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ABSTRACT 

The research developed out of  an i nte rest to clari fy people's values and to 
re late these to a repertoire of past , p resent and futu re behav iou ral o r  
envi ronme ntal patterns. Cog n it ive maps, de rived from Repertory Test and 

Ladderi ng  tec h n iques ,  d i rect ly  i l l u st rate t h i s  re lat i o n s h i p  betwee n  

supero rd i nate values and subord i nate behaviou rs,  objects,  symbols and 
envi ron ments. 

Repe rtory Test and Ladderi ng Tech n ique are associated with Perso nal 
Const ruct Psychology.  This d i sse rtat i on  describes Pe rsona l  Construct 
Psychology and re lated methodology as founded by Kel ly ( 1 955) .  lt then 
fo l lows one branch of the fu rther  deve lopment of the theo ry .  The second 
generation deve lopments of  H i n kle ( 1 965}  are examined ,  fo l lowed by 
subsequent developments and appl icat ions  ; particu larly those of Litt le 
( 1 983) and Eden ( 1 977, 1 978, 1 980, 1 988) .  

Us ing an actio n  research approach ,  the  methods developed by these 
pe rsonal  const ruct psycho log ists ,  were appl ied to prob lems in th ree 
organisational i nterventions : 1 .  an i ndividual cl ient vocational - redundancy 
counse l l i ng  situat ion ,  2 .  an i nterventi o n  with a wo rk g roup  who we re 
experienci ng dysfunctional i nte rnal re latio nsh ips and, 3. i n  a team-bu i ld i ng 

intervention with the inaugural Board of Trustees of a Primary Schoo l .  I n  al l  
cases the procedure used Repertory Test and Laddering p rocedures  to 
ident i fy i nd iv idua l  cogn it ive maps. In the l atte r p rojects t hese were 
agg regated to form g roup cognitive maps, and i n  a l l  cases the fi nal i ntent 

was to  produce a pol icy o r  specif icat ion fo r acti o n .  A pre-test post-test 
u nt reated control g roups design was used i n  the f inal study to assess the 
comparative progress and development of  th ree schoo l  Boards of Trustees. 
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I n  the vocational-redundancy counse l l i ng case,  the  p rocedu re provided the 

cl i ent with a po l icy for act ion that he cou ld use to  gu ide future caree r and 

l ifestyle behaviou rs .  lt revealed both lack of contro l  over one's  ant icipated 

futu re and the  need to reconstrue o ne's futu re ,  as sou rces of negat ive 

response to severance for th is  cl ient. The study c learly demonst rated the 
notion that a const ruct is def ined by that which is both supero rdi nate and 
subordi nate to it , and i n  part icu lar enab led the  c l i e nt to defi ne what h is  

re l ig ious be l iefs meant to  h im.  In  subsequ e nt stud ies  th is  method of  
construct defin ition  formed the basis of  a p rocedure for the content analysis 

of cogn it ive maps, describ i ng them verbal ly and for agg regat ing them into 

col lective cogn it ive maps. With the dysfunctio nal  work g roup ,  identi f icat ion 
of a col lective cogn it ive map formed a descri ptio n  of the g roups funct ions 
and was t rans lated i nto a statement of  pu rpose .  l t  was also usefu l  for 
enhanci ng self awareness ,  o rgan isat i onal awareness and for c larify i ng 
both g roup and i ndiv idual role. I n  the team b u i ld i ng i ntervent ion with a 
schoo l's Board of Trustees ,  the Treatment  g roup  d isp layed not  o n ly 
i mp rovement o n  more scales than the contro l  g roups,  but also i mprovement 
of g reater mag n itude than the contro l g roups .  Th is  data supported t he 
Treatment g roup's  self report of benefits ga ined f rom the  i ntervention .  The 
intervention provided the  Board with a g uiding pol icy for act ion ,  which they 
were then able to apply di rectly to formal pol icies  requ i red by statute. 

lt was demonst rated, therefore ,  in t h ree  separate o rg anisat ional contexts, 
that an appl ied pe rsona l  const ruct, cog n it ive map approach , based on  

repe rto ry test and ladde ri ng tech n iques ,  was v iab le  fo r  i nterve nti o n  
pu rposes where role c larification ,  values clarif icat ion and fo rmatio n  of  a 
po l icy for act ion was desi red .  Methods were ref i ned for portraying cognit ive 

maps and express i ng  t hese ve rba l ly .  I ssues s u rro u nd ing  o rgan i satio n  
deve lopment, content analysis of const ruct system s  and the ro le of action  

research were d iscussed. The  processes and f i nd ings of the dissertation  

were related back to  the  theory of personal const ruct psycho logy. Ke l ly 

fou nded Personal Construct Psycho logy i n  t he  app l ied setti ng ,  and it is  

c la imed that i t  is  i n  the appl ied sett i ng  that it d i splays part icular powe r. 
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Chapter 1 .  

INTRODUCTION 

This dissertation explores  the appl icat ion of aspects of Pe rsonal Construct 
Psycho logy and re lated m ethod.o logy to p ro b l e ms e ncou nte red i n  
o rganisat io nal setti ngs. l t  describes a series o f  studies  i n  which a co mmon 
theme has been pu rsued . That common theme,  has been an attempt to 

descri be cog n i t ive maps : p icto r ial o r  g raph ic  e x p ress ions  of t he  
h ierarch ical construct systems that i nd iv iduals use  to  l i n k  supe ro rd i nate 
i ntang i b le values to subordi nate tang ib le act ions ,  objects , symbo ls  and 
environ ments .  The methodological problem addressed in these studies has 
represented an attempt to refi ne the process of agg regati ng these ind ividual 
cogn i t ive maps i nto some sort of  group cog n it ive map. G roup cogn it ive 
maps may be construed as a descri pt ion of com mu nity or  cu l ture, s ince 
they out l ine the va lues i n herent i n  the g roup and the  behaviours ,  symbo ls, 

objects and env i ronments that ref lect those va lues.  At a practical leve l ,  the 
purpose of th is act ivity has been to generate speci ficat ions o r  po l ic ies for 
action  that the cl ients and part ic ipants may use to gu ide them in t he i r  
futu res .  

Pe rsonal Construct Psycho logy was fou nded by Ke l ly  ( 1 955 ) .  Some  ten 
years after Kel ly's pub l icat ion of the theory a second generati on  of Pe rsonal 

Const ruct psycholog ists emerged , who expanded and e laborated both the 
theory and the associated methods . H i n kle ( 1 965)  was one of these 

second generati on of construct psycho log ists .  T here then fo l lowed a t h i rd 
generation of researchers and practit ioners ,  who form but one branch of the 



evo lutio n  of Personal Construct Psychology ,  and who expanded the theory 

from H i nkle and extended the use of his methods i nto the app l ied setti ng.  In  
the context of th is dissertat ion , the most s ign i ficant of  these i s  Eden ( 1 977, 
1 978,  1 980 and 1 988) . 

The cu rrent writer's i nterest i n  th i s  branch of Personal Construct Psychology 
stems from that p revai l i ng psycho log ical p roblem of maki ng .the in fe rential 

l i nkage s  f ro m  the i ntang ib le to the tang ib le ,  f ro m  the  abst ract to the 
concrete ,  from the internal ly psycholog ical and cogn i t ive to the overt ly 

behav ioural and env i ronme ntal ,  f rom the supe rord i nate const ruct levels of 
values ,  goa ls ,  be l iefs and ideas to the subord i nate construct levels of 
acti ons ,  env i ro nments and objects .  H i nk le p rovided a d i rect method fo r 
l i nki ng  supe ro rd inate values and goals to subo rd i nate act io ns  : namely ,  
Ladde ri ng Technique.  

The writer's  f i rst experie nce with th is techn ique was pe rsona l .  He used 
Reperto ry Test and Ladderi ng Techn ique to exp lo re h is  own caree r and 
l i festy le  optio ns .  I n  add it ion to p rovid ing valuable persona l  i n s ight ,  th is  

p rocess a lso revealed the potent ia l  power of the techn ique fo r ident i fying 
both cu rrent and future alternative actions that re lated d i rectly to a person's 
superord inate values and goals .  

An  i n it ial career  move i nto the academic arena p rovided the opportu n ity to 
study t h i s  aspect of Personal  Construct Psycho logy and its associated 

methods .  A career  change ,  some th ree years late r ,  i nto t he  person nel 
manag e m e n t ,  h u man reso u rce deve lop m e nt are n a  p rov ided  the  
opportun ity to  use i t  i n  organisat ional situat ions.  

Throughout the  late n i neteen-eighties there was a trend i n  New Zealand , for 
managers and o rganisationa l  p rofessionals to leap o nto a bandwagon  in  

pursuit o f  the J apanese model of  human resou rce management and qual ity 
improvement.  I n  mid n i neteen-eighty-eight, the p resent writer found a brief 
management magaz ine item (B i rchf ie ld , 1 988)  wh ich stated that New 
Zealand bus iness needed to deve lop a management sty le that reflected the 

cou nty 's o w n  cu l ture and va lues  i n stead of  i m itat i ng a J apanese 

management p ractice based o n  a h istory and cu ltu re wh ich few New 
Zealanders cou ld  identify with and u nderstand . Managers were eager  to 

imitate but much less i ncl i ned to i nvest t ime and resou rces to deve lop sty les 
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of organ isat ion  and operat ing that we re i n  harmony with the s ize , cu ltu re 

and val ues of th is  country .  The magaz i ne  i tem stated that values  and 
espec ia l ly  shared values we re crit ical to assess ing the  success and 

effect iveness of o rganisations and the i r  manage rs. With the wide range of  
et hn i c  and cu ltu ral backg rounds in  New Zealand , the need for shared 

va lues was c learly demonstrated .  l t  advocated exami nat io n of N ew 
Zealand's own domi nant cultures to see what aspects of the ir  value systems 
and behaviou ral patterns m ight contribute to a New Zealand approach to 
management and organ isati on .  

Whi le on ly a brief item in  a magaz ine ,  and wh i le  rather un important i n  itse lf, 
the art icle reported above was s ign if icant for the extent to which it p rovided 

ins ight that enabled movement towards completion of the d issertat ion itse lf . 
Th roug hout t h e  e nt i re research  t he  att ract i on  to H i n k l e ' s  ( 1 965 )  
deve lopments o f  Pe rso nal Construct Psycho logy re lated to  the study of 
peop le's values ,  the actions ,  objects and e nvi ronments that ref lect these 
values and the p rob lem of agg regat ing these i ndividual construct systems 

i nto some sort of  description  of  the essence of  a particular community , or  if 
you l ike ,  cu ltu re .  lt was apparent that the cu rrent research was lead ing to a 
method for do i ng  p reci se ly what t he  magazi ne art ic le  advocated : 

exami nat ion of the  value systems and behavioural patterns i n he re nt i n  
com mun it ies and cultures in  order  that these might contribute to  a re levant 
local approach to management and organisation .  

Th i s  d issertati on beg i ns by  fo l lowi ng the evolution  o f  Perso nal ,Construct 
Psychology throug h the branch or l i neage out l ined above . lt co mmences,  

in  chapters two and th ree ,  with a descript ion of  Ke l ly's Personal  Construct 
Psychology and the associated methods h e  used for exp lo ri ng peop le's 
personal constructs . Some of H i nkle's theoretical e laborat ions of Personal 

Construct Psychology are outl i ned i n  the early pages of chapte r four, a long 

with a description  of h is  methodolog ical deve lopments. 

A revi ew of the th i rd generation  Personal Construct psycho log i sts such as 
Eden  ( 1 977, 1 978, 1 980) forms the latter  part of chapter four. 
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Fo l lowi ng the theoretical review of Ke l ly's Personal  Construct Psychology , 

and the  deve lopments of  H i nkle and Ede n ,  chapte r five l i nks these to a 
ser ies of appl ied action research studies wh ich are reported i n  chapters six 
t h ro u g h to . e i g ht .  These  i n c l ude app l i cat io n s  i n  cou n se l l i ng and  

o rgan isation development i nterventions. 

The stud ies described in the later chapte rs of t he  d i ssertati on fo l low the 
o rgan ic ,  act ion research approaches of A rgyris ( 1 976) and Lewin ( 1 946 ,  

1 947) .  Each study, i n  t u rn , posed questions  to  be i nvestigated i n  t he  next 
study. Hence the studies p rogressed in  a cyclical fash ion ,  towards techn ical 

refi n ement .  The process was one of exploit i ng the  p ractical st rengths of 
R e p e rto ry Test , Ladde ri ng Techn ique  and cog n i t i ve maps , w h i l e 

s imu ltaneously attempti ng to improve any methodo log ical weaknesses that 
e m e rged .  

The studies described i n  th i s  dissertat io n are unashamedly practical and 
c l ient- part icipant centred. The investigato r was , and sti l l  i s  a practit ioner i n  
the  f ie ld .  Throughout these studies, his fi rst respons ib i l i ty was to  the c l ients 
and participants. They owned the projects reported below ; the investigator 
e nabled them to happen .  



Chapte r 2.  

PERSONAL CONSTRUCT PSYCHOLOGY 

2 . 1 Ke l ly's Personal Construct Psychology 

5 

Duri ng the 1 930's psycho log ist ,  Georg e  Ke l l y ,  deve loped an alternative 
psychology, founded on h is personal approach towards the t reatment of  h is  
c l ients. lt was not unti l the mid 1 950's that Ke l ly  publ ished th is  o rientatio n ,  
and with th is  publ icati on  (Ke l ly 1 955) a n  i nte rest i n  Pe rsona l  Construct 
Psycho logy emerged.  Ke l ly's co ntri buti on  i s  f requent ly refe rred to as 
Personal Construct Theo ry. However as Bann i ste r and Franse l la ( 1 980 , p .  

8) state, to refer to th is contribution as a theory " is  imprison ing "  ; it i s  i n  fact a 

total psycho logy and hence , throug hout th is d i sse rtat ion it i s  refe rred to as 
such . 

Personal  Construct Psycho logy has neve r  been a dom inant theo ret ical 

force in  psychology. lt has neve rthe less gathered popu larity among a se lect 
and energetic g roup of psychologists and has become " respectable" w ith 
the g reate r body of psycho log ists (Bann iste r  and Franse l l a's 1 980 , p .8 ) .  

Mahoney ( 1 988 ,  p . 1 )  g oes as  fa r  as  to  say that Persona l  Const ruct 



6 

Psychology h as " p layed an important ro le i n  the differe nti at io n  and 

deve lopment of scientif ic approaches to psychotherapy in  the second half 
of the 20th century" . Accordi ng to Adams-Webber ( 1 979) ,  to beg i n  with ,  on ly 

a few h ighly i n novative i nvest igators kept Personal Construct Psycho logy 
al ive, unti l others g radual ly began to show i nterest. Mahoney states that the 
approach founded by Kel ly can now c lai m more than 1 ,000 pub l ications ,  

most o f  them emp i ri cal and many of  them valuably practical. l t  i s  probably 
s ign i f icant that the a rticle by Mahoney ( 1 988) can be found in Vo lume 1 ,  

N u mber  1 of a new jou rnal devoted e nt i re ly to Persona l  Construct 

Psychology : "The I nternat ional Jou rnal of Personal Construct Psychology" .  

There are a n u m ber  o f  we l l  compi led and easi ly readable rev iews , 
summaries and pub l ications on Personal Construct Psychology ( Ban n iste r 

1 962 ;  Sechrest 1 963 ;  Bonarius 1 965;  Ban n i ster and Mai r 1 968 ;  Bann iste r 
and Franse l la  , t h i rd ed i t ion : 1 986 ;  Adams-Webbe r 1 979 ; Franse l la 
1 98 1  (a) ; Stewart & Stewart 1 98 1 ; Landfield & Ept ing 1 987 ) .  The fol lowing 
review therefore is  i ntended to be brief and succi nct. lt should be noted that 
i n  many i nstances the authors cited above have bee n  quoted d i rectly rather 
than Kel ly ( 1 955) s i nce they have made efforts to remove sexist language 
i n herent in  Ke l ly's o rig i nal writi ng .  

Kel ly  made h is  theory formal by stating a fundamental postu late and e leven 
coro l lar ies to that postu late . Ke l ly's orig i na l  c l i en t  pool  were un ive rsity 

students and Pe rson al Construct Psycho logy  was developed fo r the 
cou nse l l i ng  of th is  popu lation .  Easte rby-Smith  ( 1 980 )  assumes therefore 
that th is factor i nf luenced Ke l ly's choice of "man the  scient ist" as h is  model 
of human behaviour. In other  words,  Kel ly viewed people as "fundamental ly 
active and i nqu isit ive and l ikely to be i nqu i ri ng kee n ly i nto a l l  aspects of 
themselves and the i r  e nvi ron ments " (Easte rby-Sm ith 1 980 ,  p .8 ) .  People 

are in the busi ness of  maki ng sense of the i r world and they do t h i s  by 

deve lop i ng imp l icit theories from which to g e nerate hypotheses to test 

emp i rical ly .  I f expe ri ence confi rms the hypotheses  t hen  our  v iew of the 
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world stre ngthens ; i f  experience disconfi rms them we adjust and f ine tune 
our models of the world to suit . 

In his fu ndamental postu late ( Kel ly 1 955) i ndicates t hat peop le are best 
unde rstood i n  terms of  the way they ant ic ipate events .  Kel ly construed 
peop le as ne it her p ri soners o f  thei r b iograph ies ,  objects to be pushed 

about ,  no r  i nput and output p rocessors of i nformation . Rather  he viewed 
them as i nqu i ri ng psycho log ists , active ly attempt ing to make p redict io ns 
about futu re events. One tests the deg ree of sense one has made o f  the 
world by checki ng how wel l  one can anticipate i t .  Kel ly stresses that people 
are " i n business to understand thei r own nature and the nature of  the world 
and to test that understanding in terms of how it gu ides them and enab les 
them to see i nto the immediate and long term futu re" (Ban n iste r & Franse l la ,  

1 986 p. 8) .  The fu ndame nta l  postu late that " a person's processes are 
psycho log ical ly channe l i sed by the ways i n  which they antici pate eve nts" 
(Bann iste r  and F ranse l la 1 986 , p . 1 70) , is e labo rated in the fo l l ow ing  
co ro l lari es .  

The Co n st ruct io n Coro l la ry states that people ant ic ipate eve nts by 
const ru i ng the i r rep l icat ions .  Here Ke l ly  i s  rais ing the notio n  of  perso nal  
constructs. People recog nise repl icat ions and patterns and formu late these 

i nto constructions of the world . They use these constructions as transparent 
temp lates t h rough which they vi ew thei r world and wh ich serve as a 

metaphor  fo r the con strai nts p laced on one's wo r ld v iew. lt appears that 
these a re both personal and cu ltu ral constrai nts . Ga ines & S haw ( 1 98 1 ) 
describe these templates as necessary to f i lter percept ion ,  i n  o rder to a l low 
past experience to re late to , o r  anticipate , futu re behaviou r. As a resu lt we 
each fo rm private un ive rses i n  which we locate everyone  and everyth i ng 
that we have i nteracted with , whether in real ity or imag i nati on .  This private 

un iverse concerns the way the individual const rues the  world. That i s ,  the 
way he o r  she pe rceives ,  d iscrim inates and i nte rprets events that occur  

with i n h is  or  her expe rience. I n  that it i s  the  way one construes  the  world , it 
i s  refer red to as a system o f  co nstruct i o n s  o r  co n st ruct system .  l t  i s  

noteworthy that a theoretical t rend gai n ing recent momentum is  that known 
as "constructivism" ,  (described i n  more detai l below) . 
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The p rocess of construct ion is  based o n  the human abi l i ty to recogn ise 
repl icat ions and patterns, such as melodic themes i n  music ,  o r  t ime-of-day 
patterns such as breakfast , lunch and tea. For example ,  the reader  may be 

fam i l ia r  with a piece of music cal led "Tu bu lar Be l ls" com posed by Mike 
Oldfie ld .  I n  th is piece , Oldfie ld p lays a particular theme o r  passage of music 

repeated ly  wit h a variety of d i ffe rent i nst ru me nts ,  or with the  same 
i nstrument p layed in a vari ety of manners. The current author  recently 
witnessed another g raphic example of the same th ing  when the Danish 
comic p ian ist ,  Victor Barge p layed "Happy B i rthday to You"  i n  the sty le  of 
f ive or s ix  of  the most notable composers of all t ime.  Each p resentatio n  was 

qu ite d i ffere nt ,  and yet one was able to recog nise the  rep l icat ions of  the 
theme.  We make sense of the world by recogn is ing repeated themes,  by 
o rgan is ing these themes and then by usi ng the subsequent organisation  to 
attach meaning to both the experience around us and the l ikely forthcoming 
experiences pending. When we meet people for the fi rst tim e ,  on  the basis 
of  pe rce ived rep l i cati ons  i n  past experience ,  we expect part i cu la r  
behaviours from those people .  We expect them to  perhaps say "He l lo" , g ive 
thei r name and shake hands. Before we meet them we predict the ir  future 
behaviours ,  and l ike a scientist, we put ou r pred ict ions to the test. I f ,  when 

we fi rst meet a person,  he steps forward and h its us  squarely on  the jaw, 
then ou r  p redictions are likely to have been disconfi rmed. 

Bann ister & Fransel la ( 1 986) note that th is capacity to recog nise repl icated 

patt e rn s  a n d  t h e m es i s  fu ndamen ta l  to cond i t i o n i ng but Ke l l y  
acknowledged t he  unique personal natu re o f  the process. lt depends o n  the 
mean ing attached to the repl icated theme whether o r  not it wi l l  result in a 

conditioned response .  Bann ister & Fransel la  ( 1 986) assert that no-one ever 
responded to a sti mu lus ;  we respond to what we i nterpret the  stimu lus  to 
be , and th is  i n  tu rn is a fu nction  of our  un ique construct ion with i n  ou r  
personal u n iverse . 
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The individual ity corol lary refe rs to the n ot ion that we a re each total ly 
u nique i nd iv iduals who construe ou r  world in  complete ly  id iosyncratic 

ways. Each person's "private u niverse" has its own un ique p rocesses of 
change ,  development and decay , and no person's private un i ve rse is l ike 

anybody else's .  When p laced i n  ident ical situatio ns ,  people obvious ly .QQ 
llQ1 respond in  identical ways. Even when people do act i n  the same way in  
the same situation ,  th is  does not  mean that at a cognit ive leve l  they attach 
the same mean ing to that s ituat ion.  For i nstance , when a race horse fal ls 
1 00 mete rs from the post and fai ls to recover, you are l i ke ly to  witness a 

number of people runn ing towards that horse ; same behaviour  i n  the same 
situat ion .  However, for each the i ntent of the behaviour  and the meani ng 
attached to it is d i fferent .  For t he vete ri narian the reason fo r the run n i ng 
behaviour  is  q uite diffe rent compared to that observed f ro m  the ho rse's 
owner, concerned about an i nvestment. The situat ion has different mean ing 
aga in  fo r the horse's trai ners, the P-ress photog raphers, and for the more 
macabre members of the publ ic who ru n to the spot i n  the hope that they 

may witness the vete ri narian 's admin istrat ion of t reatment to the doomed 
horse. This is  because each i ndividual does not construe the  situation  the 
same way . We each d i ffer in our  perception of and i nterpretat ion of t he 
situation .  

T h i s  does n ot mean howeve r that i nd iv idua ls  d o n 't h ave some 
resemblances in  construing the world, but  none of us const rue the world in  
ident ical  fash ions .  I n  that each person diffe rs from each other  i n  t hei r 
construct ion of events, "each of us l ives i n  what is  u lt imately a un ique world , 
because it i s  un iquely i nte rp reted and thereby u n ique ly experi enced" 
(Bann ister & Fransel la 1 986 p .  1 0 ) .  

The Organisation Corollary states "each person characte ristical ly evolves 
fo r the i r co nve n ience i n  ant ic i pat i ng  eve nts ,  a co nst ruct ion  system 
e m braci ng o rd i nal  re lat io n sh ips between const ructs " ( Bann i st e r  & 

F ranse l la ,  1 986 p. 1 70 ) .  We structure the way we see the  world i n  a 

pyram ida l  h i e rarchical o rg an i sat ion  of supe ro rd i nate  and  subord i nate 
constructs.  An i ndividual 's constructs are i nte r- related and not just a chaotic 
j umble of compartments. At one  leve l i n  t he  structu re a pe rson may 
construe other  people as bei ng "warm versus coo l" .  Th is may be l i nked by 
superordinacy and subord inacy such that "warm vs. coo l" is re lated to one 
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po le of a const ruct such as "emotional characterist ics versus i ntel lectual 
characteri stics". This const ruct mig ht i n  turn be subsumed by the construct 

" m e nta l  p rocesses ve rs u s  phys ica l  p rocesses" . T h i s  h i e rarc h i cal 

ar rangement makes the  world organ ised and m anag eable , and it is  
i nte rest ing to note that s im i lar structures a re advocated fo r manag i ng 

i nfo rmat ion  processi ng a nd learn i ng  (see fo r examp le  Bower, C la rk ,  

W inzenz  and Lesgold 1 96 9 ) .  l t  enab les us to hand le that myri ad of 
i nformation which comprises ou r  p rivate world or private u nive rse. 

K e l ly ( 1 955)  postu lated t h at peop le  t e n d  to  a rra nge  tho u g h ts 
d ichotomously .  That is  they tend to view concepts i n  a bi -polar fash ion .  I n  
th i s  respect , Kel ly al luded t o  s im i lar postu lates put forward by other modern 
i n f lue nt ia l  t h i nkers i n  othe r  d i sci p l ines .  Namely ,  i n  psychology Osgood,  
S uci  & Tannenbau m ( 1 957) developed the Semantic Different ial at about 
the  same time .  Another  i ncluded the structural anthropolog ist ,  Levi St rauss 

( 1 963) who even went as far as to surmise that th is tendency to dichotomise 
was a resu lt o r  reflect ion of the bi- lateral symmetry o f  the human fo rm and 
hemispheric nature of the b rai n .  To some extent Marx ( 1 845) recogn ised a 
sim i la r  tendency i n  di scussio n  of the dialectic, with its thesis pole, antithesis 
po le and  subsequent synthes is  positi on between the po les .  And , l i ke 
Marx 's t heoretical posit ion ,  Ke l ly's i s  a theory of change.  The dichotomy 
corol lary states that "a person 's construction system i s  composed of a f in ite 

number  of dichotomous constructs " (Bann ister & Fransel la 1 986 , p . 1 92) .  

Wh i le  b i-polar in orig i n ,  const ructs can be seen as cont inua  which can be 
used in a scalar fashion , with shades of g rey being acknowledged between  
b lack  and wh ite ( Diamond 1 982 ) .  Ke l ly  v iewed o ne po le  of t hese 

dichoto mous constructs as bei ng a pole of affi rmatio n  and the other as a 

negat ive po le .  Thi s arrangement d isti ngu ishes ou r  way of viewing the 
wor ld as d i ffe rent from s imple u n i-polar catego ri sati o n .  The construct is  

"black versus wh ite" al lowing for  shades of g rey between ,  rather  than bei ng 
"black versus non-black" which al lows only for i nc lus ion o r  exclusion .  

Tho s e  b i po la r  co nst ructs  w i th  read i ly  avai lab le  labe ls are eas i l y  

acknowledged (for example , "warm versus cool" o r  "black versus white") but 
con st ructs can be very conceptual in nature and not readi ly att ributable to a 

labe l .  Constructs contai n nuan ces  of mean i ng wh ich are n ot necessari ly 
trans latable i nto language.  Somet imes a pe rson m ay on ly be capable of 
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produci ng a label for one pole of the construct (which i s  known as the 
"emergent pole") .  Kel ly claims however that we do not assert the emergent 
pole without impl icit ly denying or contrast ing it with another pole wit h i n  a 
context .  Kel ly asse rted therefo re that there exists an " imp licit pole" which 
contrasts with the "emergent po le". We conti nuously contrast th ings in  ou r  
private un iverse with other things, even i f  there is  no label readi ly avai lable 
to describe that construct. Bannister and Fransel la ( 1 986 , p. 1 2) state , for  
example ,  that "there would be little poi nt i n  asserti ng that ' I  am ti red' i f  the 
cont rast assert ion of  freshness and energy were not i mp l ic it ly aro u nd 
somewhere to be negated" . 

Not on ly do we each possess a construct system through which we view the 
world , but also as hypothesis testing "scienti sts" we seek to deve lop and 
e labo rate that system,  just as the system has al ready deve loped and been 
e laborated to i ts cu rrent status. With the choice co ro llary Kel ly stated that 

persons choose "fo r themse lves that alternative i n  a dichotomised const ruct 
through wh ich they anticipate the g reatest possibi l ity for the e laboratio n  of 
the i r  system" (Bann ister & Fransel la 1 986,  p. 1 70 ) .  I n  other  wo rds we tend 
towards that pole of the construct that makes more sense of the world for  us 
and which has the g reater nu mber of implications  for us. For example , i f 
there are more impl ications for us having a "warm" personality then we wi l l  
choose to move towards that pole rather than the "cool" po le ;  we wi l l  seek 
to be a warm person.  I f  in busi ness however, there is more to be gai ned by 
bei ng "coo l " ,  then we may choose to move towards that po le in  the 
busi ness context .  Kel ly asse rts that th is process i s  one of affi rmi ng in  ever 
i ncreasi ng detai l ,  aspects of experience that have already been subject to 
fai rly active scruti ny and construal and/or it is a 

p rocess of  expans ion  so as to i ncrease the range of the constructs '  
usefu lness o r  appl icabi l ity i n  areas that are not so fu l ly u nderstood.  

Furthermore ,  we don't necessari ly elabo rate successfu l ly ;  on ly that we seek 
to move away from confusion  towards understandi ng .  

The range coro l lary states that a "construct i s  conven ient for the anticipation  
of  a f i n ite range of  events o n ly" (Bann ister & Fransel la 1 986 , p . 1 70) .  
Constructs are , to vary ing deg rees , context related. Each i ndiv idual h as a 

f in ite number  of const ructs ,  some of which are used i n  speci f ic contexts 
on ly .  Some constructs in  the i ndividual's system are re levant or appl i cable 
to o n ly a narrow range of events , objects,  actions  or situations .  Ke l ly used 
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the  term "focus of  conven ience" to descri be those th i ngs for wh ich a 

const ruct was specif ical ly developed .  The construct "memory" had as its 

focus of conven ience a human p rocess for  the storage and ret rieval of 
i n formation. The range of convenience on the other  hand, is al l  those th i ngs 
to which people m ig ht eventual ly f ind the const ruct appl icable. Thus the 

te rm "memory" h as come into common usage to refer to the elect ron ic  
storage and retrieval of i nformation. The term has also been coined to refer 
to mechanical  devices that retu rn movi ng parts to a constant pre-set 
location - as if the inan imate device has remembered its previous state. 

Impl icit in the experience corol lary is  the notion  that people conti nual ly 
deve lop and g row psychological ly. "A person's construct ion system varies 

as he or  she successively construes the repl ication  of  events , " (Bann ister & 
Fransel la 1 980 ,  p .24) . A personal const ruct system i s  a person's g uide fo r 
l ivi ng ,  which Bann iste r & Fransel la ( 1 980) describe as a repository o f  all 
that a person has learned , a statement of  the i r  i ntents ,  the values they live 
by and the banner u nder  which they -fight. lt is a theory being conti nual ly put 
to the test of exper ience. Confi rmation  or  disconf i rmatio n  leads to the 
system's  affi rmati o n ,  or to e i ther  m inor  re mode l l i ng or possib ly  m ajor  
overhau l .  

Personal  Construct Psychology is  a general psycho logy of  change ,  with in  
which the modu lat ion  coro l lary outl i nes how the changes that occu r with 
experience ,  take place. The modulat ion coro l lary stated that "the variat ion 
with in  a person's co nst ruction  system is l i mited by the permeabi l ity of  the 
constructs with in  whose range of convenience the variants l ie" ( Bann ister & 

Franse l la  1 986 ,  p. 1 5 ) .  "Permeabi l i ty" refers to the  deg ree to wh ich a 

const ruct can eas i l y  be appl ied to other  contexts .  The construct "seam 
bowler ve rsus spin bowler" has relative impermeabi lity s i nce it re lates 
exclusively to the spo rt of cricket. As such an impermeab le construct l ike 
th is  one he lps us to better understand the context i n  question .  Without it, we 

would have g reate r d ifficu lty unde rstanding tactical bowli ng i n  cricket. The 
construct exists , however, i n  a very l imited context range and there is very 

little room for its expansion of use. The construct "warm versus cool" on the 
other  hand has a b road range of context usefu l n ess and i s  a construct 
wh ich  can be read i ly used i n  new contexts o r  new experiences. Th is  

construct can be used to describe personal ity , colou r, cloth i ng ,  temperatu re ,  

emoti on ,  music ,  horsepower, a person's physical energy,  and when faced 
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for the f i rst time ever with a job i nterview, a cocktai l party, o r  a negotiatio n  

with a trade union official , the construct can be used to describe that too. 

In othe r  words , when faced with a new situati on ,  we general ly t ry to make 
sense of it via permeable constructs that read i ly ass im i late new elements 

with in  the ir  range of conven ience . lt is claimed that permeable constructs 
the refore al low us to expand ,  learn and accommodate new experience 
whereas impermec;1ble constructs lock us into specif ic contexts. As stated i n  
the p revious parag raph however, impermeable constructs somet imes he lp 
us to better unde rstand specific existing experiences and contexts. 

In the fragmentat ion coro l lary that "a person may successively employ a 

variety of construction subsystems which are i n ferential ly i ncompatible with 
each  other" (Bann ister and F ransel la 1 98 ,  p. 1 6 ) ,  Ke l ly  suggests t hat 
change is not and need not be logica l ,  nor  shou ld we expect a person 
d isp layi ng a construct i n  one s ituat ion to d isp lay the same construct i n  
another situation .  Bannister & Mai r  ( 1 968) use the example of the parent 
who at one moment hugs and kisses a chi ld,  at another moment smacks the 
ch i l d ,  and then a moment later ignores the ch i ld co mpletely. Wh i le the 
behaviour suggests i nconsistency in the parent's co nst ruct ion system ,  at a 
supero rd inate leve l constructs concerni ng "pare nt ing"  and "upbri ng i ng"  
give some semblance of  consistency to  the behaviours obse rved. Bann ister 
& F ransel la ( 1 986) note for i nstance that the construct "cruel versus ki nd" 
assumes this sort of log ical consistency i n  the superord i nate not ion that 
"someti mes you need to be crue l  to be k ind" .  A lso it i s  possi ble that a 
person who vehemently appl ies the construct "smoker vs. non-smoke r" i n  

re lat ionship to judging those she  meets social ly ,  may ignore that const ruct 
comp lete ly when maki ng recru itment judgements i n  industry ,  because other  

co n st ructs are more app l icab le ,  such as  "co m m e rc ia l ly sound  vs .  
commercial ly risky" or "good vs. poor busi ness sense" . 

