitment .01 06 46 .34 31 49 64 .07 39 1.0

11. Satisfaction .03 .01 44 34 33 34 44 04 39 61 1.0

12. Work commitment 00 01 .19 .09 .08 .18 31 .08 .18 .45 26 1.0
13. Performance commitment .00 .03 17 09 13 20 23 .05 .27 35 .35 .18 1.0

Statistical tests for categorical data

Comparing proportions — the chi-squared test (x?)

This is one of the most widely used categorical variable tests in the social
sciences. The symbol is the Greek letter chi, pronounced ‘kye’ as in ‘sky’.
This test informs us as to whether the collected data are close to the value
considered to be typical and generally expected, and whether two vari-
ables are related to each other. Suppose we wish to see if there were any
signs of correspondence between an applicant’s gender and whether or not
they have had prior work experience. Essentially the data obtained in a
study (observed frequencies) are compared with expected data (expected
frequencies), and the actual differences determine the level of significance.
An example of these is provided in Table 4.7.

The steps involved in the chi-squared test go something like this (again,
do not worry — your computer does it for you). First, a contingency table
is constructed. Then observed frequencies are identified and expected fre-
quencies are ascertained. Expected frequencies are subtracted from the
observed frequencies — these differences are then squared and divided by
the number of expected frequencies. Your computer will provide you with
a chi-squared statistic and will indicate its level of significance.
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Table 4.7 A contingency table

Obtained frequencies: work experience

Yes No Total
Male 70 30 100
Female 50 50 100
Total 120 80

Expected frequencies: work experience

Yes No Total
Male 60 40 100
Female 60 40 100
Total 120 80

Cross-tabulation is often used to analyse questionnaire results and chi-
squared can be used in association with it. Cross-tabulation is the
comparing of respondents’ answers to one question in a questionnaire in
relation to their answers to other questions. Most commonly respondents’
replies to questions on the substantive theme of the research are compared
with the respondents’ demographic characteristics such as their age, sex,
length of service and so on. Cross-tabulation can best be explained by
example. Let us imagine a staff satisfaction survey in a large organisation.
One question might ask whether people thought they experienced discrim-
ination at work because of their ethnic origin, sex or disability. The
question might use a rating scale.

I am treated fairly on I have been treated

grounds of sex, race unfairly on grounds of

or disability

sex, race or disability

1

2

3

4

5

69.2%

14.7%

10.9%

3.2%

1.9%

The results (shown above) would probably be regarded by management as
positive. It might, however, be thought interesting to cross-tabulate the
results with answers to the question about the sex and ethnic origin of the
respondents. Table 4.8 gives the results when analysed according to whether
respondents saw themselves as a member of an ethnic minority group.

An inspection of Table 4.8 suggested that people who considered them-
selves to be in an ethnic minority ticked the ‘treated fairly’ end of the scale
less often than those who did not consider themselves to be in an ethnic
minority. When the other parts of the scale are considered, which all imply
a degree of unfairness, the ‘ethnic minority group’ always scored higher
than the non-ethnic minority group. While the survey may show that dis-
crimination is not a major problem, the cross-tabulation suggests that the
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ethnic minority group sees it as rather more of an issue than the non-
ethnic minority groups do. But are these differences statistically
significant? The chi-squared test can be used to provide an answer.

The use of chi-squared begins with a null hypothesis, which is that there
is no association, or difference, between the responses to the two questions
in the cross-tabulation. A null hypothesis means that the responses to one
question are not associated with differences in responses to the other ques-
tion. SPSS reports the value of a chi-squared test for the above data as
13.557 with a significance level of 0.009 (on a probability scale of 0-1).
The significance level is the probability that the null hypothesis is true. In
this case the probability is 0.009, or 0.9 per cent. The significance level of
0.009 is smaller than 0.05 and smaller than 0.01. The differences are
therefore significant at the 0.01 level. In other words, we can say that at
the 99 per cent confidence level the null hypothesis is probably not true.
There is a less than 1 per cent chance that it might be true. As researchers
we would be willing to say that the null hypothesis is not true at the 0.05
per cent confidence level, which would mean there was a 5 per cent chance
of the null hypothesis being true. It can be concluded with a known degree
of statistical confidence that there is an association between being, or not
being, a member of an ethnic minority and the degree of discrimination
respondents believed they suffered. If you want to know more about chi-
squared, and SPSS, see Bryman and Cramer (1997: 168-172).

Table 4.8 Cross-tabulation

Q.78 Total
Do you consider yourself in
an ethnic minority?

Yes No

Q. 56 Fairly 1 count 41 868 909
% within Q. 78 53.2% 70.5%

Fair 2 count 14 178 192
treatment % within Q. 78 18.2% 14.5%

3 count 14 127 141
% within Q. 78 18.2% 10.3%

4 count 6 36 42
% within Q. 78 7.8% 2.9%

Not fairly 5 count 2 22 24
% within Q. 78 2.6% 1.8%

Total count 77 1,231 1,308

% within Q. 78 100% 100%
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Exercise 4.12

Cross-tabulation

The table below shows the results of a cross-tabulation between answers to the question ‘Are you female or male?’
and answers to the rating scale question on discrimination on grounds of sex, race or disability. Inspect the figures
and decide whether men and women have responded differently to questions about discrimination. You do not
need to do a chi-squared test but you might want to calculate a few percentages.

Q.74 Total
Are you male or female?
Female Male
Q.56 Fairly 1 count 713 189 902
Fair 2 count 150 44 194
treatment
& count 110 31 141
4 count 88 10 43
Not fairly 5 count 19 6 25
Total count 1,025 280 1,305
Answer

Inspection suggests that the null hypothesis is true. When the percentages of men and women responding to each
of the categories in the rating scale are calculated it is clear that there is little difference between the two sexes.
Neither group feels more discriminated against than the other. The chances are that the null hypothesis is true. This
is supported by the chi-squared test. When the chi-squared test is used the probability of the null hypothesis being
true (the significance level) is 0.973, or 97 per cent. It is much higher than the 0.05 level and so the differences are
not significant at that level.

There is a rough and ready, but quicker, way of looking for statistically
significant differences between percentages. In Appendix II of Oppenheim
(1992) is a set of three nomograms that can be used for making a quick
check on whether there are any significant differences between percent-
ages. This would be perfectly adequate for many applications in Master’s
dissertations.

Final word

This section on basic statistical analysis has attempted to cover a lot of
material in a fairly short space. Hopefully it will provide a neat introduc-
tion to some tests available to you on current statistical software packages.
Just another gentle word of caution. Over the years it has been pointed
out that ‘there are lies, damned lies, and statistics’. Daryll Huff’s (1991)
book title How to Lie with Statistics conveys this message rather well.
So let us finish off this section with a succinct quote from Rowntree

(1991: 190):
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As a consumer of statistics, act with caution; as a producer, act with
integrity.

® Software for analysing research material

Jankowicz (1995: 76) argued that the break point at which it becomes sen-
sible to use software to analyse your results is 100 questionnaires. I might
prefer to use software if there are more than 30 questionnaires. Certainly,
if you anticipate doing cross-tabulations, then the use of software is
almost a necessity. Doing cross-tabulations manually is very time consum-
ing as the questionnaires have to be frequently sorted into different sub-
categories and the percentages recalculated. There are a number of pieces
of software that you might use to analyse the results from your question-
naires or any other quantitative material. If you were interested only in
simple and descriptive statistical analysis of your material, then Excel
would be perfectly adequate. If you wanted to carry out cross-tabulations,
then Excel is not so useful. It can handle cross-tabulation by using pivot
tables, but it would probably be easier to use one of the other packages.
Minitab and SPSS, two packages for analysing quantitative data, are intro-
duced. Software is also available to help with the analysis of qualitative
material. Most people using qualitative material for MBA and Master’s
dissertations do not use such specialist software. However, a brief guide to
software tools for exploring qualitative materials is included in this part of
the guide.

Using Minitab and SPSS to analyse survey results -
John Buglear

In this section you will find guidance on the use of two statistical pack-
ages: Minitab and SPSS. They are similar in many respects, not least the
wide variety of facilities they offer; from modest bar charts to sophisti-
cated multivariate analysis. Of the two, Minitab is generally easier for
those unfamiliar with statistical work, but SPSS is probably more widely
available.

The instructions below are designed to demonstrate some of the proce-
dures and facilities of the packages to the new user. Bold type is used for
text or figures that you should see on your screen and italic type for char-
acters that you should enter. The data that form the basis of the tasks are
listed in Table 4.9.
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Table 4.9 Example data

A researcher has surveyed a random sample of members of a professional institute. Each
respondent completed a questionnaire used to find out about their gender, age, current
salary (in £000), and whether they had been promoted within the last 5 years. They were
also asked for their reaction to a proposed new name for the institute by giving a rating of
either 1 for ‘strongly approve’, 2 for ‘approve’, 3 for ‘disapprove’, and 4 for ‘strongly disap-
prove’. Thirty completed questionnaires were received. The results are as follows:

Gender Age Salary (£000) Promotion Rating
M 43 46 Y 1
M 29 35 Y 4
M 55 57 N 3
M 31 38 Y 3
M 37 52 Y 3
M 58 40 N 3
M 49 60 N 2
M 30 32 N 1
M 26 34 Y 3
M 35 40 Y 3
M 42 45 N 2
M 51 56 Y 4
M 29 30 N 3
M 47 42 N 1
M 62 45 N 1
F 37 41 N 1
F 25 30 N 4
F 42 47 Y 4
F 28 34 Y 2
F 33 36 N 3
F 39 45 Y 1
F 26 32 N 4
F 45 40 N 1
F 27 35 Y 4
F 38 47 N 1
F 49 43 N 4
F 36 50 Y 2
F 31 37 N 3
F 44 42 N 1
F 39 38 N 1

Minitab
Minitab is a general-purpose statistical package originally developed for
academic use by staff at Penn State University in 1972. Since then it has
become widely used in business; at the time of writing, some commercial
applications, including those at Ford, 3M and Toshiba, are described at
the Minitab company website, http://www.minitab.com. Look for such
examples by clicking the Resources tab then Case Studies and Customer
Success Stories.

The package is relatively straightforward to use, thanks to its educa-
tional origins. The most recent version is Release 14, which is in Windows
format. Data can be entered directly into Minitab worksheets, or read
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from (and written to) Excel, Quattro Pro, 1-2-3, and dBase files. Output
can be printed directly, copied and pasted into Word or PowerPoint, or
assembled in a file using the ReportPad facility in the package. The
ReportPad file can subsequently be accessed and edited in Word.

Data entry, editing, and storage

When you enter Minitab there is a short loading sequence following which
you should see a screen that has two sections; it should look like Figure
4.14. The upper half is the Session window. It should display the date and
a welcome message. The Session window is where the output you generate
will be shown, with the exception of graphical output, which is displayed
in separate windows superimposed on the default screen.