Despite the emphasis on individuality people may be s im i lar to others to the 
extent that they view th ings i n  s imi lar ways ,  const ru ing  a long shared 

d imensions .  Expl icitly the com monal ity coro l lary states that "to the extent 
that one person employs a construction of exper ience which is s im i lar  to 
that employed by another ,  h is  or her processes are psycho logical ly s im i lar 
to those of the other person" ( Bannister & Franse l la  1 980 ,  p .27) .  The extent 
to wh ich our ways of viewing the world are shared ,  or have approximate ly 
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the same psycho logical mean ing ,  i s  an expression of, o r  acknowledgement 

of the extent to  which we belong to g roups ,  cu ltu res o r  psycho log ical 
commun ities .  Landfield & Ept ing ( 1 987 , p .21 ) state that "personal constructs 
often ,  but not a lways ,  ref lect the conce rns and values of one's past and 

cu rrent cu lt u ra l  m i l ieu" .  They thereby acknowledge that many of  o u r  

const ructs a re developed from other  peop le a n d  some aspects o f  se lf
const ruct ion m i rror the ways in which people have construed us .  

People do spend a certai n amount of energy  com mun icat ing with othe rs 
about the i r  const ruals of the world , and those aspects of thei r construa ls  
that are s im i lar  or  different .  Kel ly's sociality corol lary recogn ises that the 
const ru i ng o f  i nd ividuals and g roups is  negotiated wi th  those wi th  whom 

they interact : " to the extent that one pe rson const rues the  const ructi on  
processes o f  another ,  he o r  she may p lay a ro le i n  a social  process 

i nvo lvi ng the other  person" (Bann ister & Fransel la 1 980 ,  p .28) .  Hence the 
extent to wh ich we negotiate and commun icate our  shared or  d isparate 
construals i s  an expression of the ro les we have i n  re lat ion to one anothe r. 
Th is does n ot mean that the ro le o r  i nteract ion i s  an expression of the 
s im i larity of  const ruct systems,  but that t h rough  one pe rson 's construct 
system (say that of a parent) t hey are able to deve lop a meani ngful pictu re 
of the other  person's construct system (say that of a ch i ld ) ,  thus enabl ing a 
ro le to be performed. 



2.2. Some More Recent Di rect ions in Personal  Construct Psycho logy .  
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As is  the nature of  Theo ry bu i ld ing , the shape of  P e rsonal Construct 

Psychology has changed , deve loped and been e labo rated si nce Kel ly .  I n  
t he  present series of works the  elabo rat ion of the theory by  H i nkle ( 1 965 ,  
reviewed late r in  Chapter 3) takes centre stage , a long wi th subsequent 
developments from Hinkle's work (fo r example ,  Eden 1 977, a lso reviewed 

separate ly i n  Chapter 3) . 

lt is perti nent however to briefly mention some other  more recent d irect ions 
of thought and intel lectual pu rsuit regarding Personal Construct Psycho logy 
Landf ie ld & Ept ing ( 1 987) , wh i le concentrati ng on the  use of Pe rsonal  
Const ructs in  psychotherapy have restated the theory in  a se r ies of fifteen 
assumptions .  These assumptio ns reflect the notions  put forward by Kel ly's 
fu ndamental  postu late ,  co ro l laries ,  and d i scu ssi o n  o f  t he  natu re of 

const ructs but provide a good i l lustration  of  recent attempts by writers to 
reduce and s imp l i fy Kel ly 's o ri g i nal concepts so as to o pti mise t he i r 
app l icabi l ity to the contexts of those wri ter's  pri nc ipa l  i nterest .  I n  other  
words  i t  i s  apparent that Kel ly's fo l lowers ext ract fro m  the o rig i nal theory 
those aspects that are most mean i ngfu l  to them and which contai n the 
opt imal range of convenience fo r them. 

In brief Landfie ld & Epting's ( 1 987) assumpt ions are : 

that construct di mens ions sometimes can be verbal ised and 
di scussion of s imi larit ies and differences is  the usual  ploy to 
encourage a cl ient to verbalise h is or  her const ructs ; 
Pe rsonal constructs often ,  but not always , reflect the  concerns 

and values of one's past and present cu ltu ral m i l i eu  although 
that which i s  i nterpreted from the outside wi l l  be construed and 
interpreted i ndividua l ly by the person ;  
personal constructs are not necessari ly semantical ly log ical i n  
terms o f  thei r po lar labe ls ;  

each pole of  a construct enhances the mean ing  of the other 
pole ; 

a pe rson may use a construct symbol o r  labe l d ifferently i n  
different contexts,  and  different people wi l l  use the  same construct 

symbols i n  different ways ; 



a construct may be stated i n  a way that reveals l itt le of its mean i ng ; 

a person may apply two constructs i n  a s imi lar fash ion despite 

the i r  verbalisation suggest ing quite different meaning to an 

outside observer; 
feel i ng ,  valu ing and behaving are components of persona l  
const ructs and at any one moment the fee l ing ,  the va lue or  the 
behaviour  may predominate ; 
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constructs vary i n  the ir  importance for a person on a d imension that 
extends from core i nterests , concerns and values to peripheral ones ; 
a personal  construct may vary i n  importance accord ing to the 
context in which it is being applied ; 
a person's own behaviour  may be antici pated from the constructs he 

or she appl ies to describe others ;  
people may construe themse lves on  the same d imens ions as 
they construe others ;  
a person's verbalised const ructs may reveal h is  or  h e r  i m mediate 
conce rns ,  confl ict areas and i mportant contexts of decis ion maki ng ;  
and lastly , 
anticipat ion i nvolves hypothesizing about s im i larities and 
d i ffere nces in the fami l iar world to the imag i ned but as yet 
unknown world ,  and as such ties together the p rocesses of 

i ntegration ,  d i fferent iation and genera li sation about the future. 

Anot h e r  deve lopment has i nvo lved move ment  away f ro m P e rso nal  
C o n st ru ct Psycho l ogy per se , and move m e nt towards t h e  m o re 
e n co m p as s i ng o rie ntat i o n  known  as "co nst ruct iv i s m " .  A succi nct 
i nt roductio n  to constructivism has been prepared by Mahoney ( 1 988) , who 
defi nes it as a " fami ly of theori es  that share the  assertio n  that hu man 

knowledge and experience entai l the ( p ro )active part ic ipat ion of the 
i ndividua l "  ( Mahoney 1 988 ,  p .2) .  Personal Construct i s  but one of that 

fami ly o f  theo ries ,  and acco rd i ng  to Mahoney it i s  a re lat ive ly rece nt 
additio n  to the fami ly .  Mahoney describes the developmental psychologist 
Jean Piaget as the most visi ble and i nf luential constructivist of  t he twentieth 
century ,  but in the realms of pe rsonal ity theory and psychotherapy there is 

" l ittle doubt that George A. Kel ly was the p ioneer constructivist . H i s  re lative 
obscu rity i n  American psycho logy during h is  l ifetime may never be fu l ly 

u nderstood, but it clear that he 'started someth ing '  that has yet to reach its 

h istorical zen ith" (Mahoney 1 988, p. 27) . 
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The th ree bas ic  featu res of construct iv i sm , accord i ng to Mahoney are 

proactive cogn ition , morphogen ic nuclear structure and self organisi ng 

development. 

The p ri nc ip le o f  proactive cogn iti o n  asse rts that hu man knowledge ,  
experience and adaptation are characte rised by  proactive part ici pat ion by 
the ind ividual and/o r col lective. Accordi ng to Mahoney we are l itera l ly eo
creato rs of the "real it ies" to which we respond,  and , our  respo nses are 
anticipatory and proactive rather than reactive .  

Morphogenic nuclear structure means that h u man systems are o rgan ised 
such that the ir  cent ra l ,  core or nuclear processes dictate and constra in the 

forms expressed at peripheral or su rface levels .  In pe rsonal const ruct terms, 
core constructs d ictate and constrai n the fo rms of express i o n  at the 
peripheral leve ls .  

The pri nciple of se lf organ is ing deve lopm ent asserts that indiv idual human 
systems o rganise themse lves so as to protect and pe rpetuate the i r i nteg rity , 
and develop v ia st ructural d i ffe rentiat ions  selected out of tr ial and e rro r 
vari at i ons .  Con structi vi st t heo r i es ,  acco rd i ng  to  M a h o n ey ( 1 988 )  
acknowledge that psychological real it ies are i nherently private , even 

when shared co l lectively , and that the forum for psycho logica l  change l ies 
in  the domai n of a set of dynamic processes known as "the se lf" . Mahoney 
poi nts out that it is no co incidence that Personal  Construct Psycho logy is 
in herent ly personal .  

Maho ney ( 1 9 88) concludes that con struct iv ism rep rese nts a majo r  
conceptual refi ne ment in  ou r  th i nki ng about human experi ence and  its 
co mp lex  dete rm i n i ng processes .  Its con t ri but i ons  i nc lude a ho l i st ic 
i nteg ration of thought , feel ing and act ion as wel l  as transcending resolut ion 
of t he  l ong stand i ng dichotomies  wit h i n  o nto logy and e p i ste mo logy .  
Mahoney asse rts that although constructivism remai ns a m i no rity v iew i n  

cogn itive science and  is  cited as  a recent a rriva l ,  its o rig i ns are d isce rnible 

in the 1 8th  centu ry writi ngs  of  Vico , Kant and ear ly 20th centu ry 
theoreticians such as Vai hi nger, Piaget and more latterly Kel ly .  
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Adams-Webber  ( 1 979) devotes an enti re chapte r to new d i recti ons  i n  
Personal Construct Psychology. This discussion centres around new areas 
of  app l icat ion and research rather than around  t heo retical changes  o r  
advancements. "The new cu rrents of appl icat ion h ave extended the range 

of conven ience of the theory and re lated measu re m e nt techn iques far 
beyond its o ri g i nal provi nce ,  that is personal ity and cl i n ical psycho logy ; 

and occas iona l ly outs ide the f ie ld of psycho logy i tse l f  as i t  has been 

trad i t i ona l ly def i ned" (Adams-Webber 1 979 ,  P .  1 8 1 ) .  Bann i ste r  and 

Fransel la ( 1 986) i ndicate that the range of  conven ience has extended i nto 
fie lds such as architectu re ,  anthropo logy, re l ig ion ,  l ite rature ,  commu ne life , 

map  con struct i on ,  body i mage ,  language , c h i l d re n 's  se lf co ncepts , 
de l i nque ncy and deviance , teach ing tech n i ques ,  m ethods of g roup  
psychotherapy, l ik ing and  dis l iki ng ,  depression ,  social ski l l s ,  racial  identity , 
economics, h istory ,  computeri sed learning, mental handicap, asphasia ,  and 
vocat ional guidance . 



3. 1 I nt roduct ion 

Chapter 3.  

REPERTORY TEST TECHN IQUE 

1 9  

As i n  the case of the theoretical side of Personal Construct Psycho logy ,  a 
number of publ icat ions have reviewed the method Ke l ly deve loped to 
i nvest igate and measu re personal  const ructs (for example, .  Ban n iste r  & 
Mai r 1 968 ,  Slater 1 976 , 1 977; Franse l la  & Bann ister  1 977, Sm ith  and 
Stewart 1 977 ; Easte rby-Smith 1 980 ; Stewart & Stewart 1 98 1 ; F ranse l la  
1 98 1  b ;  Eden & Jones 1 984;  Beai l 1 985 ; Bannister and Franse l la 1 986) .  

Stewart and Stewart ( 1 981 ) report that Ke l ly was uncomfo rtable with the 
methods bei ng developed by h is colleagues in  psycho logy, i n  that they did 
not adequately faci l i tate practitioners to get to know the i r  cl ients , to classify 
them mean ingfu l ly ,  to  unde rstand thei r poi nts of view nor to he l p  c l ie nts 
understand themse lves bette r. Ke l l y ,  a lo n g  with a numbe r  of h i s  
contemporaries ,  was also conce rned that normative studies d id  n ot a l low 

for precis ion i n  the assessment and treatment of i ndividuals, d id not avoid 
observe r bias on the part of the practitioner ,  and re l ied upon the practit ioner  
as "expert" without acknowledg ing that people can take respons ib i l i ty fo r 
their  own development .  Ke l ly sought a method to overcome the discomforts 

he felt , and in the p rocess deve loped Repertory Grid as a tech n ique for 
getting i ndividuals to reveal their  construct systems to h im. 



20 

Smith ( 1 980)  descr ibes Repertory Grid as a tech n ique for producing 

cog nitive maps which cons ist of two mai n components : fi rst ly  e leme nts 

wh ich are the objects of thought, and secondly , co nstructs which are the 

qual i t ies used to descri be e lements.  Reperto ry g rids a re described by 

Smith ( 1 980) as mere ly a way of obtai n ing an i ndividual 's elements and 

constructs in o rder  that a cog nitive map may be produced . Furthermore, 

Repertory G rid  constitutes a method i n  its own rig ht ,  and there i s  no 
obl igat ion to accept Kel ly's theory in order to make use of the method. Bel l  
( 1 988) states that there is  no general ly accepted defi n it ion of what a 
Repertory Grid is and hence offers to defi ne it as "a set of representat ions of 
the  re lat ionsh ip  between the  set of t h i ngs  a person const rues  (the 
e lements) and the set of ways that person const rues them (the const ructs)" 
(Bel l  1 988,  p . 1  02) .  

The term " Repertory Grid" came i nto being si nce the techn ique i nvolved the 
mathematical i nterplay of e lements and constructs in such a way t hat the 
data obtained le nt themselves to a matrix confi gu ration and analysi s .  The 
term " repertory" was adopted because the techn ique revealed the person's 
psycho log ical repe rto ry ;  the  word has the  same root as t he  te rm 
" repertoi re" .  lt is  the person's repertoire of ways of viewing the world ,  or a 
particular context of  the world , o r  as Harrison and Sarre (1 971 ) state , it is an 
i ndividual's repertory of fee l ings about a particu lar context of elements. 

When fi rst i ntroduced the technique was known as the Ro le Reperto ry Test 
whereby a subject named a number of acquai ntances who fu lfi l led ro les 
such as "a happy person" or  "a pe rson I admi re" .  These ro les became the 
e lements and constructs were e licited on the basis of these. I n  its o rig i nal 
fo rm the process ended there ,  having revealed some i nsig ht i nto the 
subjects' construa ls  of thei r i nterpersonal envi ronments. When extended 
i nto a matrix configuration ,  i n  addition to the const ruct e l icitation ,  the subject 

considered every e lement i n  relation to every construct and p laced a tick in  
the appropriate ce l l  of  the g rid i f  the person (e lement) cou ld be described 

by the emergent pole of the construct in q uest ion . Late r the b i po lar 

constructs were considered as rating scales and i t  became more common 

for the elements to be either  rated or  ranked i n  terms of the construct scales. 
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Si nce Kel ly's or ig inal Role Repertory Test , other sorts of e lements have 
been used such that there is no fixed form o r  content of g rid technique,  the 

procedure not on ly bei ng adaptable but also commandi ng  adaptatio n  to the 

problem at hand (Harrison and Sarre 1 97 1 , Ban n ister and Fransel la 1 986) .  

I ndeed Landfield & Ept ing ( 1 987) i ndicate that wh i le  t raditi o nal Rep. Test 

may be the most fitt i ng measure of pe rsonal  constructs ,  it may requ i re 

modificati on .  Just as persona l  co nstructs have the i r  d i ffe ri n g  ranges of 
appl icabi l ity, methods also have thei r most appropriate uses in t ime and 
space. 

The above , is a very brief introduction to Repertory Grid. Smith and Stewart 
( 1 977) i ndicate that the key features of g rid technique ex ist under  the 
headings of El icit ing E lements , El icit ing Constructs , Completi ng or Sco ri ng  
the Grid ,  Analysis and I nterpretation .  Below, the techn ique is descri bed i n  a 
little more detai l unde r these fou r headings fol lowed by some comments on  
re l iabi l ity and validity. 

3.2. E l iciti ng E lements 

The usual po int of entry with the Repertory Grid Tech n ique i nvo lves the 
e lements. Kel ly warns that the elements shou ld a l l  come f rom the  same 
sub-fie ld of constru i ng ,  otherwi se mean ing  wi l l  vary f ro m  e lement to 
e lement. Whi le Ke l ly o rig ina l ly used roles as elements there is  no reason 

why act ions ,  tasks, photographs,  or objects cann ot be used , provided they 
al l  relate to the same context and do not represent a mixture of contexts (for 
example ,  if people's views about houses are of i nterest, then use houses as 
elements, and not a mixture of, say , houses and faces) . 

E lements are typical ly obtai ned i n  one of three ways : provided by the 
subject as appropriate to the context of i nterest, e l icited from the subject to 

fit a number of ro le or type defi n it ions, o r  suppl ied by the i nvestig ator as 

interested i n  a part icular subject matter. Smith ( 1 980) warns that care be 

taken to ensure that the domain of the elements is re levant to the objectives 



of the exercise and to ensu re that participants can both understand them 

and have views and opi n ions about them. 

3.3. E l icit i ng  Constructs 

Typical const ruct e l icitation fol lows what has beco me known as t he  t riad 
method. Th is  i nvo lves present ing subjects with sets of t h ree elements at a 
t i me and aski ng them to disti ngu ish  between them by describ ing a way in 
wh ich two of them are s i mi lar, but on the same d i mension  different f ro m  the 
th i rd.  The resu lt ing response is viewed as a b ipolar construct that m ay be 

u sed as t he  basis for a scale that describes the  exte nt of that att r ibute 

( Harrison and Sarre 1 971  ) .  Three e lements are used at a t ime si nce th is is 
deemed to be the m i n imum req u i red to deri ve a s i m i la rity-d i ffe rence 

. 

po larity . The  t ri ads to be co ns id e red may be se lected at random or  
arranged to test for discrimi nat ion between particu lar e lements. Wh i l e  the 
tr iad method is typical the process can be stream l i ned by us ing a dyad 
method , (see Ryle and Lung  h i  1 970 , and also Stri nger  1 974a, 1 97 4 b  and 
1 976 , who fou nd the use of  Repertory G rid and re lated p rocedu res  very 
t ime con s u m i ng depending on  the  re lative i nte rest and f luency o f  the 
respondent ) .  

The b ipolar d ist i nction that i s  derived is considered as a verbal descript ion 
of  the way i n  wh ich the respondent cog n it ive ly o rgan i ses his o r  her  
envi ronment. P resentation o f  successive triads, o r  dyads , o f  e lements e l icits 
a range of such personal constructs , each , according to Harrison and Sarre 

( 1 971  ) ,  h av ing relevance to the respondent's behaviou r  i n  re latio n  to the 
e lements.  Construct e licitation  can cont inue u nti l the subject can p roduce 

no more , u nti l avai lable t ime runs out ,  unti l all possib le triads o r  dyads have 
been t ried  o r, u nt i l  e l icitation  of a suff ic ient nu mber as dete rmi ned by the 

i nvest igator. With regard to the latter of these 1 Ox1 0, 1 2x 1 2 or nxn g rids are 
common ly  u sed,  where the number  of constructs e licited is equal to the 
number of  e lements under considerat ion .  

Smith ( 1 980)  d iscusses lack of defi n it ion i n  the objectives of i nvest igators 

and warns that th is often leads to  large and unwie ldy g rids. I f  there are too 

many e lements or constructs then complet ion of the g rid or " inte rview" is a 
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majo r undertaki ng and Smith ( 1 980) po ints out that with large undefi ned 

g rids there is a risk of alienati ng the respondent such that rapport co l lapses 

and the qual ity of responses is subsequently poor. I nte rest ing ly ,  Chetwynd 

( 1 974) found that once seven constructs had bee n el icited , each  additional 
co nst ruct made l i tt le diffe rence to the e lement d istri buti on ,  and Smith and 
Stewart ( 1 977) descri be this as a remarkable val idation of M i l l e r's ( 1 956) 
mag ic  number 7 ± 2 hypothesis. 

P rob lems in construct el icitat ion i nclude represe ntativeness whereby it is 
impossib le to be certai n that suffici ent of a subject's persona l  constructs 
have been revealed (Harrison & Sarre 1 97 1 , Gai nes & Shaw 1 98 1  ) ,  and as 
a l l uded to above , the d iff icu lty that some people have i n  produc ing 
co nst ructs ( poss ib ly due to lack of f lue ncy , Stri nger  1 974a) .  Another  
d i ff icu lty ari ses i n  that the  e licited construct wi l l  be a verbal descri pt ion  or 
labe l  for a psycho log ical construct which may be conceptual in  natu re and 
wh ich  may not necessari ly l end  itse lf  to ve rbal descr ipt i on .  Some 
investigators have suppl ied constructs to subjects (for examp le ,  Bie ri et al .  
1 966 ) .  Such act ion seems reversion back to the very normative methods 
Ke lly sought to avoid, and whi le const ruct provis ion saves t ime ,  it dest roys 
the particu lar sensitivity of the subject's ideas , a factor that Harrison & Sarre 
( 1 97 1 ) describe as one of the majo r  featu res of the free form g rid .  
Furthermore , the investigato r needs to be wary of the suitabi l ity of  e l ici ted 
const ructs. Co nst ructs are l ikely to be unsuitable ,  for example ,  if t hey are 
i mpe rmeab le (can not admit new e lements to the i r  context) , superf icia l , 
vag ue o r  s imply an alte rnative way of express ing the ele ment/ro le t it le 
(Hunt 1 95 1 , Chetwynd 1 974) .  
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H avi ng conside red eleme nts and  el icited const ructs , depend ing on the 

pu rpose of the study, the p rocedure cou ld cease t he re .  However the 

rich ness of the technique l i es in part in the matr ix fo rmat and abi l ity of 
subjects to score each element in re lation to each construct .  Kel ly o rigi nal ly 

on ly used the dichotomous responses whereby each e lement was ascribed 
to eithe r  one pole or the othe r. Harrison & Sarre ( 1 97 1 ) po int out that such a 
method neg lects the degree to which an e lement can be ascribed to a 
const ruct attribute and the possibi l ity that it cannot be identif ied clearly with 
e ither po le .  More sophisticated rank orderi ng and category scal i ng methods 
have deve loped. A typical method therefore invo lves the p lacement of, say , 
a 5-po i nt rat i ng  scale between the two po les of e ach  d ichotomous 
construct .  Each e lement is then rated 1 to 5 for  the extent to which i t  can be 
ascribed to one pole or the othe r. Landfie ld & Epti ng ( 1 987) state that the 
b roader the rati ng scale (they have used a 1 3-point scale)  the g reater the 
capacity to measu re and analyse po larisatio n ,  which can be used as an 
index of meani ngfu lness (Adams-Webber 1 979,  Bonarius  1 97 1 , Landfie ld 
1 977) .  Stewart and Stewart ( 1 98 1 ) on the othe r  hand cite evidence to 
suggest t hat a 7-point  scale comes close to most peop le's l im its of 
d i scrim i nat ion and that scales larger  than 5 po i nts become diff icu lt to 
examine vi sual ly. Landy ( 1 985) advocates that a rating scale should consist 
o f  no less than 5 poi nts and  no more than 9 poi nts .  The res u lt is  a 

quantitative expression of the i ndividual's construal of a particular context of 
e lements. 
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Reperto ry g rids contain  a large amount o f  info rmation i n  very flexib le fo rm 

and a who le range of matrix analyt ic tools can be used . Bel l  ( 1 988 )  
describes Rep. Test data as a deceptive set of i nformation since its format i s  

so  compact. Bel l  offers a formu la for assessi ng t he  amount o f  i nformation  

contained i n  a grid , whereby , i f  we have n eleme nts and m constructs , the 

amou nt of i nformation is  [n+(m x 2 poles)]+(n x m) .  Thus i n  a 1 Ox1 0 g rid 

there are 1 30 pieces of i nformation to be digested , and in a 1 5x 1 5 g rid ,  1 70 

pieces of i nformation .  Add to this the data co l lected from a smal l  sample of 

just 1 0 people and there are 1 300 and 1 700 pieces of information to d igest 
respectively. 

S ince there is such an enormous amou nt of data i nherent in a g rid ,  Be l l  

( 1 988)  states that i t  i s  no surpri se t hat methods o f  summ ari s i ng 
construct/e lement relat ionships have been deve loped , and these a re the  
"cog nitive maps" referred to  above . These are usually of two ki nds : spatial 
re presentat ions and tree representations .  Spatial representat ions i nvo lve 

the plotting  of constructs and/o r elements with in  orthoganal space i n  o rder  

to show the  closeness o r  si mi larities of e lements and/o r const ructs .  For  

i n stance , a cl i n ician may be i nterested i n  how close together a c l i e nt 
construes the elements "Actual self" and " I deal self". Gai nes and S haw 
( 1 98 1 ) state that from th is  poi nt of vi ew , each construct bec o mes 

represented as a poi nt in  multidimensional space whose dimension i s  the 

number of e lements i nvolved. This space i s  often refe rred to i n  the l iteratu re 

as "construct space" . Constructs that are zero distance apart are such that 

all e lements are construed i n  the same way i n  re lation  to those const ructs. 

We may i nfer therefore that they are bei ng used in the same way and hence 

are in  some way equ ivalent constructs. Tree representations ,  by contrast ,  

attempt either to g roup constructs and/or elements i nto "fami l ies" accord i ng 



26 

to Be l l  ( 1 988)  o r  to dep ict co nstructs a nd/o r e l eme nts for  t h e i r 

supero rdi nate-subord inate re lationships with i n  the  h ie rarchical system o r  

organ isation .  

Types of  analysis range from the crude and s imp le ,  to  more sophi sticated 
dimension seeki ng tech niques. As a cli n ical too l ,  analysis usual ly i nvo lves 
the consideration  of  i nd ividual data, whi le at an appl ied leve l  Harrison & 
Sarre ( 1 97 1 ) i ndicate that analys is is  more l i kely to i nvo lve comparison of 
ind ividual g rids or derivation of some sort of "ave rage" g rid ove r specif ied 
g roups .  Because o f  the  i n he rent u n iqueness  o f  i nd iv idua l  g ri ds ,  
comparisons are l i ke ly to be structu ral . When compari ng g rids , i ncreas ing 
sop histication reflects i ncreasi ng reliance on the val idity of communal ity of 
meaning across i nd ividuals. Harrison and Sarre (1 97 1 ) also contend that 

i ncreas i ng  soph i st icat i on  · often requ i res standard i sat ion of e leme nts ,  
constructs o r  bot h ,  a lthough the impove rishment of data p roduced from 
suppl ied elements or constructs has been al luded to above. 

Stewart and Stewa rt ( 1 98 1 ) recommend that before executi ng a g rid 

i nte rview, the practit ioner  shou ld consider ve ry carefu l ly ,  the aims  of the 
study ,  the resources avai lab le for analysis ,  ownersh ip of  the data , wh ich 
form of g rid to use , constrai nts of t ime relating  to p rovis ion of feedback to 
subjects and, who is to be i ncluded i n  the i nte rpretat ion of the data. Smith 
( 1 980) re iterates the i mpo rtance of the p ract it ione r  tak ing t ime to def ine 

o bj ectives and to p i l ot test the  technique fo r i ts  appl icabi l i ty to the 
objectives. 

Landf ie ld & Epti ng ( 1 987) i nd icate that two mai n types of analysis or 
d iagnosis are used : one re lated to CONTENT and the other re lated to 

STRUCTU RE .  Content analysis examines the ele ments and/or constructs 
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themse lves wh i le structura l  analysis examines the  re lat ionsh ips between  
const ructs and/or e lements and  the  total organ isat ion of the  construct 
system .  By far the  most com mon ly  reported analytic techn iques are 

structural i n  nature .  

Harri son & Sarre ( 1 97 1 ) descri be the s implest analysis as considerat ion  of 

i ndiv idual protoco ls. Here the particular const ructs and e lements e l icited 
are of p rimary i nte rest and this tends to be a c l i n ical form of analysis .  lt is 
l i ke ly that conside rat ion of  i nd ividual protoco ls  wi l l  i nvo lve some leve l of 

content  an a lys is ,  descri bed by Stew art & Stewart ( 1 98 1 ) as t he  

a rrangement o f  e lements and constructs i nto a series o f  catego ri es .  
(Content analysis receives a more detai led discussion later i n  Chapter 8 of 

th is  dissertation) .  Closely re lated is the use of frequency counts of part icu lar 
e lements and constructs to ascertai n common t rends among people .  Both 
frequency counts and content analysis are s imple and uncompl icated i n  the 
use of statistics. Both are concerned with the frequency of specific semantic 
g roup ings and both tend to be used in  the analysi s of g roup data rather  
than  i ndividual data. 

The most common structural comp·ari son i nvo lves analysis for cogn i t ive  

complexity. Smith and Stewart ( 1 977) i ndicate that considerable research 
l i te rature is  ava i lable conce rn i ng cogn it ive complex ity , wh ich i s  most 
co m mon ly associated with B ieri ( 1 955 ,  1 96 6 ) .  B i e ri ( 1 966)  def i ned  
cog n it ive complexity as  the capacity t o  const rue  social behaviou r  i n  a 

m u lt id imens io na l  way , and B ieri ( 1 955) des i g n ated the  deg ree  · of 
differentiation of the construct system as reflecti ng its cogn itive complexity
si m p l icity . A co nstruct system that d i ffere nt iates h ig h ly i s  cons idered 
cog nit ively com plex ,  wh i le a system that p rovides poor different iatio n  is  
considered cogn it ively s imple .  B ieri & Blackle r ( 1 956) i ndicated that when 

consideri ng cog nit ive complexity, we are essent ia l ly aski ng , i n  how many 

different ways can a person pe rceive a certai n set of events . 



S mith & Stewart ( 1 977) report that d i fferent authors have u sed d iffe rent 
i ndices of cogn itive complexity, and that with in  various met hods of analysis ,  

several i ndices of cognitive complexity can be derived. Fi rstly, B ieri ,  Atkins ,  

Br iar ,  Leaman , M i l le r  & Tri podi ( 1 966) made pai red compari so n s  of 
construct rati ngs  on  the same e lements. In comparing any two con struct 

rows a score of 1 was given for for any identical ratings of any o ne e lement. 
As such , on a 1 Ox 1  0 g rid, i f  two constructs are used in  an identical fash ion ,  

then the maximum row score would be 1 0. Si nce a 1 Ox 1  0 g rid p rovides for 

45 row comparisons the maxi mum score is  450. The h igher  the score , the 
more cogn it ively s imple the subject is deemed to be with i n the context in 

quest io n ,  s i nce h ig her  scores i nd icate an i nabi l ity to use the const ruct 
d imens ions i n  a differentiated manner. Secondly, Smith and Stewart ( 1 977) 
repo rt t hat t h e  pe rcentage variance accounted fo r by the pri nc ipa l  
component of  a pr incipal component analysis  can be used as an i ndicator, 
the· g reater t l1e variance, the g reater the cogn itive s imp licity. Th i rd ly ,  an 
alte rnat ive i ndex  favou red by S mith & Stewart ,  i s  t h e  n u m ber  of  

components with roots (e igenvalues) g reater than two ; an index wh ich 
re lates complex ity to superordinacy. 

I n  s imp le terms ,  cogn it ive complexity appears to refer to the nu mber of 
i ndependently useful construct d imensions e l icited by a subject , or as put 
by Landfie ld & E pti ng ( 1 988, p. 50) "an express ion of u nits of i ndependent 
const ruct ion" .  Landfie ld & Epti ng refer to m easu rement of po larisatio n  i n  
responding ; that i s ,  t he  tendency to  score at t he  polar extremes o f  the rati ng 
scale rather  than towards the centre . They c lai m that polarisat ion can be 
used as an i ndex of  both meani ngfu lness  and construct o rgan isatio n ,  

re lated t o  cog n it ive complexity and posit io n i ng o f  constructs wit h i n  the 

h ie rarch ical system ,  a lthough Brook ( 1 98 1 ) fou nd on ly a weak re lati onsh ip 

between response style ( rati ng extremity ) and cogn itive complexity . 
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· A rather  crude , manual system o f  com pari ng g rid rows and co lum n s  is  

referred to  as v isua l focussi ng (Smith & Stewart 1 977, Thomas & Harri

Auguste i n 1 977 , Stewart & Stewart 1 98 1 ) .  The aim of th is process is to re
arrange the grid so that both s imi larly rated e lements and s im i larly rated 

constructs are placed next to each other. Focussi ng i nvo lves p rod uci ng  a 

matrix  of row and co lumn "ag reement" scores ,  and then visual ly exami n i ng 

fo r h igh and low scores. The g rid data is then sorted so that l i ke data is  

placed near  other l ike data. The cycle needs repeati ng seve ral ti mes , the 
result tend ing to be the formation  of some so rt of const ruct fami l ies ,  o r  
e lement fami l ies. 

At a h ig her  level of sophistication ,  construct fami l ies are derived by us i ng 
g rid data as correlation material for cluste r analysis and facto r analysis .  

Cluster analysis is  a method of grouping together const ructs that are c lose 
to one another in construct space (Gai nes & Shaw, 1 98 1  ) . Cluster  analysis 
searches the raw data for the two h ighest corre lati ng sets of data (say , the 
two h ighest corre lati ng const ruct rows) .  These two sets are then "married" , 
i n  effect ave raged , to form a s ing le new set of data. The g rid is then  re
exami ned i nclud ing the new data set, but excluding the two o rig i nal  data 
sets that fo rmed the "marriage" ,  again search ing for the next two h ighest 
corre lat ing data sets. Agai n the two ide ntifi ed data sets are "married" , and 

the process is repeated u nt i l  al l  data has been i nco rpo rated i nto a s i ng le  
data set .  The i nformat ion so gai ned is ge neral ly d isp layed as a "tree" 
d iag ram , or  dendrog ram ,  v isual ly  showi ng the associated constructs or 
e lements i n  re lat ion to a corre lat ion matri x. Stewart & Stewart ( 1 98 1 ) 
describe the basis for cluster analysis as concern with i nspection for close 

si m i larit ies between eleme nts and/or constructs , and separation of these 
i nto fami l ies. Smith & Stewart ( 1 977) state that some researchers advocate 

that c luster analysis ought to be the pri nci pal techn ique for the analysis of 
g rids . 
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We use factor analysis, according to Gorsuch ( 1 983) to reduce large and 
often confusing domai ns of variables to smal ler and more comprehensib le 

domains .  Go rsuch states that the usual a im o f  factor a nalysis is  to 

summarise the i nterre lationsh ips among variables i n  a concise but accu rate 

manner as an aid in  conceptual isat ion . This is  achieved by i ncludi ng the 

maximum amou nt of o rig i nal i nformat ion into as few derived variables or 

factors . as poss ib le wh i l e  sti l l  keep i ng  the so l ut ion u nde rstandab le .  
Kerl i nger  ( 1 979) therefo re described factor analys is as  a method fo r 
determin ing the nu mber and nature of the variab les that u nder l ie larger  
numbers of  variables or  measures.  

Parsim ony i n  descri bing  data, accordi ng to Gorsuch ( 1 983) , leads factor 
analysts to recogn ise that any re lat ionshi p  is l imited to a particu lar area of 
appl icabi l i ty. Areas qual itatively d i ffe rent (that is  where re lat ively l i tt le 

general isat ion can be made) are referred to as "separate facto rs" ,  so that 
each factor represents an area of generalisat ion that is  qualitative ly d ist inct 
f rom that represented by any othe r  factor. Factor analysts seek to express 
the amo unt of general isabi l ity fou nd between each variable and the exp licit 
factor. The fu rther  a factor load i ng  i s  from ze ro ,  the mo re one  can 
general ise from that factor to the variab le. Factor analysis is therefore a 
stati st ical procedu re that prov ides both qual itat ive and quant i tat i ve 
d ist i ncti ons .  

Gorsuch ( 1 983) describes i mpl icit facto ri ng procedu re as the g roupi ng of 
variables together  from an exam i nat ion of appropriate p rocedures .  These 

p rocedu re s  i nc lude corre lat ion coeff icients ,  covariances ,  measu res  of 

d istance or any othe r measure of deg ree of associat ion that sum marises 
emp i rical relat ionships.  H ierarchical c lusteri ng schemes also fal l i nto th is  

general category .  Gorsuch notes that variables are associated , and i t  i s  the 

concept underlyi ng that associat ion that constitutes the facto r ,  and not the 
variables themselves. 
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Pri ncipal factor . analysis (also known as Pri ncipal Axi s analysis) i s  a facto r 
analyt ic procedure described by Gorsuch ( 1 983) as general ly used i n  the 

extraction  of  factors from a corre lat ion matrix. The primary characterist ic of 

Pri nc ipal  Factor analysis is that each facto r accou nts for the  maxi m u m  

possi b le  amou nt o f  the variance o f  t h e  variab les bei ng factored .  The  

pri nc ipal facto r w i l l  be that combi nat ion of a l l  variables that p roduces the  
h ighest squared corre lat ion between  variables and the  factor ; squared 
corre lations bei ng a measure of the variance accounted for .  The second 
facto r is  then extracted such that it i s  uncorre lated to the fi rst. The second 

factor  maximises the amount of variance extracted from the res idual matrix 
afte r  t he  f i rst facto r has been removed . Each succeed i ng  factor  or  
co mponent is  extracted i n  l ike man ner, and the  factor analysis solution  is 
often  expressed in terms of e igenvalues (also known as Latent Roots or  
Characteristic Values ; Ryan , Jo iner  & Ryan 1 985) .  

Gai nes & Shaw ( 1 981 ) i ndicate that i n  perso nal construct analysis , facto r 
analysis is used to identify equ ivalence i n  respond ing on various const ruct 
di mensions ,  the assumption being that perfect equivalence poi nts to some 
equ ivalence in mean i ng and use of those co n st ructs. The main fo rm of 
facto ri ng in g rid analysis  i s  known as Pr i ncipal Co mpo nents ana lysis. 
Acco rding to Gorsuch ( 1 983) Pri nci pal Components analysi s is a particu lar 
form of Princi pal Facto r analysis. The fu l l  p rocedure accou nts fo r as many 
facto rs as there are variables,  but many of the smal ler factors are general ly i 
tr ivial and don't repl icate. The smal ler factors are genera l ly  dropped ,  the  

result being a truncated component solution .  I n  th is respect many p ri ncipal 
compon ents computer packages defau lt at the extract ion of the fi rst th ree 
components .  P rincipal Components analysis calcu lates the corre lat ion  
between a l l  possi ble pai rs and then seeks to  dete rmi ne  the number  of 

i ndependent d imens ions n eeded to describe a l l  re lat ionsh i ps wit h i n  the 
matrix. Rather than extract al l  i ndependent dimensions an i nvestigator may 

alternatively seek to examine  a specified number of  pri ncipal components. 
The result enables the p lott ing of elements and/or constructs on orthogonal 

sca les (presumably 3-di me ns ional in fo rm i f  mo re than 2 p ri n ci pal  

components are extracted) .  
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Gaines & Shaw ( 1 981 ) state that for constructs that are not equ ivalent ,  we 

may examine the enti re construct space to determine  a set of axes onto 

which the constructs or e lements may be plotted . This is done such that the 

project ion  of each construct or e lement o nto the f i rst or  pri nci pal axis 
accou nts for most of the d istance (or vari ance)  between  t hem .  The 
projection  of a subsequent ax is accounts fo r most of the remai n ing distance 
and so on .  And that ,  accord ing to Gai nes & Shaw ( 1 98 1 ) i s  the process of 

Pri ncipal Components Analys is .  

The i nterp retati on  of the resu lt i ng cog n it ive map o r  co nst ruct space , 
. i nvoives examinat ion of the re lative posit ions  of vari ous e lements and/o r 

constructs i n  order, for i nstance , to descri be the  closeness o r  d istance in  
mea n i ng assigned e lements o r  constructs .  I f  so des i red the  e xtracted 
orthogonal scales can be ass igned labels which may be referred to  as the 
"pri nci pal components".  Stewart & Stewart ( 1 98 1 ) suggest that the  labe ls 
may equate to the e lements or constructs most closely associated with each 
axis .  

Smith and Stewart ( 1 977) i ndicate that mu lt id i mensional sca l ing (M DS) is a 
re levant means for  analys is  of g rid data (see Canter ,  B rown and 
Richardson 1 976) .  O'Hare ( 1 980) p rovides an i ntroducti o n  to MDS,  and 

describes it as a means to provide a relat ively s imp le form of analysis fo r 
i nvest igat ing the perception and organ isation of complex sti mu l i .  A l l  MDS 
tech n iques rep resent the  re lati onsh i ps betwee n stim u l i i n  terms of a 

geometrical model of distance or  sim i larity scores.  O'Hare ( 1 980) i ndicates 

that M D S  is frequent ly used i n  tandem with c luste ri ng techn iques of 

analysis, and states that the techn ique tends to be used in an exploratory or 

hypothes is-gene rat i ng fash ion  i n  areas where there is doubt as to the 

number of attributes of a stimu lus that are re levant for judgemental tasks . 
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3.6. Re liabi lity and Val idity 

Smith & Stewart ( 1 977) state that from a methodo logical v iewpo in t  and 
given the vast range of  repe rtory g rid  techn iques ,  together  with the w ide 
range of  appl ications ,  i t  is doubtfu l i f the  concepts o f  rel iabi l i ty and va l id ity 
apply to the ideog raph ic uses of g ri d  tech n ique .  I ndeed , acco rdi n g  to 
Landfie ld & Epti ng ( 1 987) , when Kel ly i nt roduced the  Rep. Test he cal led 
i nto quest ion "that card inal v irtue of the psycho log ical test , i ts re l iab i l ity o r  
stabi l ity over  time" ( Landfield & Epti ng , 1 987, p .  9 1  ) .  

Bann ister & Franse l la ( 1 986) report Kel ly as re fe rri ng to re l iabi l i ty as  "a 
measure of the extent to which a test is sensit ive to change" ,  and Landfield 
& Epting  ( 1 987) cite Ke l ly as stati ng that the re l i abi l i ty coeffic ient of a test 
may we l l  poi nt to its deg ree of i nsensitivity to change. Ke l ly then substituted 
the te rm "stabi l ity" with "consistency" and referred to short-te rm and long
term stabi l ity as we l l  as cons iste ncy wit h i n  contexts of  s i tuati o n  and 
d imens ion .  Mai r ( 1 964a & 1 964b) suggested replaci n g  the  t radit i o nal 
concept of  re l iabi l i ty (that a re l iab le measure is expected to y ie ld  near  
identical scores for the same subject on d i ffe rent occasions )  with the  n otion 
of predicti ng whether or  not there shou ld be change,  and that we s hou ld 
seek to u nderstand change rather  than v iew it as an i nterfere nce upon  
re l iabi l i ty . 

Both Bann ister & Franse l la ( 1 986) and Smith & Stewart ( 1 977) write of the 

difficu lty in refe rri ng to the rel iabi l i ty of g rid technique ;  the  former authors 
going as far as to say it is "nonsense" to do so .  Smith & Stewart ( 1 977) 
report Slate r's argument that the re l iabi l ity and sign if icance of a g rid cannot 
be i n vest igated by t radit io nal means  because the t heory f ro m  wh ich 
psycho m et ri c  m ethods for measuri n g  re l iab i l ity and s ign i f ica nce  are 
derived , assume that samples can be d rawn at random f rom an object ively 
defined populat i o n ;  an assum pt ion that can be satisf ied by the nomothet ic 
data of test sco res, but which cannot be sat isf ied by the ideog raph ic data of 
the g rid .  S late r furthe r  argues that to assess the sig n if icance of a g rid one 
shou ld assess the  nu l l  hypothes is ;  i n  oth e r  wo rds the  p robabi l ity that the 

g rid data wou ld obtai n by chance a lo n e .  To th is  end S later  gene rated 
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specifications for g rids of  part icu lar sizes, such  that ,  for example ,  a 1 Ox 1  0 

g rid whose f i rst p ri nc ip le  com ponent accou nts for  at least 55% of  the 
variance is  almost certai n ly not random. 

lt i s  concluded by Ban n iste r & Franse l la ( 1 986)  that it seems sens ib le to 
con sider " re l iab i l ity" as an area of inqu i ry  i nto t he  way i n  which peo ple 

mai ntain or alter the i r construal .  They advocate e sti mati ng the value of  the 

g rid not by re l iab i l i ty ,  but by i ts  capacity for effective enqu i ry i nto the  
p rob lem at hand .  Despite the level of arg u m ent to the contrary ,  some 
authors are reported by S mith & Stewart ( 1 977) to  have attempted to 
assess re l iab i l ity of t he  g rid by convent ional  methods such as test-retest 
(Epting , 1 972) . lt has been suggested however that completion of a g rid is  
therapeutic of  itse lf  and that th is factor alone i nf luences the way i n  wh ich 
subjects respond on  re-admin istered grids ,  hence producing someth ing of  
an un re l iable i ndicatio n  of  re l iabi l i ty ! 

Landfi e ld & Ept ing ( 1 9 88) po int out that test i nco ns istency seen i n  the 
context of a s ing le response does not necessari ly poi nt to the method's 
u se lessness or i nval idity. For example a person who experiences a g ood 

day may express a view of hopefu lness, on ly to reverse th is the next day i n  
t he  face o f  a n  i nterven i n g  fai l u re ,  to a v iew o f  hope lessness . The 

con structivist invest igator  shou ld seek the  p ri mary consistency at the level 
of  who le  d imens ions of personal meaning rather  than at the level of the 
posit ion i ng or response on a particu lar dimension at a particu lar moment in  
t i me .  For example,  at  one po int in t ime ,  a doctoral cand idate may have 

experienced hopefu lness and confidence about h i s/her  Ph .  D . , and on other  
days may have experienced a sense o f  hope lessness and uncertai nty. I n  

sp ite o f  t h i s  vaci l lat i o n  i n  fee l i ng  and beh avi ng , t he  i n di vidua l  h as 
co n si ste nt ly appl ied the d imens ions of hope and certai nty. Althoug h the  

i nd iv idual has varied h i s/her  a l locat ions  of h o pe and certai nty ,  ( s lot 
. 

change ) ,  t hose al locations  have consi stently invo lved the quest ions of hope 
and certai nty. 
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Sm i t h  & Stewart ( 1 977) state that va l idity o f  t he  g rid is  also complex to 
assess. Bannister & Fransel la ( 1 986) state that s i nce the techn ique is  not a 
test and does not have specif ic content , its val id ity can on ly be referred to i n  
the  sense that we can  q uestion  its capacity to reveal patte rns and  
re lat ionships i n  certai n types o f  data. The g rid does not measure t raits o r  

characteristics and hence , for i nstance , there is  no  way o f  test ing the g rid for 

co ncu rrent val id i ty .  W h i le Ke l ly  equated val id i ty with usefu l ness and 

increased understanding, Bannister & Franse l la  do not ru le out the viabi l ity 
of more traditi o nal sty les o.f val id ity study and cite thei r own study wh ich 
enabled fai rly accurate p red iction of  subjects' vot i ng practice i n  a genera l  
e lecti on  - predictive val idity , (Franse l la & Ban n i ster 1 967) .  A number  of  
case studies (Sa lmon 1 963,  Franse l la & Adams 1 967,  Rowe 1 971 ) suggest 
that construct re lations are meaningfu l ly l i nked to what is known about the 
subject and that certai n pred ictable patterns pertai n .  Bann ister & Fransel la 

po int  out that the fundame ntal postu late contai ns  the term "ant ic i pate" 
because it carries  i m p l icat ions  beyond m e re p redicti o n .  We seek to 
unde rstand so as to i nvolve ourse lves with ou r  world and to act upon it. 
Therefore Bann i ster & Fransel la conclude that va l idity shou ld be seen as 
refe rri ng to the way in which a mode of understanding enables us to take 
effective actio n .  Some constructivist theori sts d i st i ngu ish  "val idity" and 
"viabi l ity" , stat ing that the key issue, especia l ly i n  the appl ied sett i ng  is 
"pragmatic uti l ity rather than bedrock validity" (Mahoney 1 988, p.5) .  

3 .7 .  Why use Repe rtory Test 

Boose ( 1 988)  descr i bes  the  app l i cati o n  of Repertory Test based 
i nstruments to  the problem of  extracti ng knowledge from experts i n  order  to 
p roduce information bases. Boose states that such i nst ruments are usefu l  

fo r i nterviewi ng i nformat ion sources d i rect ly ,  and he lp ing them to refi n e ,  
expand, analyse and test the i r  problem so lving knowledge .  Repertory Test

based too ls work best when applied to analysis  p roblems,  or those parts of 

synthesis p rob lems that can be reduced to analysis problems .  Analys is  

p rob lems ,  acco rdi ng to  Boose , · are those whose so lut i ons  can be 
e n u m e rated and i nc lude c lassif icat ion , i nte rp retat i on  and d i ag nos i s  
prob lems.  Synthesis prob lems are those bu i lt up from components and 
i nclude configu ration ,  design and p lann ing p ro blems. 
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Eight uses o f  Repertory Test tools outside o f  cli n ical psycho logy, are l i sted 
by Boose ( 1 988) .  They can be used : 

By i ndividuals as decision aids for one-off decis ions (for example ,  
"Which car shal l  I buy?") .  

To deve lop and del iver i nformation or  knowledge (for e xample ,  

"How to d iag nose an electrical fau lt" ) .  
As a gro u p  decis ion aid (for example ,  Sen ior  Management 
St rateg ic P lan n ing Decis ions) .  
To establ ish large scale i nformation o r  knowledge data bases for 
users (for example,  Stock Market advice) .  
For feas ibi l ity study and project exploration  (for example ,  "Which 
project idea is techn ically feasi ble ?" ,  "G iven a project idea, what 

knowledge do we requ i re to put together  a specificat ion ?") .  
As an expert system bu i ld ing tool 
As a teach ing aid (for example,  "How can we take an expert's 
knowledge and structure i t  i nto an academic course ?") .  
For situat ion i nsight. 

Boose ( 1 9 88) l i sts n u merous successfu l  app l ications  of Repertory Test 
based methodo logy ,  o utside of  t raditio nal  c l i n i ca l  uses.  I n  addi t ion to 
busi ness appl icatio ns reported by Smith & Stewart ( 1 977) , S mith ( 1 980) 
Easterby-S mith ( 1 980) and Stewart & Stewart ( 1 981  ) ,  Boose l ists 1 8 1 uses 
in gene rat i ng  knowledge or i nfo rmation based systems.  These i nc lude 

appl ications  such as produci ng : an automatic Fl ig ht Contro l  d iagnostic aid , 
a house plant se lect ion guide,  a house select ion aid ,  a go lf swi ng d iag nosis 

and co rrect ion too l ,  a word-processi ng manual  and a wine tast ing adviser. 
Boose l i sts another  29 appl icat ions  o f  ana lyt ic  h i e rarchy procedu res  
i ncludi ng : deve lopment of a t ransport network i n  the Sudan , strategic 
plann ing for e lect ric power use,  estimating i mpact of futu re sales ,  p romoti on 
and tenu re decis ions and job, career selection .  
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"Use of Repertory grids can offer many advantages : Rapid prototyping and 

feasi bi l i ty analysis ; vocabu lary ,  solut i on  and t rait e l ic itatio n ; i nteract ive 

test ing and refi nement i n  knowledge acqu is ition ; imp l icatio ns d i scove ry ; 
conf l ict point identification and generation  of expert enthus iasm" (Boose,  

1 988 ,  p .  305) .  Such tools are also clai med to improve the  qual ity of 
knowledge and i n fo rmatio n  and to i mprove thei r  m ai nte nance and 
comprehensibi l ity. Boose conti nues that Repertory Test-centred too ls may 
be used i n  many contexts and are beneficial in  a variety of appl ied f ie lds. 
Their capabi l it ies make them powerful decis ion aids. 

Reperto ry Test methods provide a new way of viewing people and th ings ,  
accordi ng  to Landfie ld & Ept ing ( 1 987) ,  f rom which novel  i nte rpretations 
and practical applications can often be derived. Repertory Test can almost 
be const rued as a structu red brai nstorm , whereby as much relevant context 
spec i fic  i n fo rmat ion as poss i b le i s  ext racted fro m  t h e  i nd ividua l .  
Furthermore, t h i s  i s  not just i nformation  about t he  context, b ut i nformat ion 
about how the person th inks about, feels about and acts towards that 
context .  When the outcome of Repe rto ry Test and associated techniques 
d isp lay the complete st ructu re of supero rd inate const ructs , th roug h to 
subord inate actions and concrete objects,  the technique goes so me way 
towards addressing the proble m in psychology of l i nk ing i nfe rred cove rt 

psycholog ical constructs with overt behav iour. Rather  than  i nfe rri ng the 
presence of psycholog ical constructs from overt behaviour ,  Landfield and 
Ept i ng  ( 1 987) c la im that we can i n fe r ,  or  ant ic ipate an i nd ividual 's  
behaviour  through fi rstly knowi ng what psycholog ical constructs they apply. 



Chapter 4 .  

H I N KLE ( 1 965) : RESTATEMENT OF PERSONAL CONSTRUCT 
PSYCHOLOGY. 

4. 1 .  H i nkle's Theoretical E laboration of Personal Construct Psychology 

4. 1 . 1 .  INTRODUCTION 
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Ten  years afte r  Ke l ly ( 1 955)  descri bed h i s  concept i on o f  P e rsonal 
Constructs, the fi rst major e laboration and defi n ition  of some aspects of that 

theory was attempted by H i nkle ( 1 965) i n  the  course of doi ng h i s  Ph .D .  

H i n kle ' s  su bseque nt d isse rtati o n  descri b i ng a t heo ry of  C o n struct 
I m p l i cat i o n  and C h an g e  has not  b e e n  p u b l i s h e d ,  and  h_e nce  
compre hensive knowledge of the  work must e i ther come di rect ly f rom a 
copy of the dissertat ion itself, o r  from reviews by other authors (for example ,  
Bann ister & Mai r 1 968). 

H inkle stated that his theory of construct impl ication arose fi rst ly in response 
to an attempt to conceptual i se the v isual rep resentat ion  of  construct 

subsystems. H e  visual ised them as three d imensional "genealogical tables" 
or  pyramidal networks of l i nked constructs (see Figu re 4 .2) .  Secondly,  he  

considered the  extent and natu re o f  the  way constructs were l i nked to  one  
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anot he r. Th i rd ly ,  he dealt with t he  q uest ion of  co nst ruct defi n i t io n .  

Respond ing to the quest ion "what defi nes a construct?" represented the 
essential poi nt of  departu re of H i nkle's work from Ke l ly's. 

D iffe rentia l  i m pl ications  of the two poles of a construct can run up the 
construct syste m (be supero rdi nate) or  down i t  ( be subord i nate) .  Ke l ly  
o rig i na l ly defi ned supero rd inate as a const ruct wh ich i nc ludes another, as 

one of  the e lements in its context. Subord inate was defi ned as a construct 

which was i ncluded as an e lement i n  the context of another. As operat ional 
defi n it ions of the terms ,  H i n kle saw a supero rd inate i mp lication  as one that 
was l i ke ly to be the product of the question "Why ?" and that a subord inate 

imp l ication  was l ike ly to be e l icited by questions such as " how do you know 
that?" o r " what is  your  evidence for that?". For example,  in re lationship to a 
construct l ike "warm vs. coo l " ,  a person may dedare that she wishes to be a 

warm person .  When asked "Why ?", she may respond that warm people are 
popu lar  and she  too w ishes  to be- popu lar. I n  th is  context "popular" i s  
considered to  be  a supero rd inate aspect o f  "warmth". When asked "How ?" 
she  cou ld become a warm person ,  she may state : " by ensuring I sm i le 
alot" , i n  wh ich  case " s m i l i ng "  i s  cons idered a subo rd i nate aspect of 
"warmth". 

H i nk le stated that the defi n i t ion (clari ficat ion ) of  a construct requ i res a 
statement of both the subord i nate and superord inate i mp l icat ions of each of 

its poles.  " Such a defin i t ion-- in  context--is cal led the  range of i mp licat ion of 
that const ruct. lt is the sum of the subordinate and superord inate ranges of 

i m pl ication .  The total num ber  of impl ications in the range of implication  of  a 
co nstruct cou ld be used as a measure of the  mean i ngfu l ness of  that 
construct" (H i nkle 1 965 ,  p . 1 7 ) .  H i nkle devoted considerable atte nt i on  to 

d i scuss i o n  o f  subo rd i n ate versus  supe ro rd i nate ,  and i n  so do i ng 

e mphasised a pr ime diffe rence between construct theory and earl ier  work 
o n  concept formation  : name ly ,  concept format ion treated a l l  concepts as 
"equa ls"  i n  adjacent catego ries ,  whe reas const ruct theory st resses the 
h ie rarch ica l  natu re of construct networks. 
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From th i s  argument H i nkle drew conclus ions that superord inate constructs 
carry a g reater number of impl icat ions than subordi nate const ructs .  I n  a 

sense the system tape rs upwards towards a smal ler  set of increas ing ly 
abstract superordi nate constructs, through the question "Why?" lt "fans out" 
or spreads downwrds i nto more concrete possi bi l it ies for act ion th rough the 
qu est ion " H ow?" .  To say that a supero rd i nate con st ruct has m o re 
i m pl ications than a subo rdinate one ,  i s  s im i lar to sayi ng the The General 
Manager has a g reate r i mpact on a g reater number of people with i n in an 
organ isation ,  than does a more subordinate Fi rst- l i ne Supervisor. 

H i n kle assigned the term "Ladderi ng" to the procedure for moving up  the 
system with "Why" quest ions and down the system with "How" questions .  lt 
fo l lows that the ladderi ng  process, becomes a manifest h ierarchica l  chai n 
specific to the context under scrut iny. 

H i n kle dealt in some detai l  with the various fo rms of imp l icat ion that ho ld 
between two constructs. This draws attention  to the complexity of const ruct 
i n te rre lati o n s h i ps .  He  named fou r  c o m mo n ly observed i mp l i cat i ve 
combi nations.  Using the constructs A-B & X-Y these combi nat ions are : 

(a) PARALLEL :  A i mpl ies X and B impl ies Y. These could also be termed 
"al ig ned" const ructs. For example : 

(X) Friend ly vs. (Y) Hosti le 

t t 
(A) Warm vs. (B) Coo l  

(b)  ORTHOGONAL: A impl ies X but does not i mply Y .  A lso,  A and B both 

i mply X but nei ther imply Y .  This cou ld also be termed a pyramid he i rarchy,  
for example : 



(X) Music vs. 

I 
(A) Music vs. (B) Music 

I l ike I don't l ike 

4 1  

(Y) Noise 

(c) REC I P ROCAL:  A impl ies X and B imp l ies  Y ,  also X i mpl ies A and Y 
imp lies  B .  Th is  re lat ionsh ip suggests a funct ional equ ivalence of construct 
labe ls .  lt i s  a specif ic form of "a l igned" construct and the  re lationsh ip  
between t he  constructs is  ve ry close to  that which Gaines & Shaw ( 1 98 1 ) 

have referred to as "entai lment". 

(A) Nervous  vs. (B )  Ca lm 

t t 
(X)  Tense vs. (Y) Re laxed 

(d) AMBIGU O U S :  A & B i mply X,  and B impl ies Y .  A lso A impl ies X & Y, and 

B i mpl ies X & Y. 
An example fro m  one of H inkle's subjects : 

(A) des i rab le vs. (B)  u ndes i rable 

1 >-< 1 
real is� � (Y) ide� l i sm (X) 

Fo r th i s  subject ,  t he re were both desi rable and u ndesi rab le aspects i n  
real ism and ideal i sm .  
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4. 1 .2 .  THE QUESTION O F  CONTEXT 

Constructs with wide ranges of conven ience may be used i n  a nu mber of 

d iffe rent contexts, and the i nterre lat ions between them may not be identical 
from one context to another. This rai ses the question of the sense in which 

we th ink of constructs as being  "the  same" from one context to another, and 
h igh l ights the need to keep i n  mind the dist inct ion between the construct's 

LABEL and the ACTUAL CONSTRUCT ITSELF. H i nkle tentatively suggests 

that the TRANSCONTEXTUAL IDENTITY of a construct shou ld perhaps be 
def i n ed as "t h e  poi nts o f  ide ntical subord i n ate and supero rd i nate 
impl ications."  H i nkle argues thus : (see Figure 4 . 1 )  I f ,  in context X ,  A & B 

imply "honesty" and i n  turn "honesty" impl ies 1 & 2 ,  wh i l e  i n  context Y,  B & 
C i m p ly " honesty " ,  and " h o n esty" i m p l i e s  2 & 3 ,  THE N :  TH E 
TRANSCONTEXTUAL IDENTITY of "honesty" consists of 8 & 2 . 

A - 8 C 
I I I i 
H O N E S T Y  

I I � � 
1 2 3 

Figure 4. 1 .  Depiction of Transcontextual Identity 
of "Honesty" as B and 2 .  

For example : A  might mean "Avoid trouble with authorities" , B might mean 
"Be fai r  to others" and C might mean "Be a good role model  for others" .  1 
may mean "Do not steal" , 2 may mean "Be truthfu l" and 3 may mean "Do not 
cheat" .  I f  Context X i nvolves worki ng as a Bank Te l l e r , then "avo id ing 
t roub le with authorit i es" and "be ing fai r to othe rs" may i mply "honesty" 

which in turn may imply "Do not steal" and "Be truthfu l". I f  Context Y, on the 
other  hand, i s  a game of Tennis ,  then "being fai r to others" and "provid ing a 

good role  model" may imply "honesty" , which i n  tu rn may imply "Be truthful 
about close l ine cal ls" and "Do not cheat". The t ranscontextual identity of 

honesty, in th is case , consists of being fai r to others and being truthfu l .  
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Cons ider  a lso the fo l lowi ng t h ree contexts of  the  construct "WARM vs. 

COLD".  

1 : Social context , as i n  "friendly vs . host i le" 

2 : Physical context, as i n  "H igh temperatu re vs. low 

temperatu re" 

3 : I nterior decorat ing context, as i n  "red-orange vs. 

b lue-green" range of the co lour spectrum .  

I n  a l l  t h ree of these contexts , at a supero rd inate leve l ,  warmth may be 
related to PSYCHOLOG ICAL COMFORT (WELLBE ING ) ,  (physical warmth, 
fr ie nd l i ness ,  fee l i ng at home) , wh i le imp l icat ions at the subo rd inate leve l 

may i nclude P ROPERTIES OF FLAME & F IRE ,  whether  that be open fi re or 
the sun  itself (g lowi ng red/orange f ire , sunny day , and s m i l ing "sunny" 
faces ) .  The t ranscontextual identity of "warmth" therefore may consist of 
re latio nsh ips to PSYCHOLOGICAL COMFORT AND THE P ROPERTIES OF 
FLA M E .  

H i nk le therefore stressed that a construct must b e  defi ned i n  te rms of its 
subo rd i nate and supero rd inate imp licat ions .  

4 . 1 .3  CONSTRUCT CHANGE. 

H inkle chose to study CHANGE as a prime aspect of constru ing  and sought 
to answer the fol lowing question : " What determi nes the re lative resistance 
to change  of d i fferent persona l  constructs ?" H e  began wit h Ke l ly's 
dist incti on  between SH IFT CHANGE and SLOT CHANGE . 

S H I FT CHANGE is movement from using one construct d imens ion to using 
a com pletely different d imension in a g iven  context. Fo r example ,  a bank 

auditor  looking through one pe rson's work may qu ickly beg i n  viewi ng it in 

terms of the construct CAREFUL-CARELESS, but after  a l itt le more scruti ny 

may fi n d  it more appropriate to sh i ft to a d iffe rent d i mens ion altogether : 
D I S H O N E ST-HON EST. 

SLOT C HANGE occu rs when use is made of the alternat ive po le  of a 

construct d imension rather than cal l i ng on  an alte rnative dimensi o n .  The 
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auditor may in it ial ly see the work as HONEST, but may change to v iew it as 

D ISHON E ST ; that is ,  may sl ide h is/her assessment from one pole towards 
the other. 

H inkle concentrated on studyi ng SLOT CHANGE .  He measu red th is  as 

wi l l i ngness of subjects to make a slot change on  one construct rather  than 
on another  construct. He construed the choice coro l lary as imp ly ing that a 
pe rson seeks to use h i s/her d ichotomous const ructs i n  such a way as to 
achieve a g reater number  of implicat ions for h is/her system ;  a perso n wi l l  
res ist movement in  the d i rect ion of  reduced impl ications (th reat) o r  re lat ive 
abse nce of i mp l icat i ons  (anx iety) .  H i nk le sugg ested the n ,  t hat s lot 
move ment wou ld be mo re l ike ly to occu r when  co nst ru cts had 
approxi mately equal imp licat ions for each pole and for which each  set of 
impl icat ions was est imated to be equal ly co mpati ble with the rest of the 
construct system. Put another  way , there would be a g reater l ike l i hood of 
slot change, when each of the two poles of a construct offered the same 
opportun it ies for elabo ration .  There- wou ld be resistance to s lot change 
when there were marked ly more i mp licat ions fo r one po le than the  other  
(that is ,  whe re one pole offe rs a greater opportun ity for elaborat ion than the  
other po le ) ,  or  where acceptance of  one of the  sets of po lar i m p l icat ions 
wou ld i nvolve widespread i ncompatib i l ity of  i nference i n  re lation  to  other 
parts of  the syste m. I n  other words , where change on one construct means 
change on many othe rs and hence means the upheaval o r  a m ajor  

restructu ri ng o f  the construct system ,  resistance to  change can be  expected. 
On the other  hand when change means on ly a m inor  fi ne-tun ing o n  one  or 
a few constructs , resistance can be expected to be lower. 

Consider the fo l lowi ng scenario of a dual career  coup le .  Pe rson A ,  t he 

female , wished to change from "WORKING MOTHE R" to "NON-WORKING 
MOTH ER" .  Th i s  cou ld be  seen to have arisen because the i m pl icat ions  at 
the "WORK ING MOTH ER" pole had narrowed and decreased to become 

approxi mately equal i n  number and effect with "NON-WORKING MOTH E R". 
Pe rso n A cou ld vaci l l ate between  the two ideas without too m uch 

discomfort. He r  spouse , (Person B ) ,  was resi stant to her proposed change.  

For A to shift to the "NON-WORKING" situation ,  (that is ,  non-salaried ,  l ower 
abi lity to cover mortgage) ,  decreased the impl ications for B and wou ld have 
seriously affected the l i festyle which he  was comfortable i n ,  and wou ld 

have lead to m in i mal e labo ration for h im .  The g reater implicat ions at the  A 
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i s  a "WORKIN G  MOTH ER" po le were not on ly f inancial ,  commodity, l i festyle 

factors but also reflected some of B's more basic  tenets re lated to concepts 
such as , (a) having a "g i rl s  can do anyth i ng" role model for the i r  daughter, 
( b) he viewed his wife as an i ntel l igent i ndependent ly t h i nki ng person ,  (c) 

he feared that his image wou ld be tarn ished i n  that he cou ld no longer be 

ove rt ly seen as a l iberal , prog ressive , re lative ly non-sexist husband who 

saw h i s  wife as an i mpo rtant person ,  as opposed to bei ng seen as a 

con servative sexist male who sees his wife as a convenie nce and object , 
and (d) to some extent it effected h is image of h imself as an i nte l l i gent ,  
i ndependently th i n ki ng pe rson who stands apart f rom the run-of-t he-m i l l  
person and A's change would overtly have reduced h im to  be i ng run-of
t he -m i l l .  He was resistant to change ,  s i nce that change also requ i red 
change on many other constructs. 

F rom the organ isat ion co rol lary ,  however, H ink le arg ued that the h ig her  i n  
t he  h ierarchy t he  construct ,  the greater the rang e  of i mpl icative l i nks to  other 
constructs. From this he reasoned, const ructs h igher  in the h ierarchy wou ld 
be more resistant to change, because any change at that level wou ld a lso 
requ i re a larg e r  n u m ber  of re lated changes o n  l i n ked const ructs and 
g reater risk of developing i nferential i ncompat ib i l i ty with i n  the syste m.  To 
change on a h ighly superordi nate construct wou ld mean major overhau l of 
the  construct system (a source of threat) , whi le change on a subord i nate 
construct wou ld mean relat ively m inor  f ine adjustment to o n ly a few 
constructs in the system. 