In the lower part of the screen there is the Worksheet, where you can
enter and store data. The Worksheet looks like a spreadsheet since it con-
sists of numbered rows and columns, but there are important differences.
In a spreadsheet you can enter titles, names and formulae freely because
you define the data you wish to analyse by their column and row location.
In Minitab you will be defining the location of data you want to analyse
using only its column location. This makes using the analytical procedures
easier, but it does mean that you have to ensure that only the data you
want to analyse are entered into the column. You can give each column a
name but you must enter the name in the unnumbered cell at the very top
of the column where you want to store your data, immediately beneath
the column number (C1 or C2 etc.).

>% MINITAB - Untitled

File Edit Data Calc Stat Graph Edtor Tocs Window Help ‘
W gt maloc Bt 1AFCrd|dREOE W [EOE|E|ZEh&|Y 2| o]
[x TEON ¢ I

DD/MM/YYYY HH:MM:SS|

Welsome to Minitah, press F1 for help. =]

Figure 4.14 The opening Minitab screen
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Keeping names and punctuation marks out of data columns is especially
important when you are dealing with numerical data that you want to
analyse arithmetically, such as by calculating the mean. If you put an
alphabetic character or a punctuation mark, other than full-stops which
are accepted as decimal points, in one of the numbered rows of the
column, the column designation T (for text) will appear next to the
column number at the head of the column. If you ask the package to cal-
culate the mean of such a column you will find that it will not allow you
to do so. Be particularly careful not to insert commas in data consisting of
large values; you may think of the number as 23,456 but you must enter it
as 23456.

At the very top of the screen you will see a menu bar of function head-
ings (File, Edit, Data, and so on) that release draw-down menus when
clicked. These menus list the tools the package provides.

When you have identified these features of the screen enter the data in
Table 4.9 into the first five columns (C1 to C5) of the worksheet. Put the
names of the five variables in the unnumbered cells at the top of the
columns. Two of the variables are non-numeric (Gender and Promotion);
as you enter the first values of these variables you should see the column
designations of C1 and C4 change to C1-T and C4-T.

When you have entered the data the top of your worksheet should look
like Figure 4.15.

If you make a mistake in entering the data you can amend the contents
of a cell by clicking on the cell and typing in what you want to store in the
cell. If you miss out a value click on the worksheet cell that you want to be
BELOW vyour insertion, click Editor on the menu bar and select Insert
Cells. A new cell will now appear into which you can type the missing
value. If you want to delete a cell, click on the cell concerned then click
Edit and Delete Cells.

The letters F and M in the first column stand for Female and Male. It is
faster to enter the data in abbreviated form but we can alter them to
‘Female’ and ‘Male’ so that interpreting the analysis is easier:

+ C1-T 2 (I 4T 5
Gender | Age Salary [Promotion| Rating
1 |M 43 46 Y 1
2 M 29 35 Y 4
3 M 55 57 N 3
4 M 31 38 Y 3

Figure 4.15 The upper section of the worksheet



226 Chapter 4 ¢ Collecting and analysing research material

Click Data on the menu bar and from the draw-down menu select
Code.

Pick Text to Text from the sub-menu.

In the dialogue box specify CI as the column to Code data from
columns then click in the space below Into columns and type C1.

Enter the Original values (F and M) and New values (Female and
Male), putting F and Female respectively in the left- and right-hand
side spaces of the first row and M and Male in the second row, as
shown in Figure 4.16.

Repeat the procedure for the Promotion data, replacing Y with Yes and N
with No.

Now the data has been amended it is timely to save it.

Click File on the menu bar and choose Save Current Worksheet.

In the Save Worksheet As window that appears click ¥ to the right of
the Save in box and pick the appropriate drive and folder.

Type an appropriate file name in the box to the right of File name and
click the Save button.

Leave the package then re-enter and retrieve your worksheet:

Click File on the menu bar and choose Exit.

Re-enter the package, select File from the menu bar and click Open
Worksheet.

In the window that appears click the ¥ button to the right of the Look
in box and select the appropriate drive, folder and file.

Code - Text to Text

Code data from columns:
c1

Into columns:

c1

Original values [eg, red “light blue']: New:
IF IFemale

|1 |Mald

Select |
Help | 0K I Cancel

Figure 4.16 The Minitab coding window
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® Click Open and subsequently click OK on the message informing you
that the data will be added to the worksheet.

Your data should appear in the on-screen worksheet.

In statistical work it is sometimes useful or necessary to pick a random
sample from a data set. Try selecting a random sample of 12 from the
sample of 30:

® Click the Calc draw-down menu and choose Random Data.

® From the sub-menu select Sample From Columns.

® In the dialogue box specify that you want to Sample 12 rows from
columns C1-CS$ and Store samples in C11-C15 and click OK.

Check that your sample of 12 is stored in columns 11 to 135.

Tabulation, diagrams and summary measures
Produce a simple tabulation of the gender data:

® Select the Stat draw-down menu and choose Tables.

® Click Tally Individual Variables in the sub-menu.

® In the dialogue box that appears type C1 in the space below Variables
and click OK.

The upper part of the screen, the Session window, should now contain a
table like Table 4.10.
Enter this table into the ReportPad:

® Right click on the table.
® Choose Append Section to Report from the menu that appears.