H i nkle therefore hypothesised that a construct system would be akin to that 

depicted i n  f igu re 4 .2 ,  with the exception that he viewed it as 3-dimens ional .  

The structu re tapers towards the top and spreads out towards the base, 
g iv ing supero rd i nate constructs an accu mu lat ion  of d i rect and i nd i rect 
subordi nate re lat ionsh ips .  A change on the const ruct at the  apex of  the 
system wou ld have i mpact on vi rtual ly eve ry const ruct below it. 

In summary then , H inkle discussed the nature of  superord inacy and its role 

in defi n ing const ructs. He emphasised that a construct must be defi n ed in 

terms of both its superord inate and subordi nate i mpl ications .  He suggested 

that a const ruct's transcontextual identity comprised the poi nts of identical 

superord i nate and subordi nate imp l icat ions i n  d i fferent contexts. H i nk le 

a lso d i scussed the nature of a person 's change or  sh i ft in con strua l ,  
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particu larly as it re lated to t h e  wi l l i ngness o r  resistance to change on  o n e  

construct compared to othe rs .  A pe rson wou ld b e  resistant to change o n  a 
construct that also had a large  nu mber of impl icati ons for change on oth e r  
constructs. 

CONSTRUCT Z 

Figure 4 .2 : Depict ion of H inkle's view that a construct system was 
l ike a "genealog ical table" or pyramidal n etwork of l i nked const ructs 
that tape red towards few constructs at the top and which spread out 
towards a larger  nu mber of const ructs at t he base.  



4.2 H i nkle's Research .  

4 .2 . 1 METHOD OF STUDY. 

4 7  

H inkle's subjects were 28 fi rst or  second year u nderg raduate psycho logy 
students ,  part ici pati ng in the study as part of the i r  course requ i rements. 
There were 1 7  females and 1 1  males, with a mean age of 20 years. 

Subjects expe rienced re latively normal tr iad e l icitat ion of const ructs on a 
s imp le  1 0  X 1 0  � repertory g rid  i n  o rde r  to e l i cit 1 0 "subord i nate" 

constructs. Each  subject's own name was always o ne of the e lements i n  
each triad. The remai n ing elements com prised the names of 9 people who 
cu rrent ly p layed an i m portant role i n  the  subject' s  l i fe , and whom the 
subject knew wel l .  

Ladde ri ng , wh ich i s  a very s imp le procedure,  then  took place to e licit 1 0  
"superord inate" constructs. This procedu re i nvo lved the subject in  choosing 
that pole on each const ruct that descri bed the ki nd of pe rson that h e/she 
wou ld prefer to be l ike. For example ,  on  the construct "warm vs. coo l" the 
subject might i nd icate that he/she would prefer to be a warm person.  In th is  

case p referred se lf const ructs were sought ,  not necessari ly actual se l f  
constructs. Th is  was fo l lowed by move ment u pwards in  supero rd inacy by 
answeri ng the quest ion "why?" : "Why d id you choose th is po le and not the 
other one ?" , "Why wou ld you prefer to be warm rather  than cool ?"  

H inkle laddered upwards by repeatedly asking "why" questions ,  e i ther  u nt i l  
t he  subject cou ld no  longer g ive furthe r  d i me ns ions  or u nt i l  he/she  h ad 

provided ten superord inate responses or  d imens ions .  
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H inkle then carried out RES ISTANCE-TO-CHANGE procedure .  Here the 
ten o rig i nal ly e l icited "subord i nate" constructs were l isted. Added to these 

were te n "superordinate" co nst ructs e l icited th rough ladderi ng .  The twenty 
constructs were then presented to subjects two at a time i n  such a way that 
each co nstruct was pai red with every other one.  Subjects were asked , i f  
they were requ i red to change fro m  the preferred to unpreferred pole on one 

o f  the  pai red constructs, but al lowed to remain as  is  on the other  one ,  then 
on which of the two wou ld they prefer to remain unchanged. Each construct 
was scored for the nu mbe r of  t imes it had resi sted change during  the 
pai ri ng  sequences. Constructs were then ran k  ordered for frequency of  
resisted change. 

The fi nal procedure was the IMPLICATION GR ID  or IMPG R ID. Most authors 

s imp ly  say, that here ,  each construct was compared with each othe r  
construct t o  see which impl ied which others. This does not describe t he  fu l l  
power of  the procedure .  H i n kle  i n - fact took each co n struct in  tu rn ,  for  
example ,  CONSTRUCT 1 ,  and said to subjects , imagine " . . .  i f you were to be 
changed back and forth from one side of the construct to the other - that is ,  if 
you woke up one morn i ng and real ised that you were best described by 
one side of the construct , wh i le  the day before you had been best described 
by the other side . . .  what other constructs of these . . .  rema in ing  ones wou ld 
be l i ke ly  to be changed by a change i n  yourse lf o n  th is  one construct 
alone?  . . .  Remember, a change on  just t h i s  one con struct i s  the cause ,  
wh i le  the changes on these other constructs are the effects imp lied by the 
changes from one side to the other of th is construct a lone . "  (H i nkle 1 965 ,  
p .37) .  

Th i s  meant that each co n struct was paired TWI C E  with each other  
construct , once as a CAU S E  - or independent variab le - re lated to  every 
other  construct ,  and once as an EFFECT - or dependant variable - when 

each other construct was conside red as a cause.  G rids were sco red i n  
te rms of total number o f  requ i red changes fo r  each construct and these 

were rank ordered for frequency. 
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4.2.2.  RESULTS AND DISCUSSION 

Ladderi n g  Techn ique was a measure of  superord i n acy, Res istance-to

change g rid was a measure of a subject's relative resistance to s lot change 
on e l i cited const ructs , and Imp l i cations Grid measu red the  n u m ber  of 
i mp l icati o n s  t hat each const ruct he ld .  H i n kle hypothesi sed that : ( 1 ) 
Constructs with more impl icat ions wou ld also have g reate r res istance to 

change (that i s ,  there wou ld be a corre lat ion between lmpg rid responding 
and Res i stance-to-change g rid respond i ng ) ;  (2 )  Const ructs deemed 
supero rd i n ate as a resu lt of  laddering wou ld have a larger  number  of 

i m p l icat i ons  than subord i nate constructs (that i s ,  t he re wou ld be an 
e xpected re l at io nsh i p  between  Laddered respond i ng and  l mpg rid  

respond ing expressed as a frequency )  ; (3) Superord inate constructs would 
have g reater  res istance to change than subord inate constructs (that i s ,  
Resistance-to-change g rid respondi ng wou ld be  diffe rent for ladder  derived 
constructs compared to Rep. Test de rived constructs) .  

Fi rst ly ,  the resu lts i ndicated that re lative resistance to s lot change , o r  the 
"th reat effect" of s lot change ,  on  const ructs with a large number  of  
i mpl icatio n s  was substantial and h igh ly significant (Spearmans mean rho = 
+0 .59 ,  t=3 .  708 ,  p< .0005,  one-ta i led , df=26 ) .  Seco nd ly , t he  resu lts 

demo nstrated that supero rd i nate ladde red co nst ructs h ad a lmo st 1 8  
pe rcent more supero rdi nate impl icat ions (ch i square = 6 1 8 . 34 ,  df=27, 
p .< .00 1 ) and nearly 1 9  percent more subordinate constructs (ch i  square = 

1 0 1 2 .65 ,  df=27 , p .< .001 ) than did subordi nate const ructs. Last ly ,  H i nkle's 
subjects demonstrated a sig nificant ly g reater rank order fo r resi stance to 

s lot change on superord inate constructs ( mean resistance rank  = 7 .86 )  

com pared to subord inate constructs (mean res istance ran k  = 1 3 . 1 4) ,  
(t= 1  0 .369 ,  p .< .0005, one-tai led ,  df=27) .  

H i nk le c la i med therefore , that a few of the formal  characte ristics of  the 
theory of  construct i mpl ications we re demonst rated by h is  resu lts , a long 

with t he  v iab i l i ty of  the methods i n  re lat ion  to t he  p rob l ems .  More 
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importantly however,  the methods also provided a vast pool of i n fo rmat ion 
regard ing specific construct l i nkages ; informat ion which can be stud ied in  
terms of i ts  "meaningfu l  context . "  At the broade r theoret ical leve l ,  H i nk le 
clai med that the resu lts provided support fo r the Choice and Organ isat ion 
coro l lar ies of  personal construct psycho logy .  H ierarch ica l ly  arranged 

construct systems were el icited by Ladderi ng ,  and the i r  nature i ndicated 

movement towards that pole of a construct that held more imp l icat ions for 
subjects .  

Hi nk le stated t hat i t  was redund ant to say t hat a d issertat i o n  about 
impl ications has impl icat ions for further research , but such was the case .  I n  
fact h e  stated that o n e  of the hearten ing aspects o f  the resu lts was that they 
posed a myriad of questions.  H i nkle's ent i re "D iscuss ion" sect ion  of  h is  
dissertat ion is  s imply comprised o f  a l ist of 27 future research ideas. Detai l  
of  these is not appropriate at th is po i nt ,  and i ndeed h is  l i st of 27  q uest ions 
for  future study seemed a rather soft conclusion to the study . 

4.2.3 .  SOME CONTRASTS BETWEEN H INKLE'S AND KELL Y'S 
APPROACHES. 

H i nk le 's  impl icati ons  approach ·was deve loped primari l y  as a way of  
assess ing construct re lat ionsh ips as i ndicated by subjects t he mselves ,  
whereas with t he  Rep G rid these re lat i o nsh ips  are i n fe rred by  t he  
i nvest igator  f rom s im i larit ies  i n  e l ement  a l lot m e nts  f o r  2 o r  m o re 
dimensions.  I n  th is  way the basic d i fference between H inkle and Kel ly g rids 

l ies in H i nkle's requ i rement for subjects to work at a superord i nate leve l ,  
whi le Ke l ly requi red on ly identificat ion of more subo rd inate constructs f rom 
which superord i nate re lationsh ips may later  be  ident i f ied by stat i st ical 
analysis .  Bann ister  and Mair ( 1 968)  poi nt out that by usi n g  "subject's 

prefere nces" , H i n kle used on ly one  of many possi b le  approaches to 

gai n i ng i ns ight i nto supero rd inate constructs and conclude t hat fu rt he r  

investigat ion o f  other  approaches cou ld be  o f  considerable cl i n ical i nte rest 
(see Bann ister and Mai r, 1 968,  p.  94) .  
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Both Ke l ly  and H i nkle were concerned to provide methods for estimat ing  

l i n kages between the con struct d imensions used by an i ndividual . They 
d iffe r  i n  that Ke l ly approached the problem ind i rect ly , wh i le  H i nkle asked 

h i s  subjects d i rectly. lt seems that neither approach supplants the other, but 
rathe r  supplements it .  

Acco rd i ng to Bann ister and Mair  ( 1 968) ,  Ke l ly 's  method may uncover  
poss ib le  construct l i nks o f  wh ich t he  subject h im  o r  he rse lf i s  unaware , 

wh i l e  i n  H l nkle's situation o n ly relat ionships con strued by the subject can 
appear. Bannister and Mai r i ndicate however that there i s  the possibi l ity of  

i nferred l i n ks when say a subject states that const ruct 1 impl ies 2 ,  2 impl ies 
6,  and 6 impl ies 1 0 . This establ ishes a potential in art icu lated l ink between 1 
and 1 0 . Specu latively we may redefi ne concepts such as "the unconscious" 
or " non -verbal constructs" in terms of second-order  i nte rre lat ionships t hat 
affect con st ru i ng but wh ich are not articu lated by the  subject ; t hey carry 

impl icative weight but are not part of the person's se lf awareness. H inkle's 
system may be preferable where an understand ing  is sought  of what the 

i nd iv idua l  th i nks of  h is o r  her  own system, and may part ia l ly  avo id an 
i n he re nt danger  i n  the Rep .  G rid method, o f  i nfe rring  re lationships between  
constructs where no functional  l i nks exist for the subject h im  or  herself. 



4 .3  Superord ination - Subordi nat ion and " Imp l icat ions Procedu res" : 
Di rect extensions of H i nkle. 

O L  

From the review on previous pages, it i s  appare nt t hat "Superord i nat ion -
Subord inat ion "  emerges  as an important top ic .  The fo l l owing sect i on  
comprises a review of l iterature where issues re lati ng t o  Superord inatio n  -
S ubordi nat ion  have been d iscussed and/o r e labo rated from H i n k le ' s  
o rig inal wo rk. 

4 .3. 1 . TH EORETICAL D ISCUSSIONS AND EXTENSIONS.  

Landfie ld and Ept ing ( 1 987) refer - to  a g ro u p  o f  methods i n  Pe rso na l  
Construct enqu i ry that share a common intent to provide an understand ing 
of  how const ructs l i ne up i n  supero rd i n ate-subord i n ate h i e rarc h i e s .  
Landfie ld & Epti ng refer t o  these as " i mpl ications  procedures".  The hal lm ark 

imp l icat io ns procedu re appears to be Ladde ri ng , wh ich Boose ( 1 988 )  
descri bed as  a strategy fo r help i ng people to  bu i l d  and refi ne h ierarc h ies 
wh ich al low for  the d i ss ipati on  of complex p rob le ms in to p ieces of  
convenient sized and s imi lar levels of abstract ion .  

l t  i s  noted by  Landfield & Epti ng ( 1 987) that th is  ord i nal  aspect of system 

o rgan isat ion  has never been fu l ly  app rec iated by psycho log ists .  H i n kle 

( 1 965) dealt substant ia l ly with t he questi on  of construct superordi nacy and 
Franse l la ( 1 972) operational ly  def i ned supero rd i nat ion  as a con st ruct 
which had been " laddered" from another one ; an operational defi n it io n that 
was claimed to have experimental support fro m  Hink le .  

One e labo ration  of H i nk le 's work comes from Litt le ( 1 983) who re l ied 

heav i l y  upon a Perso nal  Construct appro ach and who made use of 
modified g rid  methodology. Litt le used Personal P rojects ,  rather than ro les ,  

as the units of  analysis or e lements. Persona l  projects are those th i ngs  t hat 



"we th i nk  about , p lan for, carry out and somet imes (though n ot a lways) 
complete" ( Litt le ,  1 983 , p .303). 

Litt le also borrowed from H inkle i n  the use of  l addering  i nvolvi ng "Why?" 
and "How?" quest ions .  The te rm "VALUE LAD D E R ING" was assig ned by 
Litt le ( 1 983) to t he  p rocedu re of asking "Why are you engaged i n  th is  

p roject?" ; a p rocedure wh ich was used to exami ne the extent to wh ich 
peop le's projects are c losely l i nked with superord inate values ,  goa ls  and 

mot ives to wh ich  they are comm itted. H e  ass i gned the  term "ACT 
LADDE R ING" to the p rocedure of asking " How wi l l  you be carry i ng out th is 
p roject over the next few weeks?" ; a procedu re which was used to examine 

i ssues re lat i ng  to behavioural load and t he extent to which i nd iv iduals 
ph rase thei r projects  at the leve l of molecu lar acts (for example, "putt i ng  out 
the  cat")  as opposed to the level of mo lar phenomenon (for example ,  
"transformi ng Western thought") . 

Litt le ( 1 983) construed Pe rsonal  P rojects as middle leve l un its wit h i n  a 

conceptual h ie rarchy of  subord i nate acts and  supero rd i nate valu es as 
pri ncipal concerns. H is  use of "VALUE LAD D E R I NG" to refer to movement 
up the h ierarchy as ach ieved by "Why?" quest ions  and "ACT LADDER I NG" 

to refe r  to movement down the ladder by " How?" quest ions seems u seful ,  
and hence these two d i rect ions of ladderi ng wi l l  be referred to as such from 
th is  point onwards.  

Landf ie ld & Ept i ng ( 1 987) have made extens ive e laboratio n  of  H i nkle's 

methodology and have developed a number  of  the i r own im p l ications 
p rocedu res .  These two p ract iti o ners express some reluctance about t he 

use of ful l-blooded Repertory Grid method , and it i s  i nterest ing to note t hese 
authors' pe rvasive use of  the term "Rep. Test" rather  than "Rep.  G rid . "  
Landfield & Epti ng suggest that the practit i oner  use an abbreviated Rep .  

Test that g oes no fu rther  than t he construct e l icitat ion stage,  s ince certain 

construct methods such as H inkle's ( 1 965) Laddering  technique,  and the i r  

own I mpl icatio n s  Assessments ,  Social Deci s i o n  Tech no logy ,  Py ramid 
P rocedure and FVB (Feel i ngs ,  Value & Behav iour) Analysi s ,  requ i re on ly 
constructs. 
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FVB Analysi s ,  used to  construe social contexts , i s  a c lose re lat ive of 

ladderi ng technique .  He re a po le  of a co nst ruct is presented to an 

i nd iv idual  who is then  asked what a person characte r ised by that po le 

wou ld value. For examp l e ,  i f  t he  const ruct was "warm vs. co ld" , the 
practit ione r  would ask "What does a warm person value?" The response 

may be : "Friendship . "  Next , the practitioner  asks how a person who values 
that response , may .fruU ; for example,  "How does a perso n who values 
fri e ndsh ip  fee l?"  The c l ient  may respond : "Comfortab le . "  Thi rd ly ,  the 
pract it io ne r  asks how a pe rso n who values t h e  former  response , wou ld 
beh ave ; for example , "How does a person who values fri endsh ip ,  be have 
?" The c l ient's res ponse may be : " I n  an e xt rave rted way, wi l l i ng to 
approach people ,  smi l ing and at ease ." We identi fy therefo re , in th is c l ient ,  
an ali g nment of the concepts warmth, friendsh i p ,  comfort and behaviou ral 
ref lect i o ns  of t hese as extrave rsi o n ,  approachfu l n ess ,  sm i l i n g  and 
psycho log ical ease. 

Wh i le FVB Analysis e laborates from a const ruct, it o n ly h i nts at leve ls  of 
superord inacy. Taki ng a lead from Act and Value  Ladderi ng the leve l of the 
behavioural response could be co nstrued as subordi nate , and the level of 
the value analysis response const rued as supero rd inate .  

Social  Decis ion Tech nology ( Landfie ld & Epti ng , 1 987) i s  mode l led on 
H i n kle 's ( 1 965) Resistance to Change procedu re .  Decis ion making i s  the 
central theme of  enqu i ry as opposed to H i nk le 's ce ntra l  theme be i ng 
resistance-wi l l i ngness to change.  Also , rather  than responding to one  pole 
of a con struct in  preference to the other ,  the c l ient  cons ide rs the e nti re 
d imens ion and is  requ i red to make pai red comparison judgements as to 

which d i mension is  more impo rtant i n  decis ion making procedures as t hey 

relate to a particular context. For example ,  usi ng the  constructs "Warmth" 
(Warm vs. Cold)  and " I nte l l i gence" ( I nte l l i gent vs . un i nte l l i gent) as the 

paired comparison,  the practit ioner  may ask which of the two d imens ions is 
more i mportant for maki ng commercial decis ions  i n  business. The subject 

may respond : " I nte l l igence". The procedure closely fol lows Resistance to 
Change  Grid p rocedure and also uses  t he  same  p re m i s e s  and  

assumptions to  i nfer supe rord inacy. 
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Landf ie ld & E pt ing ( 1 987) also describe a const ruct e l icitat ion procedure, 
the very t it le of which suggests an enqu i ry i nto the h ierarchical o rgani sat ion 
of const ructs : Pyramid Procedu re .  This procedu re exploits the notions  of 

s im i larity and d i ffe rence i n  e l i ci t ing constructs f rom p revi ous ly derived 

constructs. Agai n ,  we wi l l  use "Warm vs. Co ld" as a sample i n it ia l  construct 

derived from Ro le Repe rto ry Test . The c l ient i s  fi rstly asked a s im i la rity 
question about one pole of the const ruct : "What sort of person is warm?". 
The c l ient  may respond : "A f ri end ly perso n" .  The c l ient is then asked a 
difference question based on that response : "What so rt of person i s  not 
f riendly? " .  The c l ient's response may be : "A host i le person" .  Attent ion  
wou ld then be turned to  the othe r  pole of the i n it ia l  construct, i n  th is  case 
"Cold", and the  procedu re repeated. The cl ie nt may respond t hat a "Co ld 

person i s  u n reasonable ," and the co nve rse of th i s  is "A person who i s  
reasonable" .  Landfield and Epti ng clai m that i n  t h i s  fash ion a second level 
of associated const ructs have been -e l icited : "Fr iendly vs .  Host i le" and 
" U n reasonable vs. Reasonable" .  The process is  repeated usi ng both of 
t hese secon d  level constructs  ; t hat i s ,  with e ach of  the fou r po la r  
responses .  Th i s  e l icits a t h i rd l eve l o f  associated const ructs .  A l i ke ly 
depict ion of th i s  structure, based on  the "Warm vs. Co ld" example ,  above , is 
produced in Fig .4.3. 

level 1 :  WarTn<-------------------------------->Cold 

level 2 :  friendly <----------->hostile u nreasonable--------> reasonable 

level 3 : .hapm:-u nhappy : anxious-� : intolera nt-tolerant : open minded-narrow minded. 

Figure 4_3_  Pyramid Procedure,  based on Landfield & Epting ( 1 987) 
using the construct "Warm vs. Cold" as the init ial example. 
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Py ramid P rocedure to th is  stage e labo rates on the i n i t ia l  construct , 

p roduces synonyms or  near equivalents and identif ies con st ruct content 
re lationsh ips. lt does not however make expl icit the leve ls of superord inacy. 
lt i s  i n  e ffect a cl i n i cal i nterv iew techn ique desig ned to e n ri ch  t he 
i n format ion gained from the c l ient ,  but we do not know which is the more 

superord inate ; "Warm" or "Friendly" .  

To provide some information about supero rd inacy - subord i nacy , Landfi e ld 
& Epti ng ( 1 987) suggest a further optional procedu re that can be appended 
to Pyramid  P rocedu re. The addit ional procedu re is s imi lar to Act Laddering 

in that the cl ient is asked "How?"and "When?" sty le questions  in re lat ion to 
the i r  level 2 and 3 responses. The cl ient is asked either a few or a l l  of the 
fo l lowing quest ions : "How wou ld you know that a pe rson is  characterised 
by th is pole?" ,  "How would you know if a person was not characte rised by 
th is  pole?" ,  "When wou ld a pe rson be characterised by th i s  pole?" ,  "When 

would a pe rson not be characterised by th is po le?" ,  "What wou ld a person 
say , do,  th ink o r  feel if ( if not) characterised by this pole?" 

Fol lowing  f rom the example in  Figure 4.3 ,  above , the cl i ent may respond 
that he  m ight recog n ise a f r iend ly person i f  they we re smi l i n g ,  and 
recogn ise a unfriendly person if they avoided eye contact. A person may be 
f riendly on occasions when they a re presented with no t h reat ,  and may be 
unfriendly when someone i nvades their territo ry in some way , or when they 
are i l l  at ease with the wo rld i n  genera l .  A f ri end ly pe rson may say 

encourag ing  th ings ,  approach people, th ink  a l l  people a re basical ly good, 
and feel comfortable. An u nf riendly person mig ht say i nsu lt ing th ings ,  may 
use agg ress ive manneri sms ,  t h i nk  the wor ld is  aga inst them and feel  

anxious .  From th is example ,  we can see that some leve l of subord i nate 
behaviou ral and situat ional componentry has been e l icited.  

A type of  impl icat ions procedure deve loped by Gai nes  & Shaw ( 1 98 1 ) i s  
known as Entai lment .  Entai lments are derived from i mp l icat ions ,  but are 

log ica l  i m p l icati ons  t hat are t rue fo r  a l l  e leme nts  cu rre nt ly  unde r  

cons iderat ion .  As  such e ntai lments perfo rm as  do suffic ient condi t ions .  
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Gaines & Shaw cite the relationsh ip  between the constructs " runs vs. does 

not run "  and "energetic vs. passive". lt i s  a t rue proposit ion  that a person 

who runs  m u st also be e ne rg etic ,  hence the " ru ns" pole of the fo rmer  
construct entai ls the "energet ic" pole of  the latter. But ,  the converse does 

not n ecessari ly apply : i t  does not necessari ly e ntai l t hat an energetic 
person wil l  also run ,  (he or  she may dance , cycle or bu i ld houses) . Gai nes 
& Shaw state that i t  is s imple to derive the entai lment structu re between 
po les of constructs s ince we need o nly check the t ruth of  the four  possible 

i mpl icat ions for al l  e lements used in  the c l ients Rep. Test. If a l l  e lements 
rated o n  the g rid as runners are also rated as energetic then runni ng entai ls 
ene rg et ic .  O n ly if t h i s  i s  reci procated i n  all cases w i l l  e ne rget ic e ntai l 

runn i ng .  For example t here may be some cases on  the c l ient's g rid where 
people rated as energetic were not also rated as bei ng runners .  

Gaines and Shaw ( 1 981 , p.  1 60 )  provide a case study of  a c l ient who rated 

f ive acquaintances #5, 6 ,  7, 9 & 1 1  as "Art ist ic" and rated s ix  acquaintances 
#5 , 6 ,  7 ,  9 ,  1 0  & 1 1  as "Creative" . Si nce all f ive acquai ntances who were 
rated as art ist ic were also rated as creative , for th is  cl i e nt "Art istic" entai ls 
"Creat ive" . Note t hat acquai ntance #1 0 was not rated as both art ist ic and 

creat ive and therefore the converse does not apply : "Creative" does not 
entai l "Artistic". 

The p roduct of the entai lment p rocedure is an Entai lment Net ( a g raphic 
n etwo rk of co nst ructs and t h e i r  l i n kages)  deri ved t h roug h analys i ng 
imp li catio nal l i nks .  An abbreviated Entai lment Net for the case study cited 

above is reproduced in Figu re 4 .4 .  The text of the net represents construct 
poles and  the  numbers below the text rep resent the acquai ntances of the 

c l ient  rated in accordance with that po le. The arrow i nd icates the di rect ion 
of the e ntai lment .  F igure 4.4 i n dicates that for th is c l ient ,  " I nd ividual ist ic" 

e ntai led " Fantastical" and "Co mpassionate" .  "Compassionate" i n  turn did 
not e nta i l  any other  construct pole , whi le "Fantast ical" e ntai led "Arti stic" , 
"Generous"  and "Cares for detai l " .  "Artistic" and "Generous" were appl ied to 

an ident ical  set of acquai ntances and hence e ntai led one  another.  Both 
t hese and "Cares for detai l" entai led "Creative" 
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Figure 4.4 : Abbreviated reproduction of an Entai lment Net from Gaines & Shaw ( 1 98 1 , p. 1 60 ) . 
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Gai nes & Shaw ( 1 981 ) clai m that the d i rected entai lment dep ict i o n  is 

re m i n i sce nt of  the type of structu re o btai ned whe n  co n s i d e ri n g  
supero rd inat ion-subord inat ion between  co nst ructs.  Entai lment appears to 
t reat constructs at t he same level and yet to derive a h ierarch ical st ructure 
amongst them.  Gai nes & Shaw i nfe r that a construct is  supero rd i nate i f  the 

relationsh ip is  suffic ient but not necessary .  Hence, i f  it i s  true that a person 
who " runs" is  also "energetic" , but the converse is n ot true (that a person 
who is "energet ic" does not also " ru n" ) ,  then "energet ic " i s  deemed to be 
supero rd inate to "ru ns". 

Mi l le r  & Wi lson  ( 1 979) d i scussed , as part of a study of  cog n i t ive 
differentiation  and i ntegration ,  the question of const ruct representat ive ness 
as el icited th rough t raditio nal triad Rep. Test method.  They c la i med that 

triad method does not contro l the level of abstractness of the  const ructs 
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produced. Those appeari ng on  a f i rst-ti me u p  Rep.  G rid could be deri ved 
from any leve l of a pe rson's h ierarchical st ructu re and hence vary i n  the i r  

deg ree of  supero rdi nacy. Considerations of conceptual  diffe rent iat ions  by 

com pari son of numbe rs of const ructs between i nd iv iduals may be i l l  
fou nded s i nce one  subject may be us i ng  few ,  but h i gh ly abstract 
d i mens i ons  (wh ich acco rd i ng  to Mi l l e r  & Wi l son  i m pl ies  com p lex 

fu nction i ng )  wh i l .e anothe r subject may be us i ng  a g reate r nu mber  of  
concrete d i mens ion s  ( i mply ing s i mple fu nct i o n i n g ) .  M i l le r  and Wi lson  

( 1 979 )  contend t h e refo re that further  i n fo rm at i o n  o n  the leve l  o f  
superord inacy of  const ructs i s  requi red and advocate that the  techniques of 
H i n kle ( 1 965) and Landfie ld ( 1 97 1 , 1 987) ( for example ,  Ladderi n g  and 

I m p l ications G rid) should be used to estab l ish h ie rarchical re lat ion sh ips 
before maki ng  ass u m pti ons  about peop le 's  comp lex ity-s imp l ic i ty i n  
function ing .  

l t  appears to the  cu rrent aut ho r  that the q u est ion  of const ruct 
representativeness as raised by M i l ler & Wi lson ( 1 979) is  crucial when 
consider ing methods fo r determi n ing superord i nat ion  and subo rd i n atio n .  
Some  o f  t h e  me thods  de scri bed above  re l y  e n t i re l y  on  t he  

representativeness o f  t he  constructs el icited t h rough  Reperto ry Test ( for 
example,  Resistance to  Change Grid, Impl icat ions  G rid ,  Social Decis ion 
Techno logy ,  and Entai lment ) .  Others mere ly h i nt at o r  indicate rather  
s h al low ranges of supero rdi nati o n  wh i le  p rov id i n g  an e n rich m e nt of  
i n fo rm ati o n  from a c l i e nt (fo r example ,  Pyramid P rocedure and FVB 
Analysis ) .  Laddering appears to  be the exception i n  terms of provid ing both 
richness of representativeness, and depth of supero rd inacy. 

In sum mary ,  Ladderi ng techn ique uses t raditiona l  Rep.  Test method to 
wi n kle out of the cl i en t ,  some of the d imens ions  on wh ich he or she  
const rues a particular context. These dimensions are assumed to  be  m iddle 
o rd e r  con structs , a lt h o u g h  t hey may have re lat ive supero rd i n acy

subord i nacy in re lat ionsh ip  to one another. From t hese midd le  o rder  
const ructs othe r  more supero rd inate or subo rd i nate con structs can be 

derived.  Superordinate e l icitation  can be taken th rough fundamental values 
at the apex of the system ,  that express someth ing of  the cl ient's "phi losophy 

of l i fe" .  Values tend to be fewer in number than the m iddle o rder const ructs 

f ro m  which they were derived si nce ladders l i n k  i nto one another . The 
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resu ltant h ierarch ical structu re or  cogn it ive map i s  therefore rather  l i ke a 

"fami ly t ree" with re latively few "ancestors" at the top ,  and a g reate r number  
"descendants" at t he  bottom. 

I f  ou r  a im is to examine a cl ie nt's most complete and enriched h ierarch i cal 

con struct system ,  as opposed to depict ing the h ie rarchical st ructure of  the 
Rep .  G rid sample of  const ructs , then Laddering seems to stand out  as the  
most effective means fo r  do ing  so . l t  i s  t he  on ly di rect method o f  e l i ci t ing 
supero rd i nacy . I n  a l l  othe r  methods reviewed above , supero rd i nacy is  
e it h e r  on ly h i nted at  or  assu med ( i n fe rred by the i nvest i gator) . I n  
comparison Ladderi ng i s  both s imp ler  and a more p laus ib le method of 

estab l ish ing supero rd inacy, and appears to be the only re l iab le  way of 
bei ng certai n that superord inacy has been e l icited.  

The refore , th roughout the remainder of th is study, the ope rational defi n it ion 
of superord inacy wi l l ,  l ike Fransel la ( 1 972) ,  be a construct that has been 

Value Laddered f rom another  and a subord i nate construct wi l l  be o ne that 
has been Act Laddered from another  o ne. Hence ladderi ng i s  the chosen 
method for  exam in i ng supe rord inacy throughout the works reported i n  
fo l lowi ng chapte rs . 
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4.3.2. RESEARCH AND APPLICATIONS 

This section  conti nues the d iscussion of Supero rd i nacy-Subo rd i nacy but 
emphasises the  use of not on ly Repertory Test , but also Act and Value 
Laddering (H i nkle 1 965 ,  Litt le 1 983) and the use of Perso nal Projects as 

un its of analysis (Little 1 983). The fo l lowi ng represents a review of research 
and appl ications  of Laddering Techn ique and Personal P rojects. 

An early app l i cati o n  demonst rat i ng t he use of ladde ri ng p ro ced u re 
occu rred i n  Franse l la's ( 1 972) c l i n ical t reatment methods wh ich paid 
particu lar attention  to the proposit ion that constructs are defi ned by the i r  
superord i nate and subord inate imp l icat i ons. Fransel la a lso  d i scussed a 
d ifficu lty encou ntered usi ng Laddering with her  sample,  who were stutte rers 

: identif icat ion o f  the opposite pole during e l icitat ion of both supero rdi nate 
and subord inate constructs. Fransel la gave the case of a const ruct "strong 
personal ity vs. weak personal ity". Ladderi ng up the "strong" side i ndicated 
fo r a c l ient t hat "strong pe rsonal ity" imp l ied "a person who i s  adm i red" .  
When asked to g ive the opposite of  th is the response was "a person who is 
sco rned" .  H oweve r , when ladde red up  the "weak" s i de ,  a "weak 
personal ity" i mpl ied "a person who is i g no red" rathe r  than o ne who is 
scorned . 

Franse l la  ( 1 972) also i ndicated that her  subject pool of stuttere rs were 
bette r ab le to ladder  on  the non-prefer red s ide of  the construct. She 
demonstrated t hat despite the p ropositi o n  t hat one moves and hence 

prefers the  di rection  with most impl ications ,  some of her  cl ie nt's p referred 
pole often led to fewer e l icited responses t han the non-preferred pole. They 

would often prefer to be "A", but were better able to respond in terms of "not 
A" because people who are "not A" are also many th ings that t hey wou ld 

prefe r themse lves not to be. They had a g reater knowledge of what it meant 
to be "not A", si nce they themselves were "not A" . lt is probab le that t hei r 

reason for enteri ng counse l l ing was because they wished to to be "A" rather 
than "not A" . 
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This diff iculty is  probably not conf ined t o  stutterers as a subject poo l .  For 
i nstance , in a personal commun icat ion  from P rof. G.  Shouksmith to the 

cu rre nt author, i t  was i ndicated that use of crit ical incidents tech n ique i n  
Personnel Psychology often showed that personne l  found i t  easier to take 

the negat ive and express "what i s  not wanted" rat he r  than "what is  

requ i red" .  l t  i s  probable that the negative po le has more imp l icat i ons ,  
especia l ly at a behavioural leve l ,  than t he  posit ive pole. 