Check that the Report does contain the table by pressing the Ctrl, Alt and
R keys and inspecting the Project Manager screen that appears. You can
also access the Report by clicking on the Show ReportPad icon, which
looks like a notepad, at the top of the screen, or by clicking the Project
Manager tab to the bottom left of the screen.

While you are looking at the Report contents, click the File draw-down
menu; it should include options to Print Report and Save Report As. To
return to the default screen, minimise the Project Manager screen. Note
that you cannot delete the Project Manager screen; it remains live through-
out your session, storing information about the work you carry out.

Table 4.10 Tabulation of gender

Tally for Discrete Variables: Gender

Gender Count
Female 15
Male 15

N = 30
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For a two-way tabulation of the gender and promotion data:

® Select the Stat draw-down menu and choose Tables.

® C(Click Cross Tabulation and Chi-Square in the sub-menu.

® In the dialogue box that appears, type C1 in the space to the right of
For rows: and C4 to the right of For columns: then click OK.

The Session window should now contain a table like Table 4.11. The mes-
sage Cell Contents: Count at the bottom specifies that each figure in the
table is the number of respondents whose details accord with the row and
column designations of the cell.

Table 4.11 Two-way tabulation of gender and promotion

Tabulated statistics: Gender, Promotion

Rows: Gender Columns: Promotion

No Yes All
Female 10 5 15
Male 8 7 15
Female 18 12 30
Cell Contents: Count

Construct a simple bar chart for the gender data:

® Select the Graph draw-down menu and choose Bar Chart.

® In the first window check that Counts of unique values appears under
Bars represent and that the Simple chart type is highlighted then click OK.

® In the next window type CI in the space below Categorical variables,
then click OK.

After a short delay your bar chart should appear. It should look like Figure
4.17.

If you want to alter the title, axis labels or scaling you can do so
interactively:

® Double left click on the default title, Chart of Gender and the Edit Title
window should appear.

® In the space below Text: to the bottom of the window type Gender of
respondents then click OK.

® Similarly double left click on the default vertical axis label, Count,

and type Number of respondents in the space below Text in the Edit
Axis Label.
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Figure 4.17 Simple bar chart of the gender data

® To alter the vertical scale double left-click directly on the vertical axis,
when the label Y Scale will appear, and in the Edit Scale window untick
the lower, Maximum, box below the Auto setting under Scale Range.

® Type 20 in the space to the right of Maximum then click OK.

The chart should now look like Figure 4.18.
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Figure 4.18 Amended simple bar chart of the gender data

Try storing your graph in the ReportPad:

® Right click on the graph.

® Click Append Graph to Report on the menu that appears.

® Access the ReportPad by clicking Project Manager tab and look for
your graph.

Close the Project Manager screen and delete the graph by clicking the X in
the top right-hand corner of the graph window. You will be asked if you
wish to save it; click No. Try repeating the procedure to obtain a bar chart
for the promotion data in C4.
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Construct a stack bar chart for the gender and promotion data:

® C(Click the Graph draw-down menu and select Bar Chart.

® In the first window check that Counts of unique values appears under
Bars represent: and highlight the Stack chart type, then click OK.

® In the next window type C1 C4 below Categorical variables (2-4, out-
ermost first) then click OK.

The graph that you see should look like Figure 4.19. You can use stack bar
charts to demonstrate possible associations between qualitative, or cate-
gory, variables. Here the diagram illustrates that a greater proportion of
the men have responded ‘Yes’ when asked about promotion.
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Figure 4.19 Stack bar chart of the gender and promotion data

Repeat the procedure but now try typing C4 C1 below Categorical vari-
ables (2-4, outermost first). You should find that the bars now represent
gender and the components of them, promotion. Another variation is to
have a vertical scale that measures percentage of respondents; repeat the
sequence but now click the Bar Chart Options button in the second
window. Tick Show Y as Percent and select Within categories at level 1
(outermost) then OK.

An alternative form is the cluster bar chart. In this the secondary cate-
gories are represented as bars that are clustered together by their primary
categories. Go through the procedure for a stack bar chart but now high-
light the Cluster chart type in the Bar Chart window.

Produce a histogram for the age data:

® Select the Graph menu then Histogram.

® In the first window check that the Simple diagram type is highlighted
then click OK.

® In the next window type C2 in the space below Graph variables then
click OK.
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In the histogram that appears the blocks are situated above the mid points
of the classes. Double left click on one of the blocks then in the Edit Bars
window that appears click the Binning tab. Change the Interval Type from
Midpoint to Cutpoint then click OK. Your diagram should look like
Figure 4.20.

Histogram of Age
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Figure 4.20 Histogram of the age data

You can use the Interval Definition section of the Edit Bars window to
alter the number and width of the classes. The title, axis labels and vertical
scale can be adjusted interactively using the same procedures used above
to produce Figure 4.18.

A useful alternative to the histogram, especially if you need to compare
two or more distributions, is the boxplot. This device is based on order
statistics: the median, the quartiles, and the minimum and maximum
values. Produce a boxplot for the salary data:

® Select the Graph menu then Boxplot.

® In the first window check the Simple plot type is highlighted, and click
OK.

® In the next window type C3 in the box below Graph variables then
click OK.

The diagram that appears should look like Figure 4.21.
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Boxplot of Salary
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Figure 4.21 Boxplot of the salary data

In Figure 4.21 the salary distribution is depicted against a vertical scale
by means of what is known as a box and whiskers plot. The box at the
heart of the diagram has a line across the middle. This line represents the
median of the distribution, about 40, i.e. £40,000 in this case. The upper
and lower edges of the box mark the positions of the upper and lower quar-
tiles respectively. The vertical line above the box extends to the maximum
value, 60, and the line below the box extends to the minimum value, 30.

Repeat the procedure but this time click the With Groups plot type and
in the next window type C3 in the space below Graph variables and C1 in
the space under Categorical variables for grouping (1-4, outermost first)
then click OK. After a short time you should see a diagram like Figure
4.22 with two boxplots plotted on the same pair of axes, one representing
the salaries of female respondents, the other the salaries of male respon-
dents. The greater height of the boxplot on the right reflects the wider
spread of salaries among the men. In fact the major distinction between
the two plots is the extent of their upper sections, representing the data
between the median and maximum values. This shows a greater spread of
salaries among the higher paid half of the men compared with the higher
paid half of the women.

Boxplot of Salary vs Gender
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Figure 4.22 Boxplot of salary by gender
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You might like to change the vertical scale by left-clicking on the vertical
axis and in the Edit Scale window untick both Auto settings under Scale
Range and insert appropriate values, such as 0 and 70 in the Minimum and
Maximum boxes respectively. Which scale you use is in part an aesthetic
question, but too large a scale range may make the object too small to
interpret and too short a scale range might cut off part of your diagram.
For more information about boxplots see Buglear (2005: 199-202).

Create a scatter diagram to portray the age and salary data:

® Select the Graph menu, then Scatterplot.

® Check that the Simple plot type is highlighted in the first window and
click OK.

® In the second window type C3 in the uppermost space below Y vari-
ables and C2 in the uppermost space below X variables then click OK.

The diagram that appears should look like Figure 4.23. Each point in it
represents a pair of values: the age and salary of a respondent. The scatter
of points implies that, in general, older respondents have higher salaries.

Scatterplot of Salary vs Age

60_ L]
55 |- °
50 .

45 - ° .. o

Salary (£000)

40 ° © o °
35 - o o °©
° o

°
30 - Y

20 30 40 50 60
Age

Figure 4.23 Scatter diagram of the salary and age data

Obtain summary or ‘descriptive’ statistics for the salary data:

® Select Stat then Basic Statistics.
® Pick Display Descriptive Statistics from the sub-menu.
® In the dialogue box type C3 in the Variables space then click OK.

The output that appears in the Session window should look like Table
4.12.
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Table 4.12 Summary measures for the salary data

Descriptive statistics: salary

Variable N N* Mean SE Mean StDev Minimum Q1 Median Q3 Maximum
Salary 30 0 41.63 1.45 7.92 30.00 35.00 40.50 46.25 60.00

In Table 4.12, N is the number of observations, N* is the number of
missing values, Mean is the arithmetic mean, TrMean (not shown in table)
is the trimmed mean (the mean of all values except the highest 5 per cent
and lowest 5 per cent, which is intended to correct the distortion that any
extreme values exert on a mean), SE Mean is the standard error of the
mean and StDev is the standard deviation. Q1 and Q3 are the upper and
lower quartiles. For more on the interpretation of these measures see
Buglear (2005: 177-187, 194-199, 202-209).

Repeat the procedure but now type C1 in the space below By variables
(optional) in the Display Descriptive Statistics dialogue box and click OK.
The analysis that appears in the Session window should show summary
measures for the salaries of female respondents on one line and male
respondents on another. The higher mean and standard deviation for the
male respondents indicate that on average the men have higher and more
widely spread salaries.

Produce a 95 per cent confidence interval for the population mean
salary of all institute members:

® Select the Stat menu then choose Basic Statistics.

® DPick 1-Sample t from the sub-menu.

® Click in the space below Samples in columns and type C3 in it then
click OK.

You should see output like Table 4.13 in the Session window.

Table 4.13 Confidence interval for population mean salary

One-sample t: salary

Variable N Mean StDev SE Mean 95% CI
Salary 30 41.6333 7.9198 1.4459 (38.6760, 44.5906)

In Table 4.13 the figures in brackets under 95% CI suggest that we can
be 95 per cent certain that the mean salary of all institute members is
somewhere between £38,676 and £44,591. See Buglear (2005: 493-503)
for an explanation of confidence intervals.
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Bivariate analysis

Produce a contingency table for the gender and promotion data. This name
is given to this type of table because it allows you to assess the extent to
which the variables are associated, or contingent upon each other.

® Select the Stat menu and choose Tables.

® Select Cross Tabulation and Chi-Square from the sub-menu.

® In the dialogue box type C1 in the space to the right of For rows and
C4 to the right of For columns.

® Click the Chi-Square button to the lower right of the window.

® In the dialogue box that appears tick Chi-Square analysis, Expected cell
counts, and Each cell’s contribution to the Chi-Square statistic then
click OK and OK in the first dialogue box.

You should see output like Table 4.14 in the Session window.