In a later paper, Fransel la ( 1 980) reports on the appl icat ion of Ladder ing 
Tech nique i n  a teaching and g roup process cou rse on Personal  Construct 
Psycho logy fo r C l i n ical Psycho log i sts .  Laddering  was a major  pract ical 

compo nent of  the g roup workshops which Fransel la he lped to faci l i tate .  
She reports course partici pants who summed u p  by say i ng  they "d id n't 
know what l i fe was l i ke unt i l  I discovered H inkle" (Franse l la ,  1 980 , p .  203) . 

Pask, Kal l i kourdis & Scott ( 1 975) d iscussed a research  base fo r the 
development of  a theory of  learn ing and teach i ng .  A procedu re is described 
by Pask et a l .  which perm its the construct ion  of rep rese ntat ions of  t he 
domai ns of tutoria l conve rsat ions ; i n  other wo rds a p rocedu re wh ich 
permits the identificati on of knowledge structures.  Th is  i s  accompanied by 
an account of the procedures used for structur ing academic subject matters. 
In effect it is an interview procedu re designed to ext ract the re lationsh ips 

between content domai ns of a subject matter and the t he ent ire conceivable 
range of ways that the material cou ld be taught .  

Pask et a l .  ( 1 975) suggest that the i nterview can be prefaced by t he 
i nte rviewer aski ng the subject-matte r expert (or sou rce)  to l i st a l l  the 
conceivable ways that the subject-matter cou ld be taught .  The i nterviewer's 
ro le is to t ranslate the response i nto more precise express ion which t he 

source can then review, match and modify. The autho rs contend however 

that the i nte rviewer needs to be pre-equ ipped with a p robi ng  i nterv iew 

method shou ld the source deve lop a psycho log ical m ind  "set" , have an 
a lmost u nconquerable inc l i nat ion to state on ly one way of teach i ng the 

material ,  or  should the conversatio n  dry up comp lete ly because the source 

is either unwi l l ing to impart the i nformat ion o r  i ncapable of expressing what 
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he or  she u nderstands conceptua l ly .  I f  such blockages  are resi l ient ,  Pask et 
al. suggest that the i nterviewer resort to Rep. Test techn ique. The previously 

stated o r  wel l  known topics can be used as e le m e nts to e l i ci t  sou rce 
conce pts  as const ructs. l t  is often appropri ate , accord ing to Pask et a l .  to 
employ H i nkle's ladde ring techn ique or a comparable device (Bann ister  & 
Mair 1 968 ,  Landfie ld 1 97 1 , Landfield & Ept ing 1 987) to ext ract subord inate 

and supero rd inate relationshi ps as we l l .  

Hon ikman ( 1 973) appl ied Personal  Construct Psycho logy to e nv i ronmental 
evaluat io n  and d iscussed poss ib le appl icat ions of the  approach and how it 

may be combi ned with othe r  theories so as to expand understand ing of 
how peop le i nte rprets the e nvi ronment. To Honikman i t  appeared that if it 
was poss ib le to examine how people const rued the e nvi ronme nt, then it 
wou ld be possible to see which physical characterist ics were s ign if icant to 
the person and how that person's assessment of them contri buted to h is  or  
her  overal l  envi ronmental evaluat io n .  

Seventeen co lou r  photographs o f  l iv ing rooms were u sed as  e lements by 
Hon ikman ( 1 973 ) .  Constructs were e licited by trad it iona l  t ri ad method and 
then construct Act laddering (H inkle 1 965) was used to identify subord inate 
constructs . I n  a later  pape r wh ich reported the same study , Hon ikman 
( 1 976) acknowledged ladderi ng as an i mportant part of the study as i t  
enabled the  "physical characte rist ic constructs" to be el ic ited. I n  almost 

every case , as the constructs descended i n  o rdi nacy they became clearly 
ident i f ied w it h  t he physical characteri st ics of t h e  e nvi ro n ment  u nde r  
cons iderat i on .  

Hon i kman considered t he o rig i na l ly e l icited const ruct to be supero rdi nate 
and used these on a Rep. G rid where elements were scored o n  a 7-po i nt 

rat ing sca le .  Th is was fol lowed by Resistance to Change and I mpl icat ions 
G rids ( H i n kle 1 965) , the former to e stab l ish the  status of subjects twenty 

e l icited and ladde red constructs i n  h is  or  he r  construct h ie rarchy. I n  other 

words th is g rid was used to confi rm the leve l of  o rd inacy of  the constructs, 
and to con fi rm t he supero rd inacy of the i ni t ia l ly  e l i ci ted construct .  The 



b 4  

imp l ication g rid was used to establ ish whether each const ruct i mpl ied any 
other  and whether the implication was reciprocated or uni-di rectiona l .  

The actual data obtai ned was less important to Hon ikman , than that the 
study  demo n st rated the v iab i l i ty o f  a part i cu la r  t h e o ret ica l  and 

methodo logical  approach (to some extent H i nk le ,  1 965 ,  expressed the 
same th ing) .  Hon i kman ( 1 973) mai ntai ned t hat the procedu re estab l i shed 
the physical characteristics which were sig ni ficant i n  the way the person 
construed the envi ronment e lements ,  and the various l i nks between these 
and supero rdi nate const ructs cou ld be t raced th roug h a cog n it ive m ap of 
the construct h ierarchy. Honikman ( 1 976) i ndicated that three l i n ks between 
constructs were considered : l i nks by pri ncipal components load ings ,  l i n ks 
to e lements by tr iad e l icitat ion and l i nks between constructs by ladderi ng .  
Th is  enabled the development o f  a meaning patte rn to be t raced from the 

phys ical characte ri st ics,  t h rough i ncreasi ng leve ls  of o rd i n acy to the 
superord inate area of evaluation .  

l t  i s  probably pert i nent to  note that the orig i nal  notion at the  outset o f  the 
curre nt docto ral study i nvo lved the cu rrent author's assu m pt ion  t h at 
Pe rso na l  Co nst ruct and Ladde r i ng  p rocess had pote nt i a l  f o r  t h e  

architectural p rofession to determine design re levant physical features that 
re f lected supe ro rd i nate const ructs or  va l ues when  des i g n i ng b u i lt 
env i ro nments fo r particu lar cl ie nts or  g roups of  bui ld ing users .  Th is l i ne  of 
e nqu i ry was prompted by a re lat ionsh ip  wh ich the current author  had 

establ ished with the Govern ment Architect for Desig n ,  who acknowledged 

his accountabi l ity to the pub l ic ,  as users of his bu i ldi ngs .  He wished to 
discover "the i nternal mind maps" of bu i ld ing users and the des ign re levant 
featu res ref lected in those "m ind maps" , so that he and h i s  arch itectu ral 
team cou ld more adequate ly design bu i ld ings of opti mal acceptance to the 

bui ld i ng users .  Th is l i ne of study was discussed but was never pursued in  
depth .  
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Stewart & Stewart ( 1 98 1 ) d i scuss ladderi ng i n  re lat i o n  to busi ness ,  

i n d u st ri a l  a nd o rg an i s at i o n a l app l icat i o n s  of  P e rso n a l Cons t ru ct 
met hodology. Stewart & Stewart's book is  a pract ical g u ide d i rected more 

at the leve l  of the lay person ,  the practicing Person ne l  o r  H uman Resource 

Deve lopment Manager ,  rat he r  than  at the  leve l of t he  p rofess i ona l  
con s u ltant  psycho log ist .  Stewart & Stewart descri be Laddering as a 
tec h n ique  vita l  to determ i n i n g  the  re lat ive i mpo rtance o r  sal ience of  

d i ffe re nt types of  constructs .  The construct system can be viewed as "a 
se ries  of  i nte rlocki ng ladde rs ,  gett ing smal le r  in  n umber and strong e r  i n  

i nf luence/strength a s  one reaches the top" (Stewart & Stewart 1 981 , p .22) .  
Th e p ract it io ne r  i s  i mp lo red to  expose as m uch of th is  system as is  
appropri ate to the context i n  question .  Ladderi n g  i s  suggested as the 
techn ique for  ga in ing depth and perspective i n  an i nterv iew o r  practit ione r
c l ient i nterface , and enables movement from the general to the specific and 
vice versa. 

In conc lusion ,  it can be seen that use of  H i n kle's ladde ri ng procedu re 
e i the r  has not been exte ns ive or ,  has not been wide ly reported i n  t he  

l i te ratu re .  Because i t  i s  a s imp le  and plausible procedu re h owever,  many 
construct iv ist p ract it ioners and some researchers appear to have accepted 

i t  as a viable too l that resu lts in valuable products . Probably because of th is ,  
t he re has been l it t le l ite rat u re on the subject s i nce the  e arly n i neteen

e ig ht ies  ; autho rs mere ly reporti ng that they used Ladderi ng without  
devoti ng t ime and space to  i ts just i fication .  
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One appl ication  has particu lar re levance t o  t h e  current series of studies .  

Eden ( 1 977) attempted an extension of  constructivist theory and reports the 
appl ied use of H i n kle's procedures i n  an o rgan isational i nte rventi on .  The 

fo l lowi ng review of Eden's work represented a major cornersto ne in the 
d i rect ion of the present investigator's profess ional approach and hence had 
a major impact on the studies reported in  subsequent chapters. 

Eden ( 1 977) studied the process of env i ronmental p lann ing fo r the fut u re 
with in  a Briti s h  Local Authority. The study rep resented an exp loration  of 
decis ion maki ng and acts that influence the fut u re.  From this a model was 
developed wh ich was derived from the socio log ical t radit ion of "defi n i ng 
situations" (see McHugh , 1 968) ana the cog n it ive psycho logy of Ne isser  
( 1 976) and Ke l ly ( 1 955) .  The project was i n  progress at the  t ime of  Eden's 

( 1 977) interi m  report which was aimed to sti mu late d iscuss ion around  a 
number  of p roblem areas. Later pape rs (Eden 1 978 , 1 980)  repo rt late r 
deve lopments i n  the same project : some of which we re u nantici pated 
developments which demanded a modified approach to the study. 

Acco rd ing to Eden ( 1 977) when a local body engages a consu ltant or  
model bu i lder  fo r environmental plann ing , t h ree classes of  mode l content 
are defi ned : 

(a) the state of the envi ronment, 
(b) decis ion make rs who can be i nf luenced d i rect ly ( namely, the 

cl ient's own staff) and , 
(c) decis ion makers who cannot be i nf luenced di rect ly (namely ,  the 

e lected counci l  members) .  

l t is necessary according to Eden ( 1 977) to identify the decis ion makers and 
acknowledge the re lat ionsh ip  betwee n  the  envi ro n ment i tse l f ,  and the 
decis ion m akers a l l  of whom construe the world i n  t he i r  own u n ique 

manner. l t  becomes necessary to  descri be ope rat iona l ly  h ow deci s ion  

makers defi ne  the i r environments,  how eve nts i n  the i r  e nvi ro nments are 
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i nterpreted and  how th is di rects t he  decis ion make r  towards the issue about 
which strategy and policy wi l l  be establ ished. 

Eden ( 1 977) describes in Personal Construct te rmi no logy the way decis ion 

make rs ,  i n  othe r  words o rd i nary people,  construe t he i r  world , emphas is ing 

the h ie rarch ical  and b ipo la r  natu re of const ruct systems. Values , no rms ,  
ideals ,  object ives ,  goa ls  and roles are re lated concepts with i n  th i s b ipo lar 
h ierarch ical scheme. Eden ( 1 977) holds that we must pred ict our  values 
befo re we can meaningfu l ly predict our f utures .  Values,  accord ing to Eden 
are d ichotomous ,  o rdi nal ly re lated const ructs  wh ich may be described as 
idea ls ,  object ives and goals which are h ie rarch ica l ly  re lated and ref lect 
ro le . Lowest i n  t he  h ierarchy which defines "values" a re goals which have 

i m med iate i n tended o utco me ,  next o bj ectives wh ich are l ong term 
i nten ded outcomes and h ig hest of al l  a re idea l s  which are u lt imate 
pursu its wh ich m ay or may not be atta i n ed but which a re deemed 
worthwhi le pursu i ng a l l  the same. Eden ( 1 978) acknowledges that here ,  he 
has used a d i fferent operat ional defin it ion of  va lues than that found i n  most 
texts ,  and also h i s  use of the te rms "goals" and "objectives" are far from 
un ive rsal .  In addi t ion the content of a defi ned s ituat ion i ncludes be l i efs 

about the envi ro n me nt and alternative pol ic ies. 

Po l ic ies are evalu ated by explori ng the perceived action possib i l i t ies and 
thei r expected i mpact on the envi ronment .  The decision  making process is  
con ceived such  t hat the  mai n o bj e c t i v e  c re ates an i ssue wh ich is  
descri bed by a f ramework of  subo rdi n ate o bject ives and g oals , and a 
cogn it ive map of the env i ronment and alternat ive act ions be l ieved to effect 
i t .  F ig u re 4 . 5  depicts  t h i s  h ie rarch ical re lat i onsh ip  of the envi ro nment ,  

bel iefs and values .  A defi ned situation can be con strued as a template that 
maps o nto part s  but not a l l  of the structu re and  which has a Central 
Construct or  issue at its apex. 



KEY: 
• Central 

const ruct 
VALUES or Issue 

BELIEFS 

I 

1 Perceived actions 
I& perceived impact 

I on  the envi ronment 
I I 

I ( I  f 
;THE ENVIRONMENT I i..__ l l_l Ll �I y 

" The ,r ' defi ned 
'- )>s i tuat ion 

F IGU RE 4 .5 .  Defi nition of a situation as part of  t he  envi ronment, 
bel iefs , values structure .  
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Ideas u nderlyi ng Repertory G rid method (Ke l ly 1 955) and the revis i on by 

H i nkle ( 1 965) were seen as t he appropriate means fo r e l iciti ng  data about 

values and beliefs. Recent decisions by subjects were used as e lements for 
identify ing constructs that describe an outcome. These were then the basis 
for analysi ng the impl ications  of one objective or g oa l  for another and the 
ident if icat ion of the h ierarch ical network of  supero rd i nate and subord inate 

const ructs ( ie .  ideals ,  object ives and goals) .  Eden u sed Impl ications G rid 
techn ique.  Data obtai ned in t h is way was used to formu late the conceptual 

models de rived f rom decis ion  makers ,  which ident i fied the  re lat ionsh ip  
between  the central construct and : 

events l ikely to lead to an issue , 
values associated with achievement o r  fai lu re of the 
objective , 



u n related independent constructs ,  and 

the constrai nts on  recognising the central  con st ruct as an 
i ssue or  value .  
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Eden ( 1 977) states that th is method faci litates model construction ,  but  does 
not account  for  the aggregation  of decis ion makers' constructs and values. 

The method i s  useful for a g roup whose values are ref lected in a dominant 
manage r  o r  po l itician ,  but does not account we l l  for g ro ups that consist of 
peop le  who  a re di sti nct i n  t he i r  views but at the  same t ime powerfu l 
decision m akers. 

E xp loratio n  of  organisational decis ion maki ng in this m anner, i nvo lves the 
in teractio n  of events (subo rd inate) generated by the e nvi ron ment model ,  

and the way these are i nterpreted and perceived by decisio n  makers. The 
e nvi ro n m e nt model conti n ua l ly p resents decis ion  makers with a set of 
" portfol ios" or repertoi re of possibi l i t ies. 

Whi le  Eden ( 1 977) was concerned with operational research ,  Eden ( 1 978) 
report s  an u nanticipated o utcome of this research in t hat it led to an 
o rgan i sat i o n  deve lopment  i nte rve nt i on .  "Organ i sat i o na l  develop m e nt 
ach ieves  i ts g oals th rough p lanned in terventions  . . .  i nte rve ni ng  o r  movi ng 

i nto an  e xi st i ng  o rgani sat ion  and helping it , in e ffect 'stop the musi c' ,  
exami ne  t h e  present ways of  work, norm s  and va lues  and look at 
alte rnative ways of wo rki ng , o r  re lat i ng ,  or rewardi ng" (Beckhard ,  1 969 . ,  

p . 1 3 ) .  

Accordi n g  to Eden  "stopp ing the m usic" frequent ly e ntai ls a job  o r  task 
analysis to defi ne the situat ion at a behavioura l  level of observable events 
and funct io n s .  lt is  the fi rst step i n  vi rtua l ly any form of o rganisat iona l  
development  and when adequate ly completed , wi l l  provide a model o f  the 
function ing  of  the o rgani satio n  or  g roup .  Th is  model  stands on its own as a 
viable e ntity , but i g nores the avai lable resources such as the n atu re of the 

people who act upon the mode l .  l t can be counter productive to ignore the 

human  variab le  and at best , fal lacy to plan without conside ring it .  The 
exercise of o rgan isational deve lopment becomes one of u nderstandi ng : 
(a)  how t h e  d i ffe rent g roups and i nd ividuals who h ave i mpact o n  the  
o rgan isat ion 's function ing  construe the  situatio n  and the refore , (b )  which 

po l i c i e s  o r  p l an ned events wi l l  meet wi th o pt i m u m  app roval and 
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acceptance among that g roup. The use o f  Repertory Test and I mpl ications 

analysi s was seen by Eden ( 1 978) as an appropr iate means of  s ituation  

defi n i ti on ,  or  "job  analysis" ,  which can provide the  raw material for plann ing 

meet ings and d iscuss ions .  The use of Personal  Construct based methods 
provides more depth to the "job analysis" p rocess ,  s ince i t  i ncludes the 
human variable and not  just the funct ional or  operational variable. 

Eden ( 1 978) repo rts  on  the seque nce o f  events that led to the  
o rganisat ional i ntervention and a descript ion of t he  intervention  itself . The 

i n i t ia l  piece of operational  research i nvo lved development of  a model  
represent i ng the decisi on maki ng of  a g roup  of local body staff . Th is  
i n vo lved fai r ly detai led analys is  of subord i nates and by necess i ty 
avai labi l ity of th is data to the ir  manager. Thi s  had two ramifications : (a) the 
"publ ic" scruti ny of data can be threaten ing to the i ndividual and (b) both the 
i ndiv idual and co l leagues needed to be convi nced of the val id ity of t he 
model  be ing deve loped . I nte rvi ews were the refo re conducted i n  str ict 
conf idence and t he  prospect of  -declarat ion  occu rred o n ly after  t he 
i nd iv idual had fu l ly  agreed to d i sc losure .  Each i ndividual was therefore 
engaged in  a feedback session  to review the researcher's fi nd ings ,  test 
them against own experie nce,  and chal lenge the researcher to defend the 
mode l .  This was expected to i n vo lve neg ot iat ion between the two which 
was i ntended to lead to a sense of ownersh ip  of the model  fo r the 
i nd iv idua l .  

Eden  ( 1 978) reports that these sessions led to  a h igh  degree of  ag reement 

and staff members began to quest ion  the extent to wh ich t he i r  job 
description  d i ffe red from the i r  ro le ident ifi ed in analys is .  Each indiv idual 
a lso i ndependent ly suggested a need fo r the organ isat ion  to change 
towards one that was clearer  about its goals and how these goals re lated to 
specif ic peop le in the org an i sat io n .  I nte rview with the departmental 

manager resu lted in a clearer statement regard ing the need for a g roup 
exp lorat ion  of the co mp lex values and no rms associated wi th  the 

o rg an isat i on 's fu nction .  Specifica l ly the va lues and act i ons  of  some 

departmental staff seemed to be at variance with the department's reason 

fo r bei ng .  Eden cou ld not avo id the respons ibi l it ies of appl ied and action 
research , and s pent several weeks converti ng from an operat ions research 
ro le to an organisation development i ntervention ro le .  
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' 

The i ntervent ion began therefore with an already detai led data-base about 
each participant. Eden repo rts however that h i s  strategy was not dissi m i lar 
to the typical 0.0. prog ram except that the consu ltant would concentrate on 

how members defi ne the i r  s ituat ions ,  e ncou rage them to conside r the 
i mpl icat ions of such defi n it ions  and to generate alternatives . The data was 
then  agg regated to encompass the important featu res  of each i ndividual 
analys is and represent a g roup defi n ition  of  situati ons  wh ich would be a 
catalyst for explori ng its impl icat ions for the department. 

Th i s  approach had several s ign ificant consequences i nc lud ing : exposure 

of  a fal lacy that each g roup member  shared the same goals ,  d isaggregation  
of  the  mode l  such that ind ividual "ownersh ip" of the model  occured and, 
consideratio n  of the impact of job descriptions on decis ion maki ng ,  to name 

a few. Eden reports that possibly the most s ign ificant outcome was that the 
o ri g i nal i nteractive model-bui ld i ng p roject took on new s ign i ficance, and so 

as to u nderstand the ramificatio ns of values ,  norms , objectives, goals , and 
defi n ition  of s ituations ,  the need for a model became more necessary and 
re l evant as an 0 . 0 .  too l .  I n  addit ion the 0 . 0 .  exercise re i nforced the 
ope ratio nal  research activity. lt appears that a de l iberate , p lanned 0.0. 
i ntervent ion set with i n  an ope rati ona l  research p roject can s ign i fi cant ly 
affect leve ls of i nvo lvement ,  the  extent of m utual unde rstand ing , the 

dysfu nct ional affect of  d ifferent ial  cognit ive sty les and the  l i ke l i hood that 

H E LP RATH E R  THAN SOLUTION , wi l l  be recogn ised as the appropriate 
ro le  of the consu ltant. 

Eden  ( 1 980)  descri bes h i s  approach to po l icy analys is as other than 
t radit i o na l ,  m ai n ly in  t hat it attempts to he lp po l icy m akers to more 

i nte l l i gent ly explore the i r  own image of the future , f rom the  stand po i nt of 
the i r  const ruct ions of the i r  world. The i mplications of th is  approach are : 
(a) po l icy makers are more i nterested in the outcome of the 

analys is  because i t  re lates to their  own reality, 

(b)  it e ncou rages pol icy makers to see thei r own subject ive 
u nderstanding as leg itimate and hence , 

(c) pol icy makers can reflect on this knowledge ,  learn from its 

i mpl icat ions and learn to enqui re in a re levant way. 
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Eden ( 1 980) puts some detai l i nto h i s  reasons fo r bel ievi ng "defin it ion o f  t he  
s i tuat ion" as being crucial to  this approach ,  and why  Personal Const ruct 

Psycho logy (Ke l l y ,  1 955) i s  the key. I n  represent ing o rganisat iona l  o r  
occupational ro le setti ngs however, Eden has chosen to see the const ruct 

system as be ing made up of two i nter- re lated systems; one a system of  

bel iefs, assert ions and attitudes about actors and th ings ,  and the othe r  a 
system of values descri bing the goal orientatio n  of a pe rson's constructs .  

Ke l ly ( 1 955,  p . 1 9) i s  com mitted to  a construct system bei ng that wh ich 
enables a person to  make "more and more of the world predictab le" and 

Eden ( 1 980)  sees pol icy decision-maki ng schema as a construct system 
which represents a set o f  assumptions t he  pol icy maker uses to  antici pate 
events. 

P roblems of content analysis and dete rm i n i ng mean i ng were dealt with 
briefly i n  Eden ( 1 980) and he described h is own system of coding as s im i lar 
to the content analysis approaches of the social sciences (see Krippendorf 
1 980,  and Weber 1 985 for detai led descript ion  of  such methods) .  Eden 
developed h is  own method which he bel ieved more adequately ref lected 
the impl icat ions of personal construct systems. The method is one of coding 
cog nit ive maps - an expl ication of the content  and structure of bel iefs and 

values. Eden states that there is  very l i tt le d i fference in codi ng the be l ief 
system and the val ue system maps except that he asserts the be l ief system 
l inks are causal whi le value system l i nks are implications in the sense of 
H i nkle ( 1 965) .  Eden ( 1 980) defined the � system as a representat ion of 
a learned o rganisation of rules for maki ng choices and reso lvi ng conf l icts 
and an enduri ng bel ief  that a specific mode of conduct or end state of 
existence is personal ly and social ly prefe rable to alte rnative modes. The 
bou ndary betwee n the two syste ms be i ng  the poi nt where a b e l i e f 

represents a prefe rred end state wh ich is  potential ly measurable. 

Armst rong & Eden ( 1 979) repo rt a problem encountered in an i nte rvent ion 

where a c l ient expressed concern about i nconsistencies and conf l ict i ng 
content of  reports  received from h is  staff who ,  he  be l ieved, had been 
addressi ng s imi lar issues. Both the cl ient and staff became i nte rested in the 
extent to which the staff may have been attributi ng d iffe rent meani ngs to the 

situations they experienced. Discussion with the client revealed the value in 

conduct ing an analysis of meanings,  and also the oppo rtun ity to negot iate 
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i nterventi on  and the p rospect of team i nvo lv.e ment after e l icitat ion and 

a na lys is  of g rid m ateria l .  The paper i s  particu lar ly usefu l  fo r some 

p roced u ral and methodolog ica l  contribut ions to  t he  use o f  Rep. Test and 
associated techniques in the appl ied sett ing. 

A "d i rect wish by the authors to take the opportunity to use H inkle's ( 1 965) 
Implicat ions G rid as wel l  as traditio nal Rep.  Test was in part the reason for 
Armstrong  & Eden 's  motivat ion to  tackle th i s  prob lem. Specific activ it ies 

wh ich  were cu rrent ly  or had recently bee n  e ng ag i ng a responde nt's 
attent ion were used as the u nits of analys is or e lements ,  from w h ich 
constructs were then e licited. lt should be noted that th is comes close to the 

Pe rsonal P roject leve l of analysis used by Litt le ( 1 983) .  The aim of this 
e lic itat ion stage was to gain  constructs that described officers' occupat ional 
goa ls  and o bject ives.  Th is  was achieved by u se of H i nkle 's Ladde ri ng  
techn ique of  "why" quest ions ,  to  establ ish the purpose of the  activit ies i n  
question .  This was carried out with a l imited number  o f  officers and the  data 
so obtained were used as e lements to e licit constructs from the remai n i ng 
staff i n  the t raditional Kel lyian way. 

l m pg rid (H i nkle 1 965) is  a lengthy procedure .  Armstrong and Eden ( 1 979) 

report the d i fficu lty i n  the appl ied sett ing of not i nterfering too much with the 
da i ly work p rog ram .  They therefore ado pted a p rocedure of v is i t ing 
respondents on  successive days for  approxi mate ly ten minutes in  o rder  to 
exp lai n the exercise , and to present and clarify i nstructions .  The l mpg rids 

were then completed by respondents us ing as much time as they found 
necessary without d isturb ing the i r  work. In  general it took two to t h ree 

weeks for them to complete the ir  l mpgrid.  Other  procedu ral problems have 
lead Armst rong and Eden ( 1 979) to adopt the method of presenting each 

l i n e  of t he  g rid o n  a separate page of a booklet , so present ing the 
respondent with less detai l at  any one ti me ; a procedu re also appl ied by 
B rook & Brook ( 1 989) .  This seemed to substantial ly reduce the difficu lties 
experienced by respondents regarding the mechanics of fi l l i ng i n  the g rid .  
Another  modificati on  i nvo lved the adopt ion of a method of spl i tt i ng  the 

l m pg rid i nto two separate g rids , each one rep resent ing the posit ive and 

negative poles of const ructs. Use of this procedu re is described in Jones,  

Eden & Sims ( 1 979) and Eden ,  Jones & Sims ( 1 979 ) .  
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Another sign ificant contri but ion o f  th i s  paper re lates to  the  use  of Rep .  Test 
and associated techniques i n  the applied setti ng , where Armstrong & Eden 

( 1 979) and Eden ( 1 988) report that QUALITATIVE and G RAPH IC mapped 
data is apparently more meaningful  to participants than quantitative data. 

The quantitative data was useful to the researcher  or consultant, but was of 

l i ttle use to participants in an app l ied setti ng .  Quantitat ive data i ndicated to 
the researchers where they shou ld devote the i r i ntervention energ ies ,  but 
t he  part ic ipants themselves requ i red the opportu n ity to exercise m o re 
qualitative judgements. 
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Chapter 5 

THE PRESENT SER IES OF STUDIES : AN I NTRODUCTION 

The fol lowi ng chapter is  i ntended as a l i nk  betwee n  the l i te rature cited i n  
t h e  previous chapters and the se ries o f  reported stud ies t hat fo l low. lt i s  
app ro p ri ate t he refo re t o  com m ence t h i s  c hapte r w i t h  a b r i e f  
h istorical/theoretical review to th is point .  

H i nkle ( 1 965) restated or  extended Ke l ly's ( 1 955) Persona l  Construct 
Psychology.  I n  particu lar H i nkle studied the notio n  of supe ro rd inacy and 
the impl icat ive l i nks from one level of supero rd i nacy to another. H i nkle's 
developments have i n  turn been  expanded by Eden and Associates ( Eden 
1 977, Eden 1 978, Armstrong & Ecten 1 979, Jones,  Eden & Sims 1 979, 
Eden ,  Jones & Sims 1 979, Eden 1 980, Eden 1 988) and app l ied by them to 
practical problems. Additional ly ,  there is  an apparent re latio n sh ip  between 
Eden and associates' use of recent act ivit ies as e leme nts and Litt le 's 
( 1 983) use of  personal projects. Rueh lman & Wolchik ( 1 9 88) strengthen 
th is l i nk  between the works of  Eden and Litt le by reporti n g  that Litt le and 
associates (Little , 1 976 , 1 983; Palys & Litt le, 1 983) have p roposed models 

in which pe rsonal goal syste ms play a ro le i n  psychological functions .  

Eden ( 1 977) construed the h i e ra rchical st ructu re of co n st ruct systems 
(cogn itive maps) as representi ng  short-term, long-term and u lti mate goals .  

The act ion research and studies reported be low have pu rsued s imi lar l i nes 
of  i nqu i ry and have used a theoretical and methodo log ical ori entat ion 
based on Kel ly ,  H i nk le ,  Eden  and Litt le  to try to ove rcome that age o ld 
problem i n  psychology of maki ng  the l i nkages  from the  i ntangib le to the 
tang ib le ,  f rom the abstract to the concrete , from the psycholog ical to the 
envi ronmental and behavioura l ,  o r  if you l ike from the "b lack box" to the 
overt. 

Three of  Kel ly's orig i nal coro l laries  have part icular re levance to the studies 
reported be low. First ly the Commonal ity co ro l lary wh ich  states that the 
extent to which a person e mploys a const ruct ion of  experience which is  
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s imi lar to  that employed by another, his o r  her psycho log ical processes are 

s im i lar  to those of the othe r  person ,  (Ke l ly  1 970 , Adams-Webber 1 979,  
Bann ister  & Fransel la 1 986) .  Secondly, the Social ity coro l lary which states 
that the  extent to which a person const rues the const ructio n  processes of 

another ,  he or she may play a ro le in a social p rocess i nvo lv ing the othe r  

pe rson .  Whi le the I ndividual ity coro l lary and much  o f  Personal Construct 
psycho logy emphasise the u nique construct ions of each i nd ividual , these 

two coro l laries account for our s im i larities and i n  a sense acknowledge that 

we ex ist i n  cu ltu res and com m un ities of shared val ues ,  symbo ls and 
behaviou rs. The th i rd coro l lary of importance is the Org anisat ion co rol lary ,  
which states that people characte ristical ly evo lve , for  t he i r  convenience i n  
ant ic ipati ng events , a construct ion system embracin g  o rd inal re lationsh ips 
betwee n  const ructs. The i mportance of these t h ree coro l laries i s  also 
stressed by Eden ( 1 988) . 

Cons ideration of these co ro l laries invoked a l i ne of e nqu i ry to discover the 
com m onal i t ies i n  a g roup of construct systems (that i s ,  a co l lect ive of 
peop le ) ,  in o rder that the members of the g roup may more adequately and 
product ive ly perform the i r  ro le in the process of that g roup .  

Four  issues raised by Eden ( 1 977,  1 978) are central to  the  studies that 
fo l low : Defi n ing situations ;  values c larificatio n ;  ro le clarif icatio n ;  pol icies for 
actio n .  Eden dealt in detai l with the concept of defi n i ng  s ituations .  Th is 
concept h as a lso been emp loyed i n  a pe rsona l  con struct sett i ng  by 
Cochran  ( 1 978) who loosely equated defin ing a situat ion with constru ing a 

situat ion .  Eden has been expl icit i n  what he means by the term , and uses it 
to refer to a template that maps o nto parts but not al l  of a construct system , 
and wh ich reflects both values and ro les. Eden contends that defi n it ion of 
the  s i tuat io n  i s  the fi rst step i n  the plan n i ng o r  desig n of vi rtual ly any 
deve lopme nt p rocedu re .  lt is a d iagnost ic analysis ,  wh ich i f  completed 
adequately wi l l  provide a model of the function ing of an i nd ividual or g roup. 

Values accord ing to Eden ( 1 977) are that part of the model consisti ng of 
goa ls ,  o bject ives and ideals. These i n  tu rn are reflected i n  ro les ,  wh ich 
i ncorporate the i nterplay of perceptions , act ions and t he  e nv i ronment .  
Defi n i ng  t he  situation  invo lves the  identificat ion of context specif ic values 
along with identif icat ion of ro les .  H ence the p rocedu re i nco rpo rates both 
values and role clarificat ion .  The e nd product of the exe rcise may be the 
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fo rmu lat ion o f  a pol icy for action whether i n  a fo rmal manner (as used by 

Armstrong & Eden , 1 979 ,  and also as impl ied in  some of the applications  
l i sted by Boose , 1 988) or  i n  an i nformal manne r  (as i n  t he  day to  day 

process by which persons const rue and antic ipate the i r  actions  towards 
others ; see Cochran 1 98 1  ) .  