Table 4.14 Contingency table of gender and promotion

Tabulated statistics: gender, promotion

Rows: Gender Columns: Promotion
No Yes All
10 5 15
Female 9 6 15
0.1111 0.1667 *
Male 8 7 15
9 6 15
0.1111 0.1667 *
All 18 12 30
18 12 30
* * *

Cell Contents: Count
Expected count
Contribution to Chi-square

Pearson Chi-Square = 0.556, DF = 1, P-Value = 0.456
Likelihood Ratio Chi-Square = 0.558, DF = 1, P-Value = 0.455

In Table 4.14 there are three numbers in each cell. The top one, the
Count, is the actual number of respondents giving those gender and pro-
motion details, for instance ten respondents were female and had no
promotion. The middle number, the Expected count, is the number of
respondents that would be expected to have those gender and promotion
details if gender and promotion were independent; nine in the case of
female and no promotion. The bottom number, the Contribution to Chi-
square, is based on the difference between the actual and expected values
for the cell; specifically the difference squared divided by the expected
value, 0.1111 for female and no promotion.
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The Pearson Chi-Square in the penultimate row of output is an aggregate
measure based on the differences between the Count and the Expected
count values for all the cells in the table. The larger the differences between
the expected values and the counts, the bigger the value of Chi-square will
be, and the larger the differences, the more evidence there is for association
between the variables. The P-value to the right of the Chi-square figure is
the probability of getting these sample results if there is no association
between the variables in the population. You can interpret it simply as the
probability of no association between the two variables. In this case the P-
Value is 0.455, so there is a 45.5 per cent chance of no association,
suggesting that gender and promotion are independent. In practice only
when this figure is less than 10 per cent (0.10), and by implication the
chance of association is more than 90 per cent, would it be legitimate to
conclude that there is association. The final row of output contains an
alternative form of the chi-square calculation. Buglear (2005: 569-575)
contains a fuller discussion of this type of analysis.

Suppose the gender of the last three of the fifteen males in the data set
had been wrongly recorded and they were in fact females. Alter the thir-
teenth to fifteenth rows of data accordingly and repeat the procedure
above to produce a new contingency analysis. The P-Value, now 0.094,
suggests that there is less than a one in ten chance that these data came
from a population where gender and promotion are independent, and
hence the two variables seem to be associated. The Count and Expected
count of female and no promotion are now 13 and 10.80 respectively,
indicating that the form of the association is that women are less likely to
be promoted than men.

Towards the bottom of the output you should see the message 1 cells
with expected counts less than 5. This is a warning to alert you to the thin
spread of observations in part of the table and to suggest that the results
should be treated with caution. This can be a problem with variables that
have several response categories.

Produce a contingency analysis for the promotion and rating data.
Proceed as before but in the Cross Tabulation and Chi-Square dialogue
box type C4 in the space to the right of For rows and C5 to the right of
For columns. The resulting table should have a warning of 6 cells with
expected counts less than 5. The best way of avoiding this would be to
obtain more data, but an alternative resolution is the merging of cate-
gories. Apply this to the rating data:

® C(Click Data on the menu bar and on the draw-down menu select Code.

® Pick Numeric to Text from the sub-menu.

® In the dialogue box specify C§5 as the column to Code data from
columns then click in the space below Into columns and type Cé.

® In the first row under Original values type 1:2 and under New type
Positive, then in the second row type 3:4 and Negative respectively.
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® Click OK and check that column six of your worksheet contains the
new categories.

® Repeat the sequence for producing contingency analysis but this time
type C6 to the right of For columns.

The output you see should have no warning message.
To measure the association between the age and salary data produce a
Pearson correlation coefficient:

® Click Stat on the menu bar then Basic Statistics from the menu and

Correlation from the sub-menu.
® Type C2 C3 in the space below Variables then click OK.

The coefficient, 0.684, should appear in the Session window. This value,
which needs to be considered with Figure 4.23, suggests the association
between the two variables is positive but modest (Buglear, 20035:
224-234). You should always assess a correlation coefficient alongside a
scatter diagram of the data; the same value could reflect a broad but even
scatter or a tight scatter with prominent outlying values.

Obtain a regression model for the relationship between age and salary:

® Select the Stat menu then Regression.

® Choose Regression from the sub-menu.

® In the dialogue box that appears type C3 in the space to the right of
Response and C2 in the space to the right of Predictors then click OK.

The Session window should contain output like Table 4.15.

Table 4.15 Regression model of the salary and age data

Regression analysis: salary versus age

The regression equation is

Salary = 20.7 + 0.539 Age

Predictor Coef SE Coef T P

Constant 20.729 4.350 4.717 0.000

Age 0.5392 0.1087 4.96 0.000

S = 5.88088 R-Sq = 46.8% R-Sq(adj) = 44.9%

Analysis of Variance

Source DF SS MS F P

Regression 1 850.59 850.59 24.59 0.000

Residual Error 28 968.37 34.58

Total 29 1818.97

Unusual Observations

Obs Age Salary Fit SE Fit Residual St Resid
6 58.0 40.00 52.00 2.35 —-12.00 —2.23R
7 49.0 60.00 47.15 1.55 12.85 2.26R
15 62.0 45.00 54.16 2.74 -9.16 -1.76 X

R denotes an observation with a large standardised residual.
X denotes an observation whose X value gives it large influence.
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In Table 4.15 the regression equation is the equation of the straight line
that best fits the data. The R-Sq figure suggests that the proportion of the
variation in salary that can be explained by age, 46.8%. The Unusual
Observations at the end of the output do not fit the regression model par-
ticularly well, the first two are outliers, and the third is detached from the
general location of the data. Refer to Buglear (2005: 237-244) for more
extensive coverage of regression models.

You might like to try to identify these unusual observations on a plot of
the regression model.

® Select the Stat menu then Regression.

® Choose Fitted Line Plot.

® In the dialogue box type C3 in the space to the right of Response (Y)
and C2 in the space to the right of Predictor (X).

® C(Click OK.

The graph that appears will be like Figure 4.24.
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Figure 4.24 Fitted line plot of the salary and age data

Leave the package by clicking on the File and choosing Exit. Before the
package allows you to finish your session you will be presented with a
message asking if you want to Save the project. In Minitab the word proj-
ect means all the output you have produced and all the data in the
worksheet(s). Since your current session is an exercise rather than an
analysis of your research there is no need to save the project.

You can find more information about Minitab on the company website
at http://www.minitab.com. The company usually offers a free 30-day trial
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of the package, which you can take up through the website. For more on
using Minitab, try Joiner, et al. or McKenzie and Goldman (2004).

SPSS

SPSS, the initials of its original name (Statistical Package for the Social
Sciences), was developed by postgraduate students at Stanford University
in 1968. It is widely used in both academic and commercial spheres. The
businesses that use SPSS at the time of writing include BT, HSBC and
Whitbread. If you want to read about such examples go to the company
website at http://www.spss.com and click Customers at the top of the
screen then look for Customer Successes in Your Industry.

SPSS provides a wide range of tools from basic tabulation to sophisti-
cated multivariate analysis. The most recent version is Release 14, which is
in Windows format. Data can be entered directly into the package, or read
from (and written to) Excel, Lotus and dBase files. Output can be printed
directly, copied and pasted into Word or PowerPoint, or stored as an
output file using the Output Viewer facility in the package.

Data entry, editing and storage

When you enter the package you will see a dialogue box that asks What
would you like to do? Click the button to the left of Type in data then
click OK. An empty Data View screen appears with the cursor located in
the cell in the top left-hand corner.

Type the gender of the first respondent, M, into this first cell then press
Enter. As you do this the column width reduces and the name VAR, a
truncation of var00001, appears vertically at the top of the column. This
is ‘Variable 1°, the default name the package gives to the first column of
data. Change the variable name to ‘Gender’ by clicking the Variable View
tab to the bottom left of the screen and typing Gender in the cell below
Name. Click in the cell below Columns and widen the column by increas-
ing the number in this cell to eight. Return to the previous display by
clicking the Data View tab to the bottom left of the screen and continue
entering the gender data in the first column. Enter the age, salary, promo-
tion and rating data in columns two to five. Click Variable View and type
Age, Salary, Promotion and Rating in the second to fifth rows respectively
below Name. Click on the fourth cell below Columns and change the
number of columns for the promotion column to eight. To allow the
values of the gender and promotion variables to be expanded, change the
entries in the first and fourth cells below Width to eight. The upper part of
the Variable View should now look like Figure 4.25.
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Figure 4.25 SPSS variable view screen

It is quicker to enter single characters but complete labels look better in
the output. Click Data View and change the ‘F> and ‘M’ entries in the first
column of data to ‘Female’ and ‘Male’ as follows:

® Select the Transform draw-down menu and choose the Recode option.

® Pick Into Same Variables from the sub-menu.

® In the dialogue box check that Gender is highlighted then click » .
Gender should move to the space below String Variables.

® (lick the Old and New Values button.

® In the dialogue box that appears, type F below Value in the left-hand
side of the box under Old Value and Female alongside Value in the
right-hand side of the box under New Value then click Add.

® Type M and Male as the Old Value and New Value respectively, click
Add then Continue, which will return you to the previous dialogue
box. Click OK.

The data in the column should now change. Follow the same sequence to
rtecode the Y’ and ‘N’ Promotion values in the fourth column to ‘Yes’ and
‘No’. To keep things simple, move Gender out of the String Variables box
using <« before moving Promotion into it.

Now save the amended data:

® Click the File the draw-down menu and choose Save.

® In the Save Data As window that appears click ¥ to the right of the
Save in: box and select the appropriate drive and folder.

® Type a suitable file name in the box to the right of File name and click
the Save button.

Leave the package then re-enter and retrieve your worksheet:

® C(Click the File draw-down menu bar and choose Exit.

® Re-enter the package, and in the What would you like to do? dialogue
box check that Open an existing data source is selected. You should see
the file name you have used in the space immediately beneath. Click on
the file name then OK.

Your data should appear in Data View window.
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Statistical work sometimes involves picking a random sample from a
data set. Try selecting a random sample of 12 from the 30 observations in
this data set:

® Click the Data draw-down menu and choose Select Cases.

® In the dialogue box choose Random sample of cases then click the
Sample button.

® In the Random Sample dialogue box click the button on the left of
Exactly then type 12 in the window to the right of Exactly and 30 in
the window after cases from the first then click the Continue button
then OK.

A column headed filter appears. It contains a 1 in each row (i.e. observa-
tion) that has been selected and a 0 in each row that has not. In
subsequent analyses only the selected sample values will be used. To undo
this, simply highlight the filter column and delete it.

Tabulation, diagrams and summary measures
Obtain a simple tabulation of the gender data:

® Click on Analyze at the top of the screen and from the draw-down
menu select Tables.

® Select Tables of Frequencies from the sub-menu.

® In the Tables of Frequencies window that appears you will see Gender
highlighted in the space on the left. Click the » button to the left of
Frequencies for and Gender should be switched to the space below
Frequencies for. Click OK.

You should see a table like Table 4.16 in the Output Viewer screen.

Table 4.16 Tabulation of gender

Count
Female 15
Male 15

Minimise the Output Viewer screen and produce a two-way tabulation
of the gender and promotion data:

® Select the Analyse draw-down menu and choose Descriptive Statistics.