The studies reported be low are a l l  characte rised as fol lowi ng th is model .  I n  
a l l  cases an in it ial attempt is  made to defi ne the  situation ; to  make exp l icit 
the condit ions of the present to use as a fou ndat ion upon which to m ove 
towards the future . The practitioners cited above advocate the usefu lness of 
Repertory Test , Ladderi ng techniques and visual depict ions as cog n i t ive 
maps fo r th is  pu rpose (see also , Eden 1 988) .  I n  particu lar it is reasoned 
that Value Laddering i s  one of the most appropriate means for carryi ng out 
values clari fication  and when i ncorporated with Act Ladderi ng becomes a 
powerful method of ro le clarification .  I n  each case a pol icy for acti on  has 
been produced to rep resent both the fi nal p roduct of the exercise and a 
specificat ion or plan fo r future act ing and respondi ng .  

I n  many respects when th is l i ne  of  enqui ry i nvo lves the  com monal ity of  
i nd iv idual ly defi ned s ituat ions ,  i t  represents a method fo r descri b i ng  a 
commun ity .  The pu rpose fo r do ing so wou ld i nvolve product ion  of  a 
specificat ion for desig n ,  or pol icy for action that not on ly provides a set of 
gu ide l i nes  for that commu nity to fo l low, but also p rovides g uide l ines that 
meet with optimum approval with i n  the community. 

Hi l lery ( 1 955) reviewed 94 existi ng defi n it io ns of the the term "commun ity" 
and concluded that beyond the recog n iti on  that people are i n volved i n  
community, there was little ag reement on the use of the term. This i s  not the 
ti me no r  p lace to e nter  i nto detai led d iscu ss ion on the co ncept of 
commun ity ; it is a domai n of study in its own rig ht ,  and for i nstance in an 
i nt roductory level text Worse ly ( 1 97 1 ) devoted t h ree dozen pages to the  
notion .  Literatu re on  "community" does h owever tend  to d ist i ngu ish  two 
broad defi n iti ons  or types of com m un ity. On the  one hand local ity and 
neig hbourhood are viewed as essential e lements of  the def i n it io n  ( for  
example .  see Keesi ng 1 976) .  On the other  hand,  Rappaport ( 1 977) refers 
to "commun ity" as a social g roup ;  a subgroup  with i n  soci ety wh ich i s  

perceived or  wh ich perceives itse lf as d ist i nct i n  some respects fro m  the  

larger society . Hence for instance , readers o f  th i s  dissertation  may consider 
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themse lves as part of the "psychology community" ; a g roup of  people who 

are perceived as or  who perceive themse lves as distinct from larger  society 

by virtue of the i r  adherence to the princip les and methods of the d iscip l i ne  
"psychology". 

Rappaport ( 1 977) also makes reference to the concept of commun ity as 

bei ng s im i lar to the  concept of o rganisat ion as studied by o rgan isat ional 

psycho logists, and sees community organisers as having a sim i lar ro le to 
o rganisational development consu ltants. Perl man and Guri n  ( 1 972) viewed 
community deve lopment as s imi lar to o rg an isationa l  deve lopment ,  where 

part ic i pat ion  and i nteg rat ion  are st re ngth e ned so as to  enco u rage 
cooperation betwee n  various g roups and agencies . Waite rs ( 1 972) noted 
that "commun ity" was replaci ng the t radit iona l  bases of leg iti macy i n  
o rgan i sati o n s .  I nstead of leg it i macy a s  p ro pe rty r ig hts ,  manag e rial 
pe rogat ives ,  subo rd i nates as a sou rce of s u p e ri o rs' autho ri ty ,  and 

product ion for i ts own sake , we began to see a n  acknowledgement of  the 
o rg anisation 's accou ntabi l ity to the commun ity ; both the community w ith in  
the o rganisatio n  and the large r community of wh ich the organ isation was a 
part .  This larger  commun ity may be of a variety of types : it may be the 

p rofess i onal or  co m m e rcia l  com mu n ity (fo r examp le ,  " the bank ing  
commun ity", "the retai l community" ,  "the manufactur ing com munity" ) ,  o r  the 
local ne ighbou rhood community with whom the o rgan isation  has a mutual 
i nterdependence fo r employment, labour and cl iente le .  

Th is  account of "community" by Rappaport ( 1 977) d i rectly reflects the use of 
the  term i n  the context of the present study,  and is rei nforced by Porter 

( 1 985) who refers to examination of an organ isation 's components as types 
of communit ies. "Customers are a community of g roups and i ndividuals ,  the 

company or organ isat ion is  a community of teams , teams are communities 
of i nd ividuals and i ndividuals are commun it ies of se lves" (Porte r ,  1 985,  
p .2 ) .  He  conti nues  that a number of re lated n ot io n s  that he wished to 
exp lore i n  industria l  and o rganisational psychology h ad not been possible 

because of  lack of a method fo r pract ical  app l icati on ; u nt i l  he  was 

in t roduced to construct theory .  Construct the o ry and p ractice , t h rough  
ladders, pyramids,  repertory and res istance to change grids offered the 

opportun ity to explore the mu lti-dime nsional  world of people at work, and 
according to Porter ( 1 985) these techn iques work. 
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Describ ing the commun ity may be considered as equivalent t o  defin i ng  the 

situation .  Projects for th is purpose may be of  two kinds. One ki nd may be 
aimed to descri be a community so as to produce a policy for action  that the 

members of that commu nity themselves can pu rsue o r  be gu ided by ,  as 

might be the case in a Team Bui ld i ng project where the g roup  members 
themselves comprise the community of i nterest . The aim of the othe r  ki nd 

may be to  describe a primary community g roup  so that some secondary 
g roup  of people (desig ners ,  p lanners ,  po l icy-makers) have a pol icy for  
act ion that may guide them i n  the performance of  t heir ro le i n  re lationsh ip  to 
that primary community . 

The  fo l lowi n g  re po rted stud ies are p ract ica l  app l i cati o n s  i n  t h e  
o rgan isat ional sett ing rather  than laborato ry based stud ies .  The cu rre nt 
stud ies were i ntended to he lp  c l ie nts as opposed to be i ng des i g n ed 
s pecif ical ly as theoretical exp lorat ions .  Appropriate ly ,  i n  v iew of t he  

fundamental postulate and experience co ro l lary ,  the underlyi ng theo ry i s ,  
i nstead , put to  t he  test of experience i n  real wo rld situations .  The  appl ied 
natu re of the fo l lowi ng studies becomes an i mportant d iscuss ion po i n t ;  a · 
d iscussion po i nt which was addressed by Eden ( 1 980 ,  1 988) and which is  
addressed in  more detai l i n  the f ina l  chapte r of  th is d issertati on .  l t  i s  
perti nent at th is  point to  i ntroduce Lewin's ( 1 946 , 1 947) concept o f  Act ion 
Research and the disti nction  made by Argyris ( 1 976) between mechan istic 
and organic research .  

Accordi ng to G regory and Bu rroughs ( 1 989 ) ,  action research i s  the type of 
research in  wh ich researchers cooperate with o rgan isations .  A prob lem is 
devised and a so lut ion is proposed. Data a re co l lected and changes  
suggested by  the  research are implemented i n  the organisation .  Eva luat ion 
of the effects of the changes made then  suggests avenues of f urthe r  

research .  Lewis ( 1 979) describes action  research as  designed to study 
basic psycho logical p rocesses whi le also taki n g  social action .  lt combi nes 
theory and appl icatio n  . 

An important way in  which action  research differs from traditional research,  

i s  that the researc hers ,  practiti o ne rs and cl ients part ici pate fu l l y  and 
col laborative ly i n  a l l  phases of  the research .  Al l  the part ic ipants jo in  i n  

se lect ing research g oals , i n  decidi ng what needs to  be studied, and what 
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measu re ment p rocedures shou ld be adopted. They often also share i n  the 
data co l lection and data i nterpretation .  

Over time ,  act ion  research proceeds in a cycle i n  wh ich a se ries o f  t h ree 

basic steps are repeated as desi red. Step  one ,  accord ing to Lewis ( 1 9790 

i nvolves theoretical analysis and data co l lect ion .  A tentat ive , but carefu l ,  
d iag nos is  i s  made of the ex isti ng  situat ion or  prob lem.  Object ives are 
examined and relevant base l ine data is co l lected to support o r  di sconfi rm 
the i n it ia l  diag nosis .  

Step two sees i n it ial act ion is  taken ,  wh ich may i nvo lve the i nt roduct ion of  
t rain i ng or deve lopment i n  o rder  that partici pants are able to take the 

necessary proposed act ion or  co l lect data effectively. Step three i nvolves 
the proposed act ion itself. 

Fo l lowi n g  th i s ,  t he  f i rst step is  repeated.  The act ion  process itse l f  i s  
observed and data co l lected to  determine its effect iveness. The new data 
provide t he  basis  fo r fu rther p lann ing  for the  next proposed action . These 
cycles of  p lan n i ng ,  actio n  and data co l lectio n  a re repeated as often as 
necessary ,  and i n  each cycle the theoret ical analysis and objectives may 
be modified. 

With actio n  research  the investigator losses an e lement of contro l ,  but th is 
is  deemed acceptable , accord ing  to Lewis ( 1 979)  because i t  does not 
destroy the research .  lt takes account of the i n he rent modifications and fi ne 
tu n i ng that is  made mid-stream in on-goi n g  prog rams.  In action research 
the requi rements of sound research design become part of the objectives of 
al l  participants in the study. 

In address ing a very simi lar concept, Argyris ( 1 976) distingu ished between 
mechan ist ic and o rganic research i n  i nterventi on  research prog rams.  He 
advocated the o rgan ic  approach as mo re cong ruent to i nte rvent i on i st 
research .  

Mechan ist ic research i s  characte rised by the i ntervention i st taki ng  a 
p ro mi nent  ro le i n  defi n i ng prog ram goa ls ,  m ai ntai n i ng  t he  power of 

e xpertise and t he refore mai ntai n i ng  psycho logical  d i stance from c l i ents 

and part ic i pants . H e re ,  t he  i nte rventi oni st cont ro ls  t he  leve l of c l ient 
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part ic i pat io n ,  and depends o n  the c l i ent ' s  need fo r ass istance o r  
cooperation  to be the basis for the i r  involvement .  The c l ient i s  expected to 
be an i nfo rmation giver  and cl ient participat ion is described by Argyris as a 

. shal low process designed to keep participants happy.  The i ntervention i st 
defi nes the costs and benefits of the change p rog ram , and feedback to 
subjects i s  designed to i nform them of how much the researcher learned 
and how professional ly competent he or  she was. 

Organic research, on the other hand , is  characterised, according to Argyris 
( 1 979 ) ,  by subjects part i ci pat ing i n  defi n i ng goa ls ,  confi rm ing and 
disconf i rm ing , and mod ifyi ng these goals. The i ntervention ist 's posit ion as 

expert is  neutralised by acknowledgement that he or she  is a stranger  to 
the system ,  and by the provis ion of an i nvitati on for part ic ipants to quest ion 
and d i scuss the program. The cl ient plays as large  a ro le  in  determ in i ng 
cli ent participation as the researcher  and shou ld fee l  just as responsible for 
the project as the researcher. 

One of the orig inal , embryonic not ions at the outset of t h i s  research was to 
f ind a way of adequately describ ing that commu nity known as "bui ld ing 
users" so as to derive an  arch itect's specificatio n ,  or  br ief ,  of des ig n 
re levant i nformation .  Whi le the potential fo r th is  l ine of e nqu i ry was h i gh ,  it 
was never pursued . In  terms of the Choice coro l lary ,  the cu rrent i nvestig ator 
moved towards that which was more mean i ngfu l to h i m ,  (he ld  m o re 
imp l i cat i ons  for h im ) ,  and h ence issues related to o rgan isationa l  and 
personne l  psychology took ove r the momentum of the study. For  instance in 
personne l  counsel l ing the i ntention wou ld be to he lp an i ndividual describe 

(and in the process perhaps d iscover) him or  he r  se lf i n  o rder  to derive a 
pol icy for act ion for the next few years of l ife. I n  such a case we seek to 

descr ibe a commun ity of one  and to produce a po l icy fo r act ion that 
amounts to an i ndividual plan of action for the next few years of l i fe .  I n  an 

o rg an i sat io nal  i nterven t ion  the method m ig ht a i m  to descr ibe t h at 

com mu nity representing a dysfunctional company o r  department in  order  to 
derive a clearer understandi ng of each person's ro le and contributio n ,  and 

also to derive a pol icy for act ion to encourage behaviours that wou ld meet 

w i th  o pt imum acceptab i l i ty .  The method m ay a lso  be usefu l  as a 
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manag e ri a l too l  so as to descri be the  commu n ity comp ri si ng o f  al l 
e mployees ,  o r  a specif ic g roup  of manageria l  co l leagues ,  o r  a specific 
department ,  in o rder to establ i sh  pol icies for actio n ,  or t he  departmental 
and i ndiv idual accountabi l it ies and objectives to pursue .  

As stated above , i n  add ition  to  the commonal ity and social ity co rol laries, 
the p u rsu i t  of  t h i s  l i ne of enqu i ry also pe rtai ns  very strong ly  to  the 

Organ isati on  coro l lary .  Defi n i ng the situatio n  to identify values and ro les is 

i nextricably bound up in  describ ing the relationsh ips of supero rdinate and 
subord i nate const ructs. The resu ltant depict ion of the g roup or community 
is a cogn itive map representi ng the h ierarch ical structu re of superord inacy 
i n  constructs for the g roup as a whole. The pol icy fo r actio n  amou nts to a 
verbal isat io n  of  that depiction  i n  the form of a statement o f  ro le that al igns 
with goals ,  objectives and ideals (see Eden 1 977, 1 978) .  

F inal ly ,  it has been acknowledged that the concept of ro le i s  but one un it of 
analysis appropriate as a source of e lements for construct e licitation . There 

h as bee n  a recent t rend to use situat ions  and act ions as a source of 
e lements rather  than roles. Armst rong & Eden ( 1 979) used as e lements, 
speci fic act ivit ies that the i r  partici pants had rece nt ly bee n  e ngaged i n .  
Benesch & Page ( 1 989) requi red subjects t o  use situati ons  a n d  contexts 
that cons isted of t h ree components : 1 .  a genera l  act ivity ,  (for example,  
" Danci ng  . . . .  " ) ; 2 .  a social component reflect ing the p resence o f  others (fo r 
example ,  " . . . .  with f riends . . . .  ") ; 3. a location component (for example,  " . . . .  at a 
bar" ) .  H ence a typical situation  may read as "Dancing with f riends at a bar". 
Both of t hese un its of analysis closely co rrespond to Litt le 's ( Little ,  1 983; 

Palys & Litt le ,  1 983) notions of personal projects as i nterre lated sequences 

of actions  i ntended to ach ieve some personal g oal . Indeed it is l ike ly t hat 
" recent activit ies" (Armstrong & Eden ,  1 979) and "situations  and contexts" 

(Benesch & Page ,  1 989) would frequently also be personal  p rojects. The 
works reported be low are also characte rised fo r t he i r  u se of Pe rsonal 

p rojects or the i r appropriate equ ivalent (for example ,  person al work re lated 
p rojects) as the source of e lement e l icitation .  

I n  sum mary ,  t he  fo l lowi ng studies are p ractical app l icati ons  of  Personal 

Constru ct Psychology and its re lated methodology i n  the o rg an isatio nal 
sett ing ; i ndeed they are examples of organ ic, action research .  In each case 

an attempt i s  made,  i n  accordance with the commonal ity and o rgani sat ion 
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coro l laries ,  to  descri be the commun ity i n  q uest ion by ide nt i fy i ng  the 
common values , objectives , goals, act i ons ,  envi ronments and symbols of 

that commun ity and depicti ng  them i n  h i e ra rch ical relati o nsh i p  o n  a 

cogn it ive map. The a im from there ,  i n  acco rdance with t he  soci a l i ty 
co ro l lary ,  i s  to use that i nfo rmat ion to p roduce a pol icy fo r act ion  that 
designers ,  planners ,  pol icy makers and deci sio n  makers can use to gu ide 

them in the i r  ro le on behalf of that commun ity. 



Chapter 6 .  

AN APPLICATION IN VOCATIONAUREDUNDANCY COUNSELLING 

6 . 1 .  I ntroduct ion 

8 5  

Vocational psychologists tend variously to advocate methods associated 
with their own particu lar theoretical orientation . In other words they tend to 
advocate p ractices that ref lect their own con st rua l  of the subject matte r. 

Ho l land ( 1 973a, 1 975) fo r i nstance construed the subject matter i n  terms of 
t he  re lati onsh ip  between i nterests and env i ron mental preferences and 
advocated these as the  components o f  vocational enquiry .  Ho l land's theory 
is  associated with at least th ree psychometric i nstruments : The Vocation al 
P refe rence I nventory (Ho l land 1 975) , The Se lf Di rected Search (Ho l land 
1 973b) and The Stro ng Campbe l l  I nterest I nventory (Campbe l l  1 977) .  
Super  ( 1 953) took  a vocati onal matu rity app roach which focussed upon  
stages  of deve lop i ng one 's se lf co ncept. Th i s  orientati o n  has been  
assessed by  The  Career Matu rity I nventory (Crites 1 973) , Super's Career  
Deve lopment Question nai re (Super, Boh n ,  Forrest , Jordan ,  Li ndeman & 
T h o m pson 1 97 1  ) , Westbrook's Cog n it ive Vocati ona l  M atu rity Test 
(Westbrook & Parry-H i l l  1 973) and The Readi ness For Vocational P lann i ng 

Scales (G ribbons & Loh nes  1 968) .  Krumbo ltz ( 1 978) advocated a Social 
Learn i ng approach to vocat ional cou nsel l i n g .  Stern ( 1 970) construed 

vocational  issues in term of  environmental p ressu res and i ndividual needs 
(based on  Murray's , 1 938, Need-Press Cultu re model ) ,  and assessed th is  

v ia at least fou r  i ndices : The Col lege Characteristics I ndex ,  The H igh  
School  Characte ristics I ndex ,  The Even ing Col lege Characte ristics I ndex 
and The Org an i sati ona l  C l imate I ndex. Os ipow's ( 1 973) Trait-Facto r 

approach has been associated with a stri ng of  se lf-report tests i ncludi n g  
pe rsonal ity , aptitude ,  i nte rests and values measures. I nqui ry i nto Roe's 

( 1 957) personal ity theory of vocational choice based upon past l i fe h istory 
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h as been carried out with The Ramak ( Mei r & Barak, 1 974) and The 

California Preference System Inventory (Knapp & Knapp, 1 976) .  

1t is natu ral t hat the Persona l  Construct psycho log ist shou ld seek a 
Personal Construct explanation for vocational behaviour and advocate use 
of Repertory Test and associated techn iques  i n  assessment of t hat 

exp lanat ion .  E ach of the theo retical orientat ions ment ioned above when 
considered alone are far from exhaustive i n  the i r  explanation of  vocational 
behaviour, and each concentrates on a rather  l im ited n umber of variables 
to the exclusion of others .  A Personal Construct approach appears to offer a 

far more compre h e nsive l i ne  of enqu i ry .  Act Ladde ri ng p ro vides fo r 
ident i f icatio n  of e nvi ronmental p reference (Ho l land 1 975) al beit o n  a 
un ique ly  i ndiv idual bas is rather  than on a fi n i te number of catego ri sed 
envi ronments suppl ied by the i nvestigato r o r  counse l lor. The I nd ividual ity 
coro l lary al lows for i nvestigation  of i ndividual characteristics, i nterests and 
va lues  (Os ipow,  1 973) , w i th  Values Ladd e ri ng exemp l i fy i ng  t he  

i nvest igation o f  values .  The study o f  self-concept (Super f953) g oes part 
and parce l with Repertory Test enqu i ry where Actual and Ideal self  are 
i nc luded as units of analys is .  The Experience corol lary al lows fo r Roe's 
( 1 957) not ions of development based upon past h istory and along with the 
C o m m o n al i ty co ro l l ary and t h e  Socia l i ty  co ro l lary ,  accom m od ate 
K ru m bo ltz's ( 1 978)  Socia l  Learn i ng  concept .  The ve ry languag e  of 
vocational psycho logy with refe rence to career  choice and prefe rences  is 
embodied in the Cho ice coro l lary .  

Ban n iste r & Mai r ( 1 968) state that people no  doubt diffe r g reat ly i n  the i r  
supero rd inate st ructu re fo r  deal ing with the i r  own construct subsystems ,  
and the  process o f  education , cou nse l l ing and  psychotherapy are often 
conce rned to make exp licit and deve lop people's ideas about themse lves 

and the i r  strateg ies for o rgan is ing thei r l ife. Statements such as this one 
carry implicat ions for  vocational career counsel l ing . 
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Smit h ,  Hartley & Stewart ( 1 978) , Smith ( 1 980) and Easterby-Smith ( 1 980) 

descr ibe the same case study appl ication  of Reperto ry test method to 

vocational counse l l i ng .  Easterby-Smith ( 1 980) i ndicates  that the repertory 
test has a number  of  advantages i n  pe rsonal counse l l i n g .  F i rst ly ,  i t  i s  
clai med that si nce such an appl icat ion comes close to  the o rig i nal cl i n ical 

ro le for which the method was developed , problems of ti me con straints and 
sceptici sm about psycho log ical testi ng are reduced. Second ly ,  such an 
appl icat ion  deals with the u n ique problems of i ndividua ls ,  rather  than 
general i sed quest ions about g roups or  large numbers of people .  

Smith ( 1 980) descri bes application of the method in vocational gu idance as 
classic to repertory test techno logy whereby the ai m is to obtai n a cog n it ive 
map of one  i ndividual .  The method adopted by Smith et al . ( 1 978) i nvo lved 
fi rst ly ,  e l ic i tat ion  of various occupat ions as e lements wit h i n  the c l ie nt's 
mental map. The cl ie nt was assisted by a variety of prompts such as : "Jobs 
you have thought of doi ng" ,  "Jobs done by members of your fami ly" ,"Jobs 

you wou ld hate" . I n  additio n  to the subsequent ly e l icited e lements , two 
important reference e lements were added : ACTUAL SELF ("Myself as I am 
now") and I DEAL SELF("Myself as I wou ld ideal ly l ike to be" ) .  

Accord i ng to Smi th  ( 1 980) these self e lements are i mpo rtant fo r t he i r  
tendency to  e l icit core constructs , and he  also suggests that ideal self is one 
of the best i ndicators of  future behaviou r. Th is  not ion  is  supported by 

Benesch & Page ( 1 989) who state that constructs used to describe self are 
usual ly represented i n  broad g lobal terms, i n  other words as abstract ions 

t hat eco nom ical ly subsume and organ ise a complex array of  specif ic 

act ions o r  action  refe rents. These action referents are thought to be impl ied 

by the se lf construct labe l . For example when a pe rson i s  asked why an 
acquaintance is perceived as "d ishonest" , they may c ite as evidence 
i n stances of d ishonest actions  that have been observed .  
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Construct e l icitation  took a card-sort type of procedure .  A l l  e lements were 

written o nto i ndex cards (fi le cards) which were then p resented to the cl ient 

random ly and th ree at a ti me.  The c l ient was asked to state which of the 
t h ree  occupations  was the odd-man-out and to state why he/she  had 

nom inated that occupat ion as the odd-man-out .  The reason g ive n was 

considered to be a const ruct. This t riad method of e l icitation ,  (that is, us ing 
t riads of e lements) , was repeated unti l no new constructs were forthcoming.  

The ensuing g rid  was scored by the c l ient  who rated each e leme nt on a 
seven-poi nt scale fo r the extent to which it was characterised by each 
const ruct. The g rid data was then subject to pri ncipal components analysis. 

Smith ( 1 980) claims  that additional i nsights i nto const rual of occupat ional 
cho ice was obtai n ab le by construct ing a me ntal map,  where by the  
e lements were p lotted withi n construct space (that space created by the  
orthogonal re lationsh ip of the  pri ncipal components) .  

S m it h ,  Ha rt ley  and Stewart ' s  ( 1 978 )  c l i ent p roduced two p ri nc i pal  
components wh ich were g iven the labels "b ig-shot vs. smal l -shot" and 

" indoor vs. outdoor''. The resultant construct space provided for the plott ing 
of e leme nts with i n  fou r  secto rs : " I ndoor smal l -shot jobs" (for exam p le ,  
Barman o r  C lerk) , " I ndoor big-shot jobs" ( fo r  example, Jet Set Executive) ,  
"Outdoor smal l -shot jobs" ( for  example ,  Cl imbing I nstructor) ,  and, "Outdoor 
b ig-shot jobs" ( for  example ,  Naval Office r) .  The re lative position ing  of 
I DEAL SELF and ACTUAL SELF was given specific attention and i ndicated 
that the  cl ient ,  i n  th is  case, i deal ly wished to be an "outdoo r  big-sh ot" 
whereas he saw h imse lf actual ly as an " indoor smal l-shot" . I n  other  words 
the d iscrepancy between  the posit ions of actual se lf and ideal self  was 

exam ined.  Vocatio nal counse l l i ng  i nvo lved the c l ient in d iscoveri ng fo r 

h i mse lf , strategi es by which he might reduce the d iscrepancy o n  the fi rst 

pri ncipal component,  and latterly how he  mig ht reduce the d isc repancy on  
the second and any  subsequent components. 

Easte rby-Smith ( 1 980) i nd icates that th is  approach not o n ly app l ies to 

i nd iv idual s  seeki ng  vocat ional counse l l i ng but has also been t rans lated 

i nto manage rial  career plann ing .  The p rocedu re is  claimed to be of most 
use w h e n  i ts p u rpose i s  to assist i nd iv iduals to  deve lop  t he i r  own 

u nderstandi ng of the i r  i nterests and potentia ls ,  rather than submitt i ng them 
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to batte ries of 'objective tests' which te l l  themselves and othe rs what the i r  

apti tudes and  potentials are o n  a p redete rm i ned , pre imposed set  of 
dimensions .  

Stewart & Stewart ( 1 98 1 ) devote an enti re chapte r to the  appl icat ion  of  

repertory test method to vocat ional cou nse l l i ng .  Thei r descri ption of  the 

procedu re closely fo l lows that adopted by Smith et a l .  ( 1 978)  with the 
exception  that Stewart & Stewart ( 1 981 ) advocate the use of Ladderi ng 
techn ique, s i nce they claim that there is probably no quicke r way to reach 
fundamental constructs. They advocate further  that Persona l  Construct 
Cou nse l lo rs "should not th ink  of e l icit i ng const ructs wit hout a lso ladde ri ng"  
(Stewart & Stewart ,  1 981 , p. 1 60) .  

I n  an expe rime ntal , as opposed to appl i ed ,  study , Coch ran ( 1 9 77 )  
exami ned t he  co ntext o f  vocat ional decis ion making , and i n  part icu lar  
add ressed the wel l  docume nted f indi ng that e l ic ited constructs diffe r from 
supp l i ed o nes.  At a pract ical leve l ,  Cochran asserted that h i s  resu lts 
i nd icate that a person requ i red to use extraneous  constructs , that is ,  speak 
the language of the counse l l o r  th roug h supp l ied constructs ,  i s  apt to 
construe a lternatives i n  a re latively f ragmented fash ion and i s  apt to have 
g reater d i ff icu lty in estab l i sh i ng  a coherent bas is  fo r prefe rences. The 
resu lts indicated that when a c l ient must translate across con st ruct systems 

(namely from counsel lo r supp l ied to  personal ) ,  conf l ict and i mpl icational 
i mpove ri shment would be expected to be accentuated,  and counse l lees 

wou ld probably experie nce di ff iculty in  extendi ng the i r  personal constructs 
to e ncompass the objective constructions suppl ied in careers i nfo rmation  

b rochures.  Such translatio n ,  acco rd ing  to  Coch ran ( 1 977)  is  apt t o  be 
fal l i b le .  

lt i s  probably noteworthy that the present author's fi rst i nt roduction  to and 

real isat ion of the potential of Ladde ri ng procedure occu rred i n  the study of 

Vocatio na l  Psychology.  The pote nt ial lay in the v iew t h at if a Value 

ladderi n g  approach was u sed ,  then p resu m ably t he  l atte r p rob l em ,  
expressed by  Coch ran ( 1 977) , o f  re lat ing a cl ient's pe rsona l  const ructs to 

careers i nfo rmation cou ld be achi eved th roug h Act Ladde ri ng .  I n  othe r  
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words ,  h av ing estab l ished why particu lar career types are p refe rred , the 
cou nse l lor  charges the cl ient w i th  the task of  then d i scoveri ng the careers 
i nformati o n  n eeded to answer the question ,  "How do I g o  about movi ng 
towards those p refe re nces" , "What careers reflect those p refere nces?" ,  
"What do I need to do to enter t hose career alternatives?" At a leve l  more 

close ly aki n to that expressed by Cochran ( 1 977 ) ,  Act Ladderi ng could be 
used by those who p roduce careers information broch u res to d iscover just 

what i nformation  is  relevant anc� valued by the targetted consumer g roup. 



6 . 1 .2 THE PRESENT PROJECT : VOCATIONAUREDUNDANCY 
COUNSELLING OF A PROFESSIONAL ENG I NEER. 

9 1  

The project described below was conducted by the i n vest igator wh i l e  
employed as  a Personne l  Office r with an organ i sat ion servici ng about 500 
person ne l .  Th is  organisation had experienced a period of  rapid g rowt h  and 
buoyancy based on a massive u ndertaki ng  i n  e ng i nee ri ng  projects. When 
the p rojects were com pleted, t he re began t h e  u n palatab le task of  

disbanding the project eng ineeri ng g roup and making a number  of  people 
redu ndant .  Those for  whom seve rance by redu ndancy app l i ed ,  we re 
offered a comprehensive package of vocational advice and referral opt ions .  
The p roject reported here ,  represents a s i ng le  subject case study of  o ne 
professional Mechanica l  Engi neer who ,  as part of  that package ,  opted to 

rece i ve persona l  vocati onal counse l l i n g  from the i n vestig ato r .  Th i s  
counsel l ing was treated as a values clarif icatio n  and vocational awareness 
prog ram , with i n  which a number  of issues re lated to a personal  construct 
approach were uti l ised. To supplement some of the issues re lated to th is 
case study, a second counse l l i ng exe rci se i s  a lso occasional ly refe rred to , 
which occurred si mu ltaneously with anothe r  c l ient .  

The procedu re adopted by Smith et  a l .  ( 1 978) c lose ly  approx i m ated 
traditional Role Repertory test si nce jobs used as e lements amount in short 
to occupational roles. Occupat ional ro les i nc lude occupational tit les ,  such 
as E ngineer, Manager, School Teacher and so on .  1t i s  noted that e lements 
can be of many types depending on the ir  appropriateness to the problem at 

hand.  L itt le ( 1 983) has advocated the  u se of P e rsona l  P rojects as 
e lements .  S i nce vocati onal cou nse l l i ng amou nts to a fo rm of pe rsona l  

counsel l i ng ,  one of the purposes of  the current p roject was to t rial the use of 

Personal Projects as elements i n  a cou nse l l i ng situation .  I n  th is  case , rather 
than occupational  tit les ,  the objects of const rual wou ld be projects that the 
i ndividual  has done ,  i s  doi ng , and/o r i s  th i n ki ng about do i ng .  Personal 
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p rojects may i nc lude activities such as "fi nd a n ew job" ,  "tidy my desk",  
"write my month ly report to management" . 

l t  is  reasoned here ,  t hat vocat ional  behavi ou r  o r  cho ice i s  p ri nci pal ly 

i nf luenced by the most supero rd inate con structs or values.  The refore 
vocat iona l  behaviour  ( i nc lud ing alte rnative behaviou rs)  wi l l  be a d i rect, 
thoug h step-wise ,  reflect ion of the impl icative l i n ks l eading from the most 
superord inate constructs or  values to the more subord i nate behavioura l  
const ructs. lt i s  reasoned further  that Value  Ladder ing is an app ropriate 

method for identify ing these key superordi nate con structs and Act ladderi ng 
i s  an appropriate means fo r identify ing and extend i ng the i nd iv idual 's 

repertoi re of alternative vocational behaviours .  

Fo r example ,  shou ld a c l ient produce the  con struct "d irty vs. c lean" i n  
re latio n  to a t ri ad of vocat ional ro les ,  and t hen  choose "clean" as the  
preferred pole,  Value ladderi ng i nvo lvi ng repeated "Why?" quest ions might 
reveal that the cl ient prefers "clean" because it i s  "hyg ien ic". "Hygiene" may 
be deemed important because it "enhances h ealth" which i n  tu rn may 
reveal that"my health is  of fundamental importance to me" ( in  other words  is  
a key supero rdi nate con struct) .  Act Ladderi ng  from that po int  reveals that 
the c l ient can mai nta in good health ,  by working i n  a hygienic envi ronment 

wh ich can i n  tu rn be achieved by worki ng  i n  a c lean job.  The "How?" 
questi o n i ng of Act Ladderi ng  can then be e xtended i n  a subordi n ate 

di rect ion from the orig i nal ly e l icited construct ("clean vs. d i rty") in a manner 
so as to identify HOW the c lient may go about seeki ng an occupation  that is  
c lean or HOW he/she might go about avo id ing a d i rty job.  F irst ly ,  wh ich 
occupat ions are characterised by clean l i ness ,  and H OW does one g ai n  

e ntry i nto those occupat ions .  

Answers to "How?" questions may reveal fo r i nstance that the c l ient  may 
need to seek careers i nfo rmation  pamphlets o n  part icu lar occupatio ns  i n  
o rde r  t o  determ i ne  whether  they are characte ri sed by  t he  i mportant 

con st ruct .  To do that one  may need to approach some i nstitut ion that 

represents that occupatio n ,  but HOW does one  identify that g roup.  The 
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cl ie nt may need to  go to  the  local l ibrary and  seek  t he  ass istance of a 

l ibrarian .  One can get more specif ic simply by answering the question  "How 

cou ld you do that?". As such Act Ladderi ng provides the c l ient with a p lan 

for act ion that is d i rectly, though step-wise, l inked to the more superord inate 
con st ructs or values. 

lt was an i ntention of th is p roject to therefore exp lore the usefu lness of 
Value Ladderi ng and Act Ladderi ng in vocational counse l l i n g .  
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6.2.  Method 

6 .2. 1 . THE CL IENT. 

The c l ient was a 45 year old professional Mechanical Eng ineer being made 
redu ndant. Th is  c l ient reported that he had previously received p rofessional 
externa l  Vocatio nal  G u idance Coun se l l i n g  f rom the  local  off ice o f  a 

Government Vocat ional Gu idance agency. P ri o r  to counse l l i ng ,  the c l ient's 

supervisor and a number  of col leagues had expressed concern about the 
cl ient's health .  H e  p resented for counse l l i ng  as a t i red,  stressed , bent  ove r 
f igu re ; a person  who i ndeed appeared to be u nwel l .  He was somewh at 
bitter about h is  situation and lost as to the di rection of  h is  future .  