® Select Crosstabs from the sub-menu.

® In the dialogue box click Gender in the list of column names on the left
hand side then click P to the left of the Row(s) box. Click Promotion
in the list of column names on the left then B to the left of the
Column(s) box then OK.
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In the Output Viewer that appears you should see a Case Processing
Summary below which is a two-way tabulation like Table 4.17.

Table 4.17 Two-way tabulation of gender and promotion

Promotion
No Yes Total
Gender Female 10 5 15
Male 8 7 15
Total 18 12 30

Construct a simple bar chart for the gender data:

® Select the Graphs menu and choose Bar.

® In the dialogue box check the Simple chart type is highlighted, then
click the Define button.

® In the Define Simple Bar dialogue box check Gender is highlighted,
then click the » button beside Category Axis and then OK.

You should see a bar chart like Figure 4.26 in the Output Viewer.
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Figure 4.26 Simple bar chart of gender data

Repeat the procedure to obtain a bar chart for the promotion data, but
this time:

® Choose Interactive from the Graphs menu then Bar.

® In the dialogue box click and drag Promotion into the window below
and to the right of the window that has Count in it.

® Click the Options tab near the top of the dialogue box then untick the
box to the left of Auto, leave the default setting for Minimum at 0 but
type 30 in the window to the right of Maximum, then click OK.
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A chart like Figure 4.27 should appear in the Output Viewer. Try repeat-
ing the sequence and changing Maximum to 20.
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Figure 4.27 Amended simple bar chart of the promotion data

Construct a stacked bar chart for the gender and promotion data:

® Select Graphs then Bar.

® In the dialogue box click the Stacked chart type then Define.

® In the Define Stacked Bar dialogue box check Gender is highlighted
and click P beside Category Axis.

® (lick Promotion and P beside Define Stacks by, then click OK.

Your chart should look like Figure 4.28. Repeat the procedure providing

the same instructions as before but this time click the Clustered chart type

in the Bar Charts dialogue box.
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Figure 4.28 Stacked bar chart of the gender and promotion data

Produce a histogram for the age data:

® Select the Graphs draw-down menu then Histogram.
® Highlight Age then click P to the left of the Variable window and OK.

The diagram that appears should look like Figure 4.29, complete with the
mean, standard deviation and number of observations, N. If you want to
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edit these out double left click on the graph and the Chart Editor dialogue
box will appear. Left click on the text you want to remove, which will
become ‘live’ with a box around it, and press the Delete key. Click the File
draw-down menu and select Close. The amended graph should now be in
the Output Viewer.
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Figure 4.29 Histogram of the age data

Obtain a histogram of the salary data using the Interactive facility:

® Choose the Graphs menu and select Interactive and Histogram.

® In the dialogue box click and drag Salary into the window below and
to the right of the window with Count in it.

® C(Click the Histogram tab near the top of the dialogue box.

® Untick the box to the left of Set interval size automatically and check
that Number of intervals is selected.

® Change the number in the space to the left of Number of intervals to 6,
and click OK.

A histogram like Figure 4.30 should appear in the Output Viewer.

The boxplot, based on order statistics, i.e. the median, quartiles, and
minimum and maximum values, is a useful alternative to the histogram,
especially if you need to compare two or more distributions.
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Figure 4.30 Histogram of the salary data

Produce a simple boxplot for the Salary data:

® Select the Graphs draw-down menu then Boxplot.

® Check that the Simple chart type is highlighted.

® Lower in the box, under Data in Chart Are, click next to Summaries of
separate variables then click the Define button.

® In the dialogue box that appears click on Salary then B beside the
Boxes Represent window, then OK.

The Output Viewer should contain a chart like Figure 4.31.
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Figure 4.31 Boxplot of the salary data

Figure 4.31 shows the salary data against a vertical scale by means of,
to use its full name, a box and whiskers plot. The central box has a band
within it which represents the median of the distribution, about 40, i.e.
£40,000. The upper and lower ends of the box represent the upper and
lower quartiles respectively. The vertical line above the box ends at the
maximum value, 60, and the line below the box ends at the minimum
value, 30.
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Repeat the procedure but this time under Data in Chart Are click next
to Summaries for groups of cases then Define. In the dialogue box click
Salary then B beside the Variable window then click Gender and P beside
the Category Axis window then OK. In the Output Viewer you should see
two boxplots plotted on the same axes, as shown in Figure 4.32. One rep-
resents salaries of the female respondents, the other one the salaries of
male respondents. The greater height of the boxplot on the right signifies a
wider spread of salaries among the males. Specifically the major contrast
between the two plots is the extent of their upper sections, which represent
the data between the median and maximum values. This portrays a greater
spread of salaries among the higher paid half of males compared to the
higher paid half of females. See Buglear (2005: 199-202) for more about
boxplots.
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Figure 4.32 Comparative boxplot of the salary data by gender

Produce a scatter diagram to show the age and salary data:

® Select the Graphs draw-down menu then Scatter/Dot.

® In the dialogue box check that the Simple Scatter chart type is selected
then click Define.

® In the Simple Scatterplot dialogue box that appears click on Salary then
» to the left of Y Axis.

® Click on Age then P to the left of X Axis, then OK.

The scatter diagram in the Output Viewer should look like Figure 4.33.
Each point in the diagram represents both the age and the salary of a
respondent. The pattern suggests that, in general, higher salaries are paid
to older respondents.
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