As part o f  the exploration of  Personal P rojects as viable e lements , a paral le l  
cou n se l l i ng  exercise was simu ltaneously carried out with anothe r  same 
age Eng i neeri ng Manager  with a si m i lar, i ndustry specif ic backg rou nd i n  
Profess iona l  M echan ical Eng i neeri ng .  The opportu n ity fo r the para l l e l  
exe rci se was co i ncidental , s ince it arose from a pe rsonal approach to the  
i nvestigator ,  by the Eng ineering  Manager. Un l i ke the pri nci pal c l ient ,  th is  
second c l ient was at ease with h imself and content i n  a stable  job. He was 

wonde ri n g ;  h owever ,  i f  t he  t ime was r ipe  to exp lore ot he r  care e r  
alternatives. Th i s  cl ient i s  referred t o  as "clie nt 2" wh i le the other i s  referred 
to  simp ly as "the c l ient" . 

6 .2 .2 .  MATER IALS AND INSTRUMENTS. 

The materia ls  u sed in th i s  project i nc luded forms and stat ionery wh ich  
faci l itated the Repertory Test and Ladderi ng  procedures. These i ncl uded 
1 25 x 75mm I ndex Cards (also known as Fi le Cards) . 



9 5  

6 .2.3.  PROCEDURE. 

The counsel l i ng with the c l ient covered 5 sess ions of  between 1 to 2 hours 
each ,  spread over a 22 day span immediately prio r  to the c l ient's schedu led 

employment termination date. The cl ient completed two 1 0  x 1 0  Repe rtory 

Tests. On the fi rst, the method of Smith et al .  ( 1 978) was model led whereby 
Jobs or Occupational Roles that the cl ie nt had been cons ideri ng ,  were used 
as e lements . These ro les d iffe red from those of Smith et al . i n  that l i festyle 

and le isu re roles were pe rm itted i n  addit ion to occupati ona l  t i t les .  A lso ,  
fo l lowi ng the Smith et al .  lead , two e lements were provided : "Actual Se lf" 
and " Ideal Self" . In order to mai ntain some un iform ity with ro le ( ie .  not mix 
ro les and people)  these were expressed as " My actual  se l f  now, in  my 
present job with my present l i festy le" and "my ideal self , pe rhaps in  the job 
and l i festyle I 'd l i ke to have i n  ten years t ime".  In addition  to these the c l ient 
was asked to produce another  8 occupat iona l  roles that he  had been 
consideri ng as career options .  

On the second Rep. Test Personal Projects were used as e lements afte r the 
fash ion of  Litt le ( 1 983) .  The pri ncipal cl ient was told that "Personal projects 
are those th ings that we t h i nk  about ,  plan for, carry o ut and someti mes 
(though not always) complete . "  Seven examples of Persona l  P rojects were 
then l isted fol lowed by the i n struction ,  "On the ten cards provided , p lace a 
name or  labe l to represent a project that you (a) are engag ed i n ,  (b) have 
been  engaged i n  or (c) may be engaged i n ,  i n  the futu re .  Note that you r 
projects can be work re lated or  qu ite persona l . "  A l ist of  project types that 
may ass ist was provided such as "an enjoyable project" , "a d i fficu lt project" . 
I nstruct ions to the cl ient were the same as those l isted i n  Appendix II. 1 . 4 .  

Traditio nal triad e l icitation was used on  both g rids. E lements were then  
rated on  7-po int construct scales, where a score o f  1 refe red to  the  left-hand 
pole of the construct and a sco re of 7 refe red to the rig ht-hand pole .  A 

P ri nc ipa l  Components analys is  was used to ident i fy any  dup l icated 

construct usage and on the basis of th is  process the o ri g i nal set of  20 
const ructs was reduced to a smal le r  number of i ndependent constructs 

which were Value and Act Laddered. Value ladde ri ng was used to discove r 
the c l ient's most superord inate constructs or  fundamental values,  and Act 
ladderi ng was used to ident ify behaviours ,  jobs ,  att ri b utes ,  perso na l  

characteristics , envi ronments and situations that reflected these values. 
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Value ladderi ng p roceeded as  fo l lows : The fi rst construct was considered 
by the  c l ient. H e  was asked to imagine that he had been s imu ltaneously 
offered two posit ions .  He was also asked to cons ider  not o nly the jobs 
themse lves but also the l i festyles and pursuits associated with them.  The 

two posit ions  were deemed to be vi rtual ly identical in every respect except 

that one  job was characte rised by the left hand pole of the const ruct whi le 
the othe r  job was characteri sed by the right hand pole .  Confronted with the 

need to make a choice, the c l ient was asked which of the two posit ions he 
wou ld accept ; that is, which one did he prefer. H i s  response was written 

mid-way between the top and bottom of a sheet of  paper. He was then 
asked "Why" he had made that choice,  and h is response was wri tten 
d i rect ly  above the prev ious response.  He  was asked f u rt he r  "Why ?" 
questions  (such as "Why did you say that ?" or  "Why is  that important ?") 
u nt i l  a h i gh ly supero rd inate const ruct had been e l i cited wh ich the c l ient 
ag reed represented a fundamental value that ref lected someth ing of h is  
"ph i losophy o n  l ife". 

At this stage the p rocedure that he  had been subjected to was explai ned to 
h im  i n  more depth and it was demonstrated to him that i t  was possib le to 
come down the l adde r by aski ng the question  " H ow ?". Fo l l owi ng th is  
demon st ratio n ,  Act Laddering was carried out downwards f ro m  the c l ient's 
i n i t ia l  cho ice response .  I n  Act Ladderi ng the c l ient was asked quest ions 
such as " How cou ld a person achieve th is"" , "What ki nd  of  person wou ld 
you n eed to be to ach ieve th is  ?" , and "Li st a job that m ight  reflect th is". 
When the fi rst ladder had been completed , the p rocedure was repeated for 
the remai n i ng th i rteen constructs. 

A sample of  the ladderi ng process fo l lows : In re latio n  to the construct "My 

health vs .  N at ional health" the  c l ient was asked , if he was, that ve ry day ,  
offered two jobs that were identical i n  eve ry way, e xcept that one job was 
characte r ised as contributi ng to h i s  own healt h ,  and the other  job was 
characte ri sed by contri buti ng to national health , t hen  wh ich job wou ld he 
p refer to accept .  He  responded that he wou ld prefer that which "contributes 
to g roup  o r  national  health" . He was then asked "Why ? Why did you make 

that cho i ce ?" He  responded that he "wou ld f ig ht  fo r t he  health and 

we l lbe ing  of othe rs even if it meant stress placed o n  on me". When asked 

"why" he had responded that way he stated that "People are of value" .  He 
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then declared th is  to be a fundamental value on which he based h is  l i fe and 

that on th is  occasion we had reached the top of the ladder. 

Precisely the same procedure as that reported above,  was used with cl ient-

2, except that the order of presentat ion of the Occupational ro les Rep. Test 

and the Personal Projects Rep. Test was reversed. 

Followi ng the laddering sess ion a l l  responses were transcri bed onto I ndex 
cards. At the next session these cards were laid out on the f loor i n  the i r  

re lat ive posit ions  and the c l ient was i nvited to negotiate th i s  "cog n it ive 
map". The term "negotiate" has been de l iberate ly chosen ,  s ince two senses 
of the word appl ied : " negotiat ion" as i n  the way one negotiates a map by 

fo l lowi ng l i nes t hat run from place to p lace and , "negot iat ion"  with the 
i nvest igato r, as in question i ng i nterpretat ions ,  seeki ng just i f icat ions and 
argu ing for alternative i nterpretat ions.  This procedure enabled the cl ient  to 
move const ruct cards  accord i ng to t h e i r  re lat ive pos it i on  wit h i n  the 
hierarchy ,  to  erase o r  add impl icat ive l i nks as he felt necessary ,  as we l l  as 

provid i ng the o ppo rtun ity to add new co nstruct cards  t hat c l ar i f ied 
imp l icat ive l i n ks and to re move cards t hat see med to dup l icate ot her  
impl icative pathways.  

As is  q u ite no rmal i n  the Vocat iona l  Cou nse l l i ng s i tuati o n ,  when the 
counse l l i ng sess ions were termi nated ,  the c l ient was g iven an ongo ing 
"homework" exe rcise. He was chal lenged by the I nvestigator to t ry to add to 
the subord inate leve ls of the system in order to more fu l ly ident i fy t h e  
repertoi re of  act ions ,  situations and characteristics avai lable to h im ,  in  o rder 
that in tu rn ,  he might meet goals ,  object ives and ideals. I n  othe r  words, at 
the co mplet i o n  of  the cou nse l l i ng co ntract , the p ri nc ipa l  c l i ent was 

encouraged to conti nue Act Ladderi ng ; to conti nue aski ng h imse lf HOW 
he cou ld act and work i n  a manner  co mpat ib le with h is  va lues or  most 
supe ro rdi nate constructs. 
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Tab le  6 . 1  (on page 1 03) l i sts the raw data, e lements and constructs e l icited 
o n  the c l ient's Occupat ional Roles Repertory G rid. Table 6.2 l ists the cl i ent's 

raw data, e lements and constructs on the Personal  P rojects Repertory G rid. 
G rid  data was analysed by Pr incipal Components analysis .  Gaines and 

Shaw ( 1 98 1 ) stated that th is  type of factor analysi s  was usefu l i n  personal 

con st ruct analys is ,  to iden t i fy equ ivalence i n  respond i ng on  vari ous  

const ruct d imensions,  t he  assumption bei ng that perfect equ ivalence points 
to equ ivalence in mean ing and use of those constructs. The analysis was 
u sed p ri mari ly to assess th is  equivalence or i ndependence of constructs ; i n  
othe r  words to  assess whether  or  not the cl ient had been us ing two or  more 
constructs in  the same way, and thereby i n  some way treat ing them as the 
same construct .  

In the p rocess of  construct e l icitat ion the cl ient had appeared to deve lop a 
m ind  set whereby, for i n stance , he repeatedly produced constructs re lati ng 
to " i nte resti ngness". The analysis was used s pecif ically to test whether he 
h ad been using these d ime ns ions in a s imi lar or different fash ion .  

G e n stat 5 package wh i ch  was used for the  analysi s ,  s imu ltaneous ly 
p roduced output that both depicted elements and constructs i n  const ruct 
space enabl i ng i nvestigat ion  of pri ncipal components ,  and depicted clu ste r 
analys is construct and e lement fami l ies .  The analysis i ndicated that some 
of the c l ient's construct di mensions were used in an equivalent fashion ,  and 
th is  enabled a reduct ion of the  ori g i nal 20 e l icited constructs to 1 3  wtl ich 

were used fo r ladderi ng .  The cluster analysis o utput is  displayed both as a 

ser ies of  dendrog rams (F igu res  6.5 , 6 .6 ,  6 .7  and 6 .8 )  and as const ruct o r  
e lement c lusters c i rcled i n  construct space (see Fig u res  6 . 1 ,  6 .2 ,  6.3 and 
6 . 4) .  Thi s has been done so  that the reader  does n ot confuse apparent 
c lusters with statist ically identif ied clusters. For example,  on Figu re 6.3 ,  t he 

reade r  may have cons idered construct 7 to have belonged to the same 
c luste r  as constructs 4, 9 and 6, by v i rtue  of  i ts  c loseness to those 

constructs. However the c luste r analysis data as i nd icated on Figu re 6 .7  

s h ows that const ruct 7 d id not belong to  the same cluste r as  4 ,  9 and 6 .  

Genstat 5 d id  no t  display p ri ncipal components factor loadi ngs i n  tabu lated 

form ,  and i nstead d i rectly p lotted elements and constructs d iag rammatically 

wit h i n  const ruct space . The output does, however, p rovide the Latent roots 
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o r  e igenvalues for P ri ncipal components and  these are presented i n  Table 

6.3.  

The data are descri bed , below, i n  fou r  ways : ( 1 ) Occupat ional Roles 
CONSTRUCT data, (2 )  Occupational Roles ELEMENT data , (3) Personal 
Projects CONSTRUCT data and (4) Personal P rojects ELEMENT data. 

The Occupational Roles CONSTRUCT data, shown in Figure 6 . 1 ,  revealed 
two disti nct clusters arranged on two pri ncipal d i mensions. An attempt was 
made to labe l the pri ncipa l  components, a lthough th is  was done i n  a rather  
subject ive manner. The labe l l i ng occu rred at  the  t i me of  the counsel l i ng ,  
and  hence it  is  possi b l e  that these labe l s  reflect other  cues that t he  
I nvestigator observed i n  t he  c l ient ,  as wel l  as  ref lecting t he  raw construct 
data. The fi rst d imension for th is g rid seemed to be an approach-avoidance 
d imens ion wh i l e  the second d imension  d isti ngu i shed abstract i nterna l  
q ua l i t i es  (fo r exam p l e ,  kn owledg e and ce rta i nty)  f ro m  e xt e rn al 
characte rist ics of the world (for example,  "fu l l  t ime job vs. part t ime job" ) .  
The  two disti nct clusters of constructs (see also Fig u re 6 .5) appeared on the 
one hand to depict a c luste r of characterist ics of occupat ions which the 
c l i e nt could approach and which he valued (fo r example ,  aspi rat io n ,  
knowledge, experie nce and i nterest) and o n  the other hand characteristics 
of occupations  that he shou ld  avo id (for examp le ,  stress and physical 
exertion) .  

Smith ( 1 980 )  descri bed the p lacement of occupational ro les in  the  fou r  
secto rs of construct space c reated by the intersection of the two pri ncipal 
components. Fol lowing S mith's lead,  th is meant fo r the cl ient that level of 
" i nterest ve rsus du l l ness" in occupati ons  was located i n  a sector t hat 
denoted exte rnal qual it ies  of the world that he  m ay approach.  Aspi ratio n ,  

knowledge and ce rtai nty were constructs rep re senti ng abstract i nterna l  
qual it ies to  be approach ed .  An internal qual ity to  avoid was stress ,  wh i le  

physical exert ion ( the c l ient had a chron ic  back i nju ry) and "o ld  vs. new 
d i rection of  l ife" characterised external qual it ies to avoid. 



1 00 

Position ing i n  const ruct space of the Occupat ional Roles E LEMENT data 

i ndicated that the  cl ient's Actual self and Ideal se lf were close together  (see 

Fig u re 6 .2 ) .  These e lements were depicted on two d imens ions ,  both of 

wh ich  were l oaded with s i m i lar  mea n i n g .  l t  was apparent  t hat t he  
occupat ions were arranged i n  terms of whether  or  not they were real istic 

career possibi l i t ies  for the c l ient to consider and whether or  not they were " 
'me' ,  someth ing  I asp i re to versus ' not me'  " .  A real i stic "me"  possib i l ity 
i nc luded on ly the  c l ient's cu rrent posit ion as p ip ing engineer, (that is ,  i f he 
had a cho ice i n  w hethe r  o r  not he remai ned in emp loyment or was made 

redu ndant ) .  U n l i ke ly poss i b i l it ies that we re " not me" but wh ich  were 
dee med wo rthy  o f  h i s  co nsideration  i n cl uded teach ing , socia l  wo rk, 
consu ltancy and be ing  an e nv i ron mental coord inator with the Dept.  of 

Conservation .  U n l ikely p roposit ions that were "not me" and not worth further 
conside rat ion  were Off ice Manager  and Farmer. In the secto r depict ing 
th i ngs  that the c l i ent wou ld  not cons ide r as careers ,  but w hich were 
neverthe less described as "me" ,  we re located jogg ing and ideal and actual 
selves. See figu re 6.6 for Cluster analysis dendrog ram of this data. 

Analysis of the c l ient's Personal P rojects CONSTRUCT data, depicted i n  
Figu res 6 . 3  and 6 .7 ,  revealed 5 mai n  con struct c lusters : capacity for the 
activity to be reward ing ,  the extent to which the project was "a duty vs. a 
p leasure" ,  whethe r  the project was for the c l ient's own benefit or  somebody 
e lse's , a cluster concerned with the nature of the project ("si ng le vs. g roup" 
activity ,  " inte l lectual  vs. physical" activity) and a "people vs. th ings" c luster. 

Assig n ment of l abe ls  to t he  pri ncipal co mponents of th is  analys is  was 
d i fficu lt .  

A nalysis of the E LEMENTS on  Personal P rojects G rid revealed a "Me  vs. 

Othe rs" dimension . This was not so much a me against othe rs d imension ,  

bu t  an  acknowledgement that t he  c l ient u nde rtook some activit ies fo r h i s  

own  h ealth and  we lfare whereas other  act ivit i es were done  to  benefit 
others ,  for com m o n  "national" health and welfare .  The second pri nci pal 

d imens ion expressed the extent to which the project was pleasurable and 
reward ing as opposed to  being a du l l  duty. Figu re 6.4 shows that personal 
p rojects such as  des ig n i ng an emerg ency ve h i cle , fe l l  wi th i n  t he  
p leasu rable work done  for others sector. Du l l  work done for others i ncluded 
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producing Life l i ne statistics. Doi ng h is tax return and readi ng "Orig i n  of the 
Species" were du l l  tasks done for his own benefit . Jogg i n g ,  dieti ng and 

c l imb ing a mountai n were p leasurable activities  done fo r the c l ient's own 

benefit. Cluster analysis  is  depicted in Figure 6 .8 .  

I n  addit ion to the 13 constructs used i n  ladderi ng ,  at the request of  the cl i ent 
one further construct was added for ladderi ng (making 1 4  ladders i n  a l l ) .  
Thi s  additional construct pertai ned to the extent to which the princi pal c l ient 

was prepared to ask others to take risks that he wou ld not take h imself. 

The cogn i tive map derived from Laddering is  depicted in Figure 6 .9 .  lt was 

largely confi rmatory for the cl ient , but also served to defi ne  some previously 
ambiguous or unclear areas. In particu lar it served to defi ne the c l ient's 
re l ig ious bel iefs fo r h im .  When fi rst encounte red in Value Ladderi ng ,  the 
c l ient asked that "a big fat question- mark" be p laced beside the construct 

"re l ig ious bel iefs" . lt had at that stage been placed at a level superord inate 
to con structs that pertai ned to h is  outlook on humanity and the importance 
of contri buti ng meani ngfu l ly to society so as to benefit others .  I n  fact th is 
construct was p laced at the apex of h is ent i re system .  When i nvited at a 

late r sess ion to negotiate the cog n it ive map, h is  fi rst response was to 
enthusiastically reverse the position i ng of the cards re lati ng to h is  out look 
on  human ity and h is re l ig ious bel iefs. 

This action  was a powerfu l demonstration of the constructivist c laim that a 
construct is  defined by both that which is subo rdinate and supe rord inate to 
it . By maki ng "Rel ig ious Bel iefs" an intermediary construct between others 

more superordinate and more subordinate to i t ,  the c l ient was able to clarify 

someth i ng that had previous ly provided some ambi gu ity for h i m .  I n  other 
words he  came to realise that his re l ig ious bel iefs were not bou nd up  in the 

bible ,  but rather it was the pri nciples of valu i ng other people, pri ncip les that 
were i n herent in  the teachi ngs  of h is particular re l ig ious  denomination ,  that 
gu ided h is  l i fe .  As shown i n  the Figure 6 .9 cogn itive map,  value laddering 

i nd icated that of  utmost importance , the cl i ent valued people. Th is valu i ng 

of people was reflected in  h i s  views about rel ig ion ,  se l f-deve lopment ,  se lf

esteem ,  health ,  enjoyment,  and servi ng to benefi t others .  Act ladderi ng 
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i ndicated l i fe style alternat ives to the cl ient such as studyi ng at un ive rsity, 

po lytech n i c  o r  teachers co l lege , pu rsu i ng work as an e nv i ronmental 

eng i neer ,  jo i n i ng a Quake r commun ity , and renewi ng  a past i nterest in 
g l i d i ng .  

The  resu lts for cl ient-2 are not reported i n  detai l here ,  although a copy of his 
e l icited e lements ,  const ructs and a sample of his raw ladderi ng data are 

i ncluded i n  Appendix I. Ladderi ng  was an activity of se lf-confi rmatio n  for 
c l ie nt-2 ,  who then deemed it as u nnecessary to pursue counsel l i ng  any 
fu rther, t o  complete the g rid or  to formally d raw up a cogn itive map. The 

very processes of construct elicitation  and laddering served the pu rpose for 
wh ich t h i s  cl ie nt had sought cou nsel l ing .  Need less to say , the cl ient h ad 
p roduced usable elements , constru cts and laddered responses. 
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TABLE 6. 1 

Repertory Grid. Elements. constructs and raw data for Vocational 
Counsel l i ng c l ient's Occupational Boles Grid : 45 year o ld Mechanical -

Engi neer. 

Elements/Occupational Boles 

LH construct pole 

(A) " Is me" ; something 
I aspi re to 

(B) I nterests me 
(C) Low stress * 
(D) I 've done th is alot * 
(E)  P hysical exert ion * 
(F) Real world 
(G) Old d irect ion in l ife * 
(H )  Fu l l-time * 
( I )  I nteresting 
(J ) I know these fit in * 

(Certainty) 

1 :  Actual se lf, i n  present job, present l ifestyle 
2 : Ideal self ;  job & l i festyle in  1 0  years t ime 

3 : Envi ronment. Coordinator. Dept .  of Cons .  
4 : P ipi ng E ng i neer 

5 : Office Manager 
6 : Social Worker 

7 :  Jogger 
8 :  Teacher 

9 :  Farmer 
1 0  : Consu ltant E ng i neer  

I RH construct pole 

2 1 3 2 7 3 2 3 6 3 " Isn't me" Can't see me 

1 2 3 
3 1 4 
1 2 7 
5 4 6 
1 3 3 
4 4 6 
1 2 2 
1 1 2 
1 1 6 

2 7 3 3 3 
5 7 5 1 5 
1 7 5 2 6 
6 6 5 1 4 
3 5 4 2 4 
2 4 4 1 5 
2 2 1 7 3 
2 7 2 3 4 
2 7 3 2 6 

6 2 
4 5 
7 1 
1 6 
5 2 
4 4 
1 2 
6 2 
7 3 

doing  th is . Don't asp i re .  
Doesn't i nterest me 
High stress * 
New * 
Less physical * 
Not real wo rid 
New direction  i n  l i fe * 
Part-time 
U ni nterest ing 
Uncertai nty 

Note : * i ndicates those constructs used for ladderi ng .  



TABLE 6.2 

Repertory Grid. Elements. constructs and raw data for Vocational Counselling client's Personal Projects Grid : 45 year old Mechanical 
E ngi neer. 

E lements/Personal Projects 
1 : Design & construct e mergency vehicle 

2 : I nput Lifeli ne stat istics on computer 

1 04 

3 : Suburban p ipe l ine eng ineering project 
4 : Work with in  peace g roup 

LH construct pole 

(A) I ntel lectual 3 2 3 
(B)  Reward ing*  1 2 6 
(C) I nteresti ng study 1 2 6 
(D)  Benefits others* 4 3 4 
(E)  S ing le pers. activity* 2 2 4 
(F) l mmed'y rewarding* 3 3 3 
(G) Peop le*  6 5 4 
( H )  Duty* 6 5 2 
( I )  My health*  4 3 4 
(J) Du l l  6 3 2 

5 : Deal ing with my teenagers 
6 : Doi ng my tax return 

7 : Read "Orig in  of  the Species" 
8 : Take a busi ness meeti ng 

9 : Jogg ing & diet ing 

4 3 2 1 2 
3 2 7 3 2 
3 2 7 3 3 
3 4 2 7 4 
6 7 2 1 7 
3 5 2 3 4 
3 1 7 7 1 
5 5 1 3 4 
5 5 7 1 4 
5 6 1 3 5 

1 0  : Cl imb mountai n 

I RH construct pole 

6 7 P hysical 
1 1 U n reward i ng 
4 3 "Just a g ri nd" 
6 6 Benefits me alone 
1 7 Group activity 
3 1 Long term rewarding 
5 2 Th ings  
4 6 P leasu re 
1 1 Natio nal  health 
4 7 Interesti ng 

Note : * i ndicates those constructs used for laddering .  
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TAB LE 6 .3  

Latent Roots/eigenvalues for the  fi rst two p rinci pal components o f  

Occupational  Roles Grid and Personal Projects Grid, fo r  both Constructs 
and elements analyses .  

OCCUPATIONAL PERSONAL 
ROLES GRID PROJECTS G R I D  

Comoonent 1 Comoone nt 2 Comoonent 1 Comoonent 2 

CONSTRUCTS 1 .63 1 . 1 3  1 . 45 1 . 36  

ELEMENTS 1 .34 1 . 1 9  1 . 37 1 . 1 8  
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(INTERNAL - (EXTERNAL -
APPROACH) APPROACH APPROACH) 

0 .65 

0 .49 / 2 "' 

0.33 
1 

9 

,o B 
0 . 1 7 ./ 

4 6 
INTERNAL 0 .00  

EXTERNAL 

QUALITIES QUALITIES 

-0. 1 6  

-0 .32 

-0.48 3 

7 
-0.64 5 

-0.80 

-0.8 -0 .6 -0.4 -0.2 0 . 0  0 . 2  0 .4  0 . 6  0 . 8  
(EXTERNAU 

( INTERNAL-AVOID) AVOID 
AVOID) 

FIGURE 6.1 : OCCUPATIONAL ROLES GRID, CONSTRUCTS IN CONSTRUCT SPACE, 
ON "APPROACH - AVOID" AND "I NTERNAL - EXTERNAL" PRINCIPAL 
COMPONENTS. MAJOR CLUSTERS CIRCLED. KEY TO CONSTRUCT 

I DENTIFI CATION IS BELOW. 

CONSTRUCT I DENTI FICATION KEY 

1 ASPIRATION (THIS IS "ME") 
2 I NTERESTING 
3 STRESS 
4 EXPERIENCE 
5 PHYSICAL EXERTION 
6 REAL WORLD 
7 D IRECTION OF LIFE (OLD VS. NEW) 
8 FULL-TIME VS. PART-TIME 
9 1NTERESTING 
0 CERTAINTY & KNOWLEDGE 
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WORTH CONSIDERING 

POSSIBILITIES THAT POSSIBILITIES THAT 

0 . 6 4  
ARE "ME" ARE "NOT ME" 

0 .48 

0 .32 

0 . 1 6  

" M E" 0.0 "NOT ME" 

-0. 1 6  

-0.32 

O
NLIKEL 

-0.48 & 
NOT ME" 

-0.64 UNLIKELY 9 
BUT "ME" 

-0.80 -0. 0 . 4  0 . 6  0 . 8  

UNLIKELY FOR CONSIDERATION 

FIGURE 6.2. OCCUPATIONAL ROLES GRID, ELEMENTS IN CONSTRUCT SPACE 
ON "POSSI BILITIES TO CONSIDER VS. UNLIKELY TO CONSIDER" AND 

"ME VS. NOT ME" PRINCIPAL COMPONENTS. MAJOR CLUSTERS ARE CI RCLED. 
KEY TO ELEMENT IDENTIFICATION IS BELOW. 

ELEMENT IDENTIFICATION KEY 

1 ACTUAL SELF 
2 1 DEAL SELF 
3 ENVIRONMEMNTAL COORDINATOR, DEPT. OF CONSERVATIO N  
4 PIPING ENGINEER 
5 OFFICE MANAGER 
6 SOCIAL WORKER 
? JOGGER 
8 TEACHER 
9 FARMER 
0 CONSULTANT 
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0 . 8 0  ....--------....-----------. 

0 . 6 8  

0 .48  

0 .32 

0 . 1 6 

-0 . 1 6  

-0.32 

-0.48 

-0.64 

-0.8 -0.6 -0.4 -0.2 0.0 0 .2  0.4 0.6 0 . 8  

FIGURE 6.3. PERSONAL PROJECTS GRID. CONSTRUCTS I N  CONSTRUCT SPACE 
WITH CLUSTERS CIRCLED. CONSTRUCT I DENTIFICATION KEY IS BELOW. 

PRINCI PAL COMPONENTS COULD NOT BE LABELED. 

CONSTRUCT IDENTIFICATION KEY 

1 INTELLECTUAL VS. PHYSICAL 
2 REWARDI NG N ESS 
3 I NTERESTING STUDY VS, J UST A GRIND 
4 VALUE TO OTHERS VS. SELF 
5 INDIVIDUAL VS. GROUP 
6 IMMEDIACY OF REWARD 
7 PEOPLE VS. THI NGS 
B DUTY VS. PLEASURE 
9 MY VS. NATIONAL HEALTH 
0 I NTERESTING VS DULL 



OTHERS 
0 . 80 ,---------------�--------------� 

PLEASANT WORK A FOR OTHERS 
0 . 68 

5 

0 .48 

0 .32 

0 . 1 6  

DULL WORK 
FOR OTHERS 

2 

1 09 

PLEASURE 0 . 0 0  t--------+----------1 DUTY/DULL 

-0 . 1 6  

-0.32 0 

-0 .48 
9 

-0 .64 PLEASANT WORK 
FOR ME 

-0 .8 -0.6 -0.4 -0 .2  0 . 0  

ME 

4 

7 

6 

DULL TASK 
FOR M E  

0 .2  0 .4 0 .6 0 . 8  

FIGURE 6.4. PERSONAL PROJECTS GRID, ELEMENTS I N  CONSTRUCT SPACE ON 
"ME VS. OTHERS" AND "PLEASANT VS. DULL" PRINCIPAL COMPONENTS. MAJOR 

CLUSTERS ARE CIRCLED. ELEMENT IDENTIFICATION KEY IS BELOW .. 

ELEMENT I D E NTIFICATION KEY 

1 EMERGENCY VEHICLE 
2 LIFELINE STATISTICS 
3 SUBURBAN PIPELINE PROJECT 
4 PEACE GROUP 
5 MY TEENAGERS 
6 MY TAX RETURN 
7 READ ORIGIN OF THE SPECIES 
8 B USINESS MEETING 
9 JOGGING AND DIETING 
0 SUMMIT OF THE MOUNTAIN 



CONSTRUCTS 

A. ASPIRATION 
J. CERTAI NTY 
B. I NTERESTS ME 
I .  I NTERESTING 
H. FULUPART TIME 
D. EXPERIENCE 
F. REAL WORLD 
G. L IFE DIRECTION 
E. PHYSICAL 
C. STRESSFULNESS 

70 60 

1 1 0 

r 
I 
I 

50 40 30 20 

CLUSTER LEVELS. 

FIGURE 6.5 : HEIRAECHICAL CLUSTER ANALYSIS DENDROGRAM OF CONSTRUCTS 
FROM OCCUPATIONAL ROLE G RI D .  

ELEMENT 

1 .  ACTUAL SELF 
6. SOCIAL WORKER --------1-

--
----. 

0. CONSULTANT I 4. P I P E  ENGINEER 
8. TEACHER 
3. ENVMT. COORD. 
5. OFFICE MANAGER ------------, ___ _J 
9. FARMER 
2. I D EA L  SELF 
7. JOGGER 

70 60 50 

CLUSTER LEVELS 

40 30 20 

FIGURE 6.6 : HEIRAECHICAL CLUSTER ANALYSIS DENDROGRAM OF ELEMENTS 
FROM OCCUPATIONAL ROLE GRID. 



CONSTRUCTS 

A. INTELLECTUAL 
E. SINGLE PERSON 
I. MY HEALTH 
F. REWARD IMMEDIACY ------------j1---� 
D. BENEFIT OTHERS ---------------1 
H. DLJTY 
J. DULLNESS 
G. PEOPLE 
B. REWARDING 
C. INTERESTING 

STUDY. 

70 60 50 40 30 

CLUSTER LEVELS. 

1 1 1  

20 

FIGURE 6.7 : HEIRAECHICAL CLUSTER ANALYSIS DENDROGRAM OF CONSTRUCTS 
FROM PERSONAL PROJECTS GRID. LEFT HAND SIDE OF CONSTRUCT SHOWN. 

ELEMENT 

1 .  EMERGENCY VEHI CLE -----------., 
3. PIPE PROJECT 

1------. 
5. TEENAGERS 
8. BUSINESS MEETING 
2. LIFELI NE STATISTICS ------------------1 
4. PEACE GROUP 
7. ORIGIN OF SPECIES 
9. JOGGING, D I ETING 
0. CLIMB MOUNTAIN 
6. TAX RETURN 

70 60 50 40 30 

CLUSTER LEVELS 

20 

FIGURE 6.8 : HEIRAECHICAL CLUSTER ANALYSIS DENDROGRAM OF ELEMENTS 
FROM PERSONAL PROJECTS GRID. 
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6 .4. D iscuss ion 

The c l ient reported that the  external Vocationa l  Gu idance provided by a 
Government Agency had i nd icated the kinds of  occupations for which he 
was suited. He did not, however, specify what those occupations were .  lt i s  

conce ivable however that some of  these were i ncl uded on  h is  l i s t  o f  
occupat ional t it les used as e lements (see Table 6 . 1  ) .  The cl ient clai med 
however that the procedu re used by the cu rrent i nvestigato r had been of 
super ior value to him si nce it had indicated to h i m  why he should pu rsue 
those occupat ions ,  or  at least how they "fitted i n" .  lt is  worthy to repeat at 
th is poi nt, that cl ient-2 clai med to have received benefit from the processes 
of t riad and ladder el icitat ion alone. 

Production of a cognit ive map, gave the p ri ncipal c l ient someth ing to take 
out into the world with h im , a "policy for act ion" ,  and this was i nstrumental i n  
t h i s  i nd ividual leavi ng t he  o rgan isat ion  fee l ing g ood about h imse l f, and 
fee l i ng  that the o rgan isati on  had at least endeavou red in some way to 
make his severance in the most compassionate ,  he lpfu l and pai n less 
manner possi b le .  As ment ioned above, p rio r  to these sessions he h ad 
been bitter  and confused. He  had presented for  counse l l ing as a t i red ,  
stressed and unwell person .  1 t  is notable that on h is  last few days o f  work, 
fo l lowing his cou nsel l i ng , his co l leagues and his supervisor remarked on  
how relaxed and at ease he  appeared to  be. 

The practice of carry ing out statistical analys is  seemed to be more of  a 
h i ndrance than a he lp i n  the  counse l l i ng .  lt se rved to confuse the c li e nt 
rathe r than c lari fy .  The thought of havi ng been reduced to a mere array of 
numbers ,  i n i t ia l ly made the cl i ent ve ry defensi ve .  Also identi f icatio n  of  

Pri nciple Components and c lusters d id l itt le to he lp the cl ient to understand 
what h is  values were and what futu re d i rect ions  he  shou ld consider. As 

suggested by Landfie ld & Epti ng ( 1 987 ) ,  in p ractical situations such as 

these there is o ften l itt le to be gai ned from fu l l  Repertory G rid procedu re ,  
a n d  a n  abbreviated method is  more su itab le s i nce t h e  appropr iate 
counsel l ing techniques requ i re only construct e l ic i tation .  



1 1 4 

Thi s  is  not to say however that the statistical analysis did not provide data o f  
i n te rest to  the  cou nsel lor ,  that could be  used to  make assu mptions  about 
the cl ient's beh aviour.  The juxtaposit ion of  the c l ient's current job, his actual 
self and ideal se lf made i nte rest ing observat ion and probably reflected the 
extent to  which the c l ient d id not wish to leave h is  current position ,  and the 

extent to which he  was hav ing difficu lty coming to terms with anticipat ing a 

fut u re i n  anothe r career  with anothe r  e mp loyer. Th i s  was p robably also 

reflected in the way the cl ient construed o ld and new d i rections  of h is l i fe as 
external characteristics of the world to avoid .  The c l ient was being  fo rced 
i nto a future that he did not wish to face and which h e  had not anticipated. 
Also h i s  "old di rection"  (h i s  current employment) and anticipated futu re had 
gone sour  and h e  wished not to return to it . Therefore the source of the 

cons iderable i n ne r  turmoi l  experienced by the  c l ient ,  and h is need fo r 
cou nse l l i ng  assistance became qu ite understandable .  

Furthermore ,  th is  p rocess has revealed, for th is  c l ient  at least , some of the 
reason s  for shock, b itterness and depression  experienced by people made 
redundant .  Name ly ,  lack of  contro l ove r one's own dest i ny ,  and the 
compuls ion to re-anticipate ( re-construe) one's future .  Construct analysis of 
employees fac i ng  severance because of redundancy cou ld  be a very 
valuable future topic of study that wou ld contribute to our  understanding  of 

what severance th roug h redundancy means to employees. lt does not 
s imply mean loss of i ncome and loss of status. lt possibly also means loss 
of self determ inat ion  and u npalatable upheaval of the personal const ruct 
system. 

An inductive conclus ion ari si ng  from th is study (and those reported below) 

and which re lates to both the choice and d ichotomy corol laries of const ruct 
theory ,  i nvo lves the i nvest igator's percept ion of some sort o f  approach
avo idance d ichotomy i n here nt in construct system s  ( see Lewin 1 931 , 
1 935 ; M i l l e r  1 944 ; Epste in  & Fenz 1 965} . Th is not i on  i s  discussed again ,  
briefly , i n  Chapter 9 ,  but i n  re lat ion to the cu rrent case study , it i s  i nteresti ng 
to note that the p ri ncipal cl i ent appeared to be experi encing some form of 

doub le  avoidance (avo idance-avoidance ) conf l ict .  He  did not w ish  to 

choose a new d i rection  in l ife, nor did he wish to remai n in pursuit of his o ld 

d i rect ion .  
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This exercise also revealed to the i nvestigator that use of Personal Projects 

as e lements was viable .  lt shou ld be noted that the latent roots of the fi rst 

two p ri ncipal  components associated with analysis of each g rid  ( Ro les 
compared to projects) were very s imi lar. If noth ing else , th i s  i ndicated that 
cog n it ive complexity/s impl icity was not lost i n  the switch fro m  one element 

set to t he other. The cl ient was ab le to apply t riad method to personal  
projects as e lements so as to e l icit useful constructs. I n  the s imu ltaneous 

vocat ional  counse l l i ng exerc ise with another  m idd le-aged p rofessiona l  
eng i neer, the o rder of  presenti ng occupational ro les and personal projects 
as e le ments was reve rsed compared to the case study reported in detai l 
here.  Th is  revealed that personal  p rojects could be used as e lements 
without p rio r  p ract ice of the t riad method with ro le type e lements .  I n  th is  
context  personal p rojects appeared to be ne i ther  a bette r nor  worse 
alte rnat ive than use of occupat ional t i t les ,  although ,  to so me exte nt t he 

process of  switchi ng from one e lement set to another seemed to break a 
psyc h o log i ca l  "mi nd set" t hat the c l ient had ente red i n  co nst ru i ng 
occupat io nal  ro les as e i ther  i nte rest ing o r  du l l .  The reduct ion  of  20 
con structs to 1 4  was as much a resu lt of th is  apparent m i nd set and 
dup l ication  of const ructs with i n  t he one g rid ,  than dupl icat ion of constructs 
across g rids. 

Although not pursued in this series of studies, the invest igation  of breaki ng 
mind set by use of two or more context re lated element sets (for example.  
ro les and projects) cou ld be a usefu l source of future study. Such a not ion 
may also have implicat ions for the study of cognit ive complexity. 

In  summary, this project revealed the usefu lness of us ing  personal projects 
as e l ements and the  e n ri c hment  of i nformat ion  g ai ned by i nc l ud i ng 
Ladderi ng  i n  t he  p rocedu re .  lt a lso produced o n e  of t he  c learest 
demonstrations that the investigator has experienced of the proposit ion that 
a const ruct i s  defined by that which i s  both subordi nate and superord inate 

to i t .  Th is occurred when assi sti ng the c l ient to defi ne  what h is  re l ig ious 
bel iefs meant to  h im.  
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Chapte r 7. 

DEVELOPMENT INTERVENTION : AN APPLICATION WITH A WOR K  
G ROUP ENCOUNTE RING DYSFUNCTION 

7. 1 .  I ntroduction 

7. 1 . 1 . ORGAN ISATIONAL DEVELOPMENT (O. D . )  

Th is chapter reports a development i ntervent ion with a small department of 
workers . Whi le not an Organ isati onal Deve lopment project at the  mo lar 
level of the ent i re corporat ion or company,  th is  was an Organ i sat ional 
Deve lopment (O. D . )  at a molecular and specif ic leve l .  Th is i ntroducti on  
beg ins  by exam in ing some of  the traditio nal views of  0 . 0. then m oves to 
conside r some recent views of the subject. 

Ben n is  ( 1 969 , p .2 )  def ined Organ isatio nal Development (O. D . )  as "a 
complex educationa l  strategy i ntended to change the bel iefs ,  att i tudes ,  
val ues and st ructu res of  organ i sati ons so that they may adapt to new 
tech no logies,  markets and chal le nges ,  and the dizzy ing rate of  change 
itse lf" .  Beckhart ( 1 969) def ined i t  as a planned change effort i nvolvi ng the 

total system managed from the top ,  to  increase organ isational effectiveness 

throug h plan ned i ntervent io ns  us i ng behavioural sc ience knowledge .  

Beckhart ( 1 969 ,  p . 1 3) stated that "Organisat ional Deve lopment ach i eves its 
goa ls t h roug h p lanned i nte rvent i 6 ns . . . .  i nterven i ng  or movi ng  i nto an 

existi ng  organ isation  and helpi ng it ,  in effect 'stop the music' ,  examine the 
present ways of  work, norms and values ,  and look at alternative ways of  
worki n g ,  or  re lating , o r  reward ing" .  

Smith  & Wake ly ( 1 972) describe  th is  o rientat ion as one  that strives to  

improve an organ i sation by changing its system to bette r fit the i ndiv iduals 
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who work i n  i t ,  i n  contrast to trai n i ng and deve lopment which strives to  fit 

t he  i ndiv idual to the o rgan isation .  Fried lander ( 1 980) suggests that the 

essence of O. D .  i s  i ts  a im of he lp ing o rg a n i satio n s  to explore and 

i mp lement thei r need for  change by i ncreas ing the i r awareness of how and 
why o rganisat ional members behave the way they do.  According to Fl i ppo 
( 1 980) O .D. i s  a planned , calcu lated attempt to move the organisat ion as a 
u nit to the c l imate of the behavioura l ,  open ,  o rgan ic model .  

O . D. is a top management supported , long range effort ,  according to French 
& Be l l  ( 1 984) , aimed to i mprove an organ isation 's  p rob lem so lvi ng and 
renewal processes , part icularly through a more effective and co l labo rat ive 
d iag n osis and management of organisat ional cu ltu re. With the assistance 
of a consu ltant- faci l itato r  and the use of theory and techno logy of  the 
behavioural sciences ,  O .D .  p laces special emphas is  on formal work teams,  
temporary teams and i nterg roup cu ltu re .  

Beer  & Walton ( 1 987) ind icate that th roug h the appl icat ion of theory from 
psychology and the study of organisational behaviou r, O .D. comprises a set 
of actio n s  unde rtake n to improve organ i sat i o na l  effecti veness and 
e m p loyee we l l be i ng .  These act ions  or  " i nte rve nti o ns"  are typ ica l ly 
des igned and executed by an O . D. consu ltant havi ng d iagnosed the  
o rgan isat ion's needs and shortcomings.  

In an unpub l i shed paper,  Al l ison ( 1 990) descri bed O . D .  as strateg ica l ly 
conf ro nt ing and i n it iat i ng  needed changes w it h i n  o rg an i sat ions .  l t  i s  a 
complex "too l -box" of mode ls and strateg ies ,  des igned with a view to 

maki ng it possible for an o rganisation  to become or remai n  viable. A l l i son 
stated that t h rough conti nuous cycles of  research ,  plann i ng ,  education and 
re-evaluatio n ,  O .D .  enab les changes in the be l ie fs ,  attitudes , values and 
structu res of o rgan isat ions .  O.D .  techn iques are appl ied , acco rd ing  to 
A l l i so n ,  in response to the  constant need to adapt to new conditions ,  to 
so lve prob lems,  and to f ind effective al ignments between techn ical ,  pol itical 
and cu ltural resou rces. 

P roducing awareness is central to O.D . ,  accordi ng to Landy ( 1 985). O .D .  
consultants do not so  much answer questions p rovided by t he  organisation  
as  ask quest ions themselves o f  the  o rganisat ion . The  process is one  of 
concentrati ng on strateg i es  for maki ng i nternal  i ssues obvious to those 
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affected by them. 0.0.  accord ing to Landy, i s  therefore a mu lt i-discip l i nary 

app roach which bo rrows f rom g roup  dyn am ics , g roup theory ,  soc ia l  

psychology, socio logy, diagnosis and counse l l i ng methods,  att itude and 
motivat iona l  t heory. I n  many ways 0. 0 .  comes c losest to c l i n ica l  
psycho logy. Landy describes it as an attempt to he lp an o rgan isat i on  

develop,  adjust and to meet its own expectat ions .  Cl in ical and cou nse l l i ng  
psycho logy has s im i lar goals but  at the leve l of t he i nd ividua l ,  coup le  or  
fami ly .  Also , just as the cl i n ician gathers i nfo rmation and prepares a p lan 

fo r t reatment based on that in fo rmati on so too does the 0.0.  consu ltant .  
According to Landy an understandi ng for 0. 0 .  comes from conside ratio n  of 
th ree things : 

organisat ional diagnosis and determi nation of organ isational 
cli mate , 
dysfunctions created by attempts to o rganise individual effort 
th rough the specificat ion of work ro les and, 
the common interventions in it iated by 0 . 0. consu ltants , (Landy, 
1 985) . 

The term "organ isat ion c l imate" refe rs to the  subjective pe rcept ion t hat 
o rgan isat ion  members have of the  object ive ch aracteri st ics of t he 
o rgan isat ion .  lt is that which d isti ngu ishes it from othe r  organ i sations .  I n  
some ways it i s  the ir  view o f  the "pe rsonal ity" of  the o rg anisation ,  and i t  i s  
th is that is  thought to prevent or  precipitate many organisat ional changes o r  
dysfunctions (Landy, 1 985, pp. 505-506) .  

Litwi n and Stri nger ( 1 966) proposed that o rgan isation c l i mate consisted of  
6 factors : ( 1 ) Structure ,  (2) I ndividual Responsibi l ity, (3) Rewards,  (4) R isks 
and Risk taki ng ,  (5) Warmth and support and (6) Tole rance and conf l ict .  

Campbe l l ,  Ounnette , Lawler and Weick ( 1 970) have suggested that these 
factors describe the ways in  which the organ isation t reats its members and 
environment. Just as some people act agg ressively in deal ing with other  

people, so to some organ isations deal agg ressively wi th  the i r members .  

Landy ( 1 985) reports that i n  general research supports the  existence of the  
concept "organisat ional cl imate" (For examp le ,  S ims & Lafo l lette 1 975 ,  
and Much i nsky 1 976) .  
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Specia l i satio n ,  t hat i s ,  d i ffe re nt people i n  d i ffe re nt jobs ,  c reates the 
potent ial fo r confusion and subopti mal expend itu re of  effort ,  accordi ng to 
Landy ( 1 985) .  Th is dysfunction ,  o r  negat ive o rg an isational by-product, is  

often  d i scussed in  terms of " ro le  confl i ct" and " ro le  ambi gu ity" .  " Ro le 

conf l ict" is  v iewed as a p rocess of  competi ng  demands , and M i les & 
Perreau lt ( 1 976) described fou r  different types of role confl ict : 

( 1 ) PERSON-ROLE CONFLICT, where the i ndividual wishes to act i n  a 
manner that i s  d ifferent to that suggested by either the job 
descript ion o r  management. 

(2) I NTRASENDER CONFLICT, where the i nd ividual is assigned a task 
or  project with i nsufficient resources to  complete it successful ly ,  (or  

perhaps to complete it to  h is  o r  her  own satisfaction or  standards) .  
(3 )  I NTERSEN DER CONFLICT, where the i nd ividual i s  requ i red to act in  
a manner that wi l l  p lease on ly a subset of col leagues but which i s  

l ike ly t o  displease the majority. 
(4) ROLE OVERLOAD ,  where the i ndividual is assigned more work than 

can be effectively handled. 

" Ro le  ambigu i ty" refe rs to the extent to wh ich  an i nd iv idual  actual ly 
u nderstands (o r m i su nde rstands) what is  requ i red o n  the job .  Both role 
conf l ict and role ambigu ity are bel ieved to p lace i nd ividuals under stress ,  

which i n  tu rn produces dissatisfaction and performance decrement.  

A number  of common i ntervention techniques used by 0.0. consu ltants are 
l i sted by Landy ( 1 985) .  These i nclude Survey Feedback (gatheri ng data 
from a variety of sou rces so as to identify discrepancies which can be used 

to fue l  discussion ) ,  Labo ratory Trai n i ng (structured and unstructu red g roup 

p rocess  o r  g rou p-dynamic methods such  as  "sens i t iv i ty t rai n i ng "  
workshops ) ,  P rocess Consu ltat ion or  I ntervention  (focussing on  behaviour  

rathe r than att i tude and e ncou rag eme nt o f  a l te rnat ive ways of 
acco m p l i s h i ng goals)  and Team Bu i ld ing (used with g roups brought 

togethe r  fo r a specif ic pu rpose so as to deve lop an appreciat ion of goals ,  

ro les,  i ndividual strengths and to deve lop group cohesiveness) . 

I n  su mmary then , 0 .0 .  i s  general ly considered as a plan ned i ntervention  
i nto an organ isation .  An  i ntervention  designed to he lp  that organ isation  to 

explore itse lf ,  become aware of or defi ne its p resent situation ,  and ident ify 
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its values so that the organ isati on  itself can then  develop strategy to 

change ,  g row or  move in appropriately effective d i rect ions .  The outcomes 
or  st rateg ies emerge natural ly from the 0 .0 .  p rocess and that process 
ought not be precluded by p rio r  hypotheses concern i ng the l ikely products 

or  outco mes. However, it is leg iti mate , indeed n ecessary ,  to have goals 

i nherent i n  the 0 .0. lt i s  not a panacea that wi l l  correct a l l  an organisat ion's 

i l l s ,  but i s  the fi rst step from which the organisation's self awareness shou ld 
emerge,  from which some form of diagnosis (defi n iti on of the situation)  can 
be made and "action plans" or t reatment derived. 

The role of  the 0 .0 .  practit ioner  is  to exp lore rat h e r  than to answer 
questions  and as asse rted by Eden ( 1 978 ) ,  to he lp  rather than provide 

solut ions .  0 .0. represents future o rientation for the org anisation ,  and agai n 
Eden ( 1 977) indicates that we must predict o r  identify ou r  values before we 
can meani ngfu l ly predict and plan for our futures. 

The practitio ner sometimes encou nte rs res istance among manag ers to 
consider the benefits of an 0 .0 . ,  even in  the face of dysfunctional worki ng 
re lat ionsh ips, procedures and cli mate. Many org anisations wil l c laim that 
they i n  fact have trai n ing and deve lopment prog rams i n  place and therefo re 
0 . 0 .  rep resents a further  unwanted expedie nce over and above the  
exi st ing program. Acco rding to Fl i ppo ( 1 980) however, evaluat ion research 
shows that i ndividual ly oriented tra in ing and deve lopment does contribute 
to the i ndividual 's learn ing ,  but often has neg l ig ib le i f  any impact on t he 
organisatio n's function ing .  After t rai n ing in  what is essential ly a un ique and 
s h e lte red t rai n i ng e nv i ro n ment ,  t he  i nd iv idua l  m u st re-en te r  t h e  
o rgani sat ional cu lt u re .  Fl i ppo ( 1 980) i nd icates that th is  o rgan isati o nal 
envi ro nment has more impact on shap ing and contro l l i ng  be haviour  t han 
does the train ing .  

Woh lk ing ( 1 971 ) i ndicates  t hat most co nve nt i onal , i nd iv idual -orie nted 

trai n ing and development procedu res, attempt to educate i ndividuals i n  

o rder t o  change the i r  att itudes .  Th is i s  based o n  t h e  assumpt ion t hat 
attitude change wi l l  lead to behavioural change.  A large body of research 

evidence (start ing with  the classic study by LaPie re 1 934) suggests that 
people do not necessari ly  act i n  acco rdance with the i r att itudes ,  and 

fu rthermore an equal ly large  body of  research evidence from socio logy , 
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social psycho logy, and experimental psychology suggests that behaviour is  

freque nt ly a funct ion of structure. In  othe r  words ,  beh avi ou r  i s  often a 
funct i on  o f  e n vi ronment ,  whether  that be p hys ical , socia l  o r  i nterna l  
phys io log ica l  e nvi ronment.  I n  addit ion Woh lk ing ( 1 97 1 ) suggests t hat 

structural o r  e nv i ronmental change can lead to behaviou ral change and 

final ly to att itude change ; the complete reverse to the assumpt ion i nhe rent 

in the i nd iv idua l l y  o riented t rai n i n g  and deve lopment p ro g ram.  The 
i nd ividua l  t ra i n i ng approach is clai med therefo re to  be i n ef fect ive for 
maki ng majo r  changes in the o rgan isat ion and appears not to p rovide 
products t h at a re enduri ng .  Smith and Wakely ( 1 972) state t hat the  
organ isat ional approach is  more com plex and less  we l l  u nderstood than 
the i ndividual  o rientat ion ,  but its potential for IMP ROVING the o rganisation  
is  g reater. 

Beer & Walton ( 1 987) have noted the  chang ing face of O . D. , away from 
t radit ional con su ltant intervention methods and towards an approach more 
suited to today's c l imate. Accordi ng to  Beer & Walton ( 1 987) and Li meri ck 
( 1 986) the modern O.D .  orientation has many of its roots i n  the search for 
character ist ics that suggest corporate exce l lence (Pete rs & Waterman , 
1 982) and the  concept of o rganisational cu ltu re (see : Frost , Moore ,  Lou i s ,  
Lundberg & M arti n ,  1 985). O .D. has long recogn ised t he  i mportance of 
"cu ltu re" ,  which accord ing to Beer & Walton ( 1 987) i s  a concept emerg i ng 
extens ive ly i n  management l i teratu re .  They c la i m h owever  that O. D .  
p ract it io ne rs have been s low to deve lop the concept d espite cul tu re 
l ite rature asserti ng  that there exists a posit ive corre lat ion between type of 
organisational cu lture and o rgan isatio n al effect iveness. The more rece nt 
gene rat i on  of manageria l and o rgan i sat iona l  deve lopment  has been 
discussed i n  detai l by  Limerick ( 1 986) , and th is  i s  reviewed be low. 

Limerick ( 1 986)  d i fferenti ates betwee n  fou r  gene rati ons  of  mode ls  of 
management education  and o rgan isat i ona l  deve lopme nt. He refe rs to 
these t rends as generations of "bluepri nts". Later generatio ns of b luepri nt 

do not mutual ly exclude earl ier ones ; i nstead the process i s  evolutionary 

whereby late r m odels have developed i n  response to the e nv i ronment of 
the t ime and have subsumed and bu i lt u pon  earl ie r mode ls .  

The fi rst , the TRADITIONAL CLASSICAL MODEL was a response to t he 
maturat ion of the i ndustrial revolution and i nvolved development i n  terms of 
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managers be i ng taug ht p lan n i n g ,  schedu l i n g ,  o rgamsmg , m ot ivati n g ,  
con t ro l l i ng ,  cou n se l l i n g ,  d i sci p l i n i n g ,  span o f  co nt ro l ,  aut h o r i ty , 
responsib i l ity and the l ike . 

The second b lueprint or  HUMAN RELATIONS MODEL was a respon se to 
the i ncreas ing soph isticat ion of the populat ion and the socia l  aspect of 
o rgan isations .  Managers received add itional  education on g roup  p rocess, 

i nfo rmal o rgan isation , social motivatio n ,  leadersh ip  sty les and ascri bed 
authority. lt was a time of some experimentation and provid ing  manag ers 
with new experiences (such as T-g rou p  sens itivity train i ng) .  

Thi rd came the SYSTEMS MODEL i n  response to the i ncreasi ng s ize and 
complex i nterdependency of  o rgan isations .  Systems we re analysed and 

mode l led,  managers were educated about systems and t he re occurred 
movement away from management  development towards  system o r  
Organisational Deve lopment (0.0 . ) .  

The fou rth b lueprint  emerg ing at p resent i s  a modification  o f  the systems 
app roac h .  W h i l e t h e  syst e m s  app roach was fou nded  u po n  
i nte rdependence , openness ,  ho l i sm ,  ratio nal i ty ,  object i v i ty and the  
i m po rtance of teamwork and co hesive g roups ,  the fou rt h  b l ue p ri nt ,  
according to Limerick ( 1 986) ,  i s  characterised by " loos ly coupled systems",  
"co l laborative i ndividual ism" , and "metastrategic vision" .  

" Loosly Coupled Systems" : The fourth b luepri nt bu i lds o n  and is  not i n  
opposit ion to the systems approach .  Wh i l e  systems theory supposes one  
can better understand the  parts by  unde rstanding the  who le ,  the fou rth 
bluepri nt assu mes one can better u nderstand the whole by u nderstandi ng 
the parts , and therefore organ isations are viewed not as a co mp lex ,  
reci procal ly i nterdependent system ,  but as  a g roup of  loose ly coup led 
systems with pooled i nte rdependencies. lt i s  noted by L imerick that th is  
does not refer to  loosly coupled g roups of  people but  to loosly coup led 
systems of act ion .  The i ndiv idual i s  construed as an actor who moves 

between  di ffe rent sets of act ions .  A person may ,  at one  moment ,  be 

invo lved in a Team Bu i ld i ng exercise search i ng for h armony then i n  the 
next context be involved i n  Industrial Relations with i ts  ritual ised conf l ict .  
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The concept of loosly coup l ed systems with pooled i nterdependencies i s  
acceptable t o  the Eden ( 1 977, 1 978, reviewed i n  C hapter 3 )  model of 0 .0 .  
and policy deve lopment,  i f  not i n he rent i n  i t  - where fi rst ly the parts ,  eve n  

t h e  s mal lest parts of the organ isat ion are exami ned i n  some detai l i n  o rder  
to u nderstand the value structu re i n herent t h roughout the  organisat io n .  
E ach pe rson i s  an  actor ,  and  p resumably plays a ro le o r  set o f  ro les .  
Accord i ng  to Eden as i ndiv iduals move between  differe nt sets of  actions ,  
t hey  m ove between d iffe re nt ro les  that ref lect , by i mp l icat ion ,  values .  

Limerick conti nues that the "whole" i s  constantly i n  dange r  of  d isintegrat ing 
and h e nce the fourt h  b luepri nt a lso focuses on the p rocess by which 
system s  are coupled. The major i ntegrative system is one of shared overall 
VALUES. sentiments and symbols. 

The fourt h  b lueprint has developed i n  respon se to the ext reme rate of  
change  in  our  t imes .  Loos ly  cou pled system s  more effect ively handle 
change and tu rbu lence ,  accord ing  to Limerick ( 1 986 ) ,  compared to tight 
coup l i ngs  which cannot change and adapt quickly e nough .  

"Col laborative I ndividualism" : A dominant prob le m ,  acco rd ing to Limerick 
( 1 986 ) ,  is  i ndividualism ; not i n  terms of the buccaneer c lawi ng towards the 
top ,  but  i n stead the matu re ,  p roact ive , transfo rming i nd ividual who acts 
col laboratively on behalf of the organisation and i n  the service of its values 
(pro vided of cou rse i nd ividuals know and understand thei r organisation's 
values ) .  

Team work was prior-assumed for effectiveness,  fo r  no o rganisation cou ld 
su rvive without it .  Col labo rat ive i ndividual ism i s  a part icu lar type of team 
work. The team is not however viewed as an imprisoned g roup ,  but as a set 
of i nd iv iduals who can act u po n  the g roup and transform it when interests 
and needs d ictate. Limerick ( 1 986) cites one of h i s  subjects who defined 
t h e  i d e a l as  n ot a team of  footbal l p l ay e rs ,  but  a team of  
cricketers . . .  l nd ividuals who wi l l  confront the hundred m i le an hour  bal l on 

their own , yet adjust their  sty le when the team is i n  trouble .  The appropriate 

i nd iv idua l  was perhaps an ent repreneur, but n ot the buccaneering type 

clawin g  to the  top at other co l leag ue's expense.  Li merick refered to th is  
acceptab le team member as perhaps an " intrapreneur" (Li merick, 1 986, p .  
7) .  
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Argyri s  ( 1 976 , p. 1 68) addressed a s imi lar concept when he  referred to  the 
"opt imal suppression  of i ndividual differences" . By th is ,  Argyris  referred to 

an i nd iv idua l  choice p rocess of narrow ing i nd ividual  d i ffe rences i nto 

meaningfu l  patterns that encou raged l i fe competency . He  sought the  
optimal re lationsh ip  between the  individual and the organisati on ,  such that 

i n  the best i nte rests of the organisation ,  the i nd ividual gave up  aspects of 
self in the o rgan isational context that did not resu lt in harm to the se lf but 

which faci l itated g rowth in other  aspects.  The choice ,  accord ing to Argyris ,  
wou ld be made out  of  responsibi l ity for  both oneself and the organ isation .  
A rgyr is  warns  of the  d i l emma betwee n  o pt i mum and dysfu nct i o na l  
suppressi on  of  i nd ividual ity. The  type of p e rson who t ranscends th i s  

d i lemma may be the  person descri bed by L imerick ( 1 986)  as the  
" i ntrapreneu r" : the  person who makes p rudent u se of h i s  or  her  
i ndividual ity and flai r i n  the  i nterests of  the o rgan isat ion 's  we l lbei n g ,  but 
who can suppress natural tendencies and personal  age ndas so as to 
adjust when the team needs it. 

The " i ntrapreneur" is p robably an ideal or a gu ide-l i ne ,  si nce co l labo rative 
i ndividual ism is un l ike ly to be wide ly distri buted th roughout the popu lation .  
L imerick c laims  that col laborative ind ividua l ism is  d i ff icu lt to generate i n  
pract ice and p laces strai n on  the i nd iv idual  who must s imu ltaneously 
belong to the team and yet t ranscend and t ransform it . He or she must 
move from one system of act ivity to another  without los ing a sen se of 
identity. H e  o r  she must also have the capacity to to lerate conf l ict and 
paradoxical stresses between systems,  and in turn t ranscend these and 
see the broader p ictu re in which synthesis may be ach ieved . lt requ i res a 

defi n it ion of � which transcends the values of any one system i n  acti on .  
Li me rick clai ms that i n  o rder to handle the  demands and stresses the 
i nd iv idua l  requ i res att ri butes of cog n i t ive com plex i ty ,  to le rance for  
ambigu ity , proact ivity , field i ndependence and maturity . These are of prime 

importance i n  the  fou rth blueprint and defi ne  the di rect ion of  management 
development. 

"Metastrategic v isi o n "  : Fou rth b luepri nt managers a re conce rned with 

neither strategy,  structure nor cu lture, acco rdi ng to Limerick ( 1 986) but with 
the i nteg rat ion of all three. They seek a "vis ion" that i nc ludes a .r:IJ..aQ of how 
strategy ,  structure and cu ltu re are re lated to each othe r. lt is the contention 
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of the current i nvestigator that th is is i n  fact the outcome when i ndividual 

cog nitive maps are i ntegrated to become a g roup model and Po licy for 
action .  

Limerick asserts that this presents a severe chal lenge for management and 

o rganisat ional deve lopment ,  for deve lopment of the vis ion tends to be left 

with the most sen io r  manager  a lone.  The v isi on  is too frequently poorly 
u nderstood by that manager's subordinates who then attempt to guess the 
reasons for desi red strateg ies,  structures and cu ltures. In other  words they 
are u nclear about, and hence make guesses about, the corpo rate values .  
The most sen ior  managers, i n  turn ,  frequent ly express frustrat ion at the i r  
i nab i l ity to com m u n icate the i r  v is ions to oth e rs .  Th is is  often because , 
accord ing  to Li merick, the notions defy l i near logic of language and requ i re 

right-brai n man ipu lat ion of symbo l ism.  The management of "vis ion"  and 
corporate cu ltu re i mp l ies the management of sym bo l i sm .  Yet ,  Limerick 
a s s e rt s  t h at t h i s  fo rm of t h i n k i n g  i s  n ot de a lt w i t h  i n  
management/organ isational  deve lopment p rog rams and Business Stud ies 
Schools .  (They are covered i nstead i n  the study of anthropology and at Art 
Scho o l ) .  C u rre nt conve nti o na l  deve lopment ,  acco rd i ng  to Li me r ick,  
den igrates  right-brain th inking. 

In conclus ion ,  development with in the framework of  the fou rth b lueprint  is 
sti l l  in its i nfancy. As both Toff ler ( 1 971 ) and Eden ( 1 977) suggest ,  the key 
to p redicti ng the future is  to unde rstand ou r  values now. Whi le the model 
stresses loose system coupl ing and i ndividual ism it i s  nevert he less a very 

social  mode l  : manageme nt is  a social p rocess and organ isatio ns a re 
soc ia l  e nt i t i e s .  Li m e rick ( 1 986 )  conc ludes t h at fou rt h  g e n e rati o n  
o rg an isat ions  are characterised b y  management o f  myth ,  symbols and 
labe ls ,  and because of  th is management's approp riate ro le may be as 
wizard rather than accountant. 
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7. 1 .2. PE RSONAL CONSTRUCT APPROACHES TO ORGAN ISATIONAL 
DEVELOPMENT AND TEAM BU ILDING.  

Smith & Stewart ( 1 977) have advocated the potential of  Personal construct 
appl icat ions to o rgan isational or  team deve lopment .  The focus of these 

applicat ions range from micro issues such as he lp i ng commun icat ions to 
macro i ssues such as corporate mergers. For i n stance Smith & Stewart 
( 1 977) cite the potential of a construct approach for the ident ificat ion and 
remedy of areas of misunderstanding among sen io r  managers .  

Use of a Repertory Test technique known as "exchange g rid" i s  descri bed 
by Easte rby-Smith ( 1 980) as being usefu l in team deve lopment exercises. 
Easterby-Smith asked part icipants to use the o rators at a manag ement 
course , as elements for triad e l icitation of constructs and completion of  the 
fu l l  g rid by rat ing e lements on  5-point co nst ruct scales .  When they had 
completed their  own g rids, t hey prepared a b lank g rid comprised of the  
same e lements and constructs . Part icipants then coupled i nto pairs who 
knew each other  re lative ly we l l .  Participants exchanged the i r  b lank g rids 
and each completed the blank by attempt ing to p redict how thei r partner  

had scored i t .  The resu lts we re compared and d i scussed for  t h e i r  
s im i la ri t ies and d i ffe rences .  F o r  examp le ,  i n  one  partne rsh ip  i n  t h e  
Easterby-Smith study, there was variance i n  the way o n e  i ndividual actual ly 
responded and his partner's expectations concern ing h is  response on  the 
scale "encourages partici pation  - mai ntai ns  contro l " .  There were a lso 
diffe re nces i n  t he way these two i ndiv iduals regarded the  c lassroom 

situation  and the ro le of "participation" in  that situat ion.  l t  was apparent, too,  
that one partner  focussed on  the o rganisatio n  and p resentat ion of the 

o rators themselves , wh i le  the other focussed o n  the natu re of interactions 
with in the classroom envi ronment. 

Easterby-Smith ( 1 980) indicates that this procedu re was therefore usefu l i n  
that i t  h ig h l ig hted areas where partners had d i fficu lty u nderstanding one  
another ,  where they showed substantive d iffe rences i n  t he  ways they 

regarded the situation  and where they focussed on differe nt aspects with in  
the s i tuation .  Easte rby-Smith acknowledges the  way in  wh ich such an  
exerc ise demonst rates the  commonal ity and social ity coro l laries  si nce it 
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demonstrates s im i larit ies i n  partici pant's construct systems and also the 

extent to which part icipants were able to construe the construct system s  of 
others. "People do not have to be al ike to work together effectively, but they 
do have to  u nderstand others' v iewpoints .  There are clear impl icat ions for 

team deve lopment here" (Easterby-Smith , 1 980,  p. 9 ) .  To the extent that 
people are able to predict accu rately how others perceive various facets of 
the ir  work envi ro nment ,  accord i ng to Easterby-Smith , their potent ial to work 

together  as a team wi l l  i ncrease. 

Stewart & Stewart { 1 98 1 ) descri be a s imple appl icat ion of Repertory test 
method to gai n i n s ight i nto o rgan isat ional c l imate o r  cu ltu re ,  from wh ich 
organ is at ion al deve lopment i ntervent ion can proceed i f  requ i red.  The 
appl icat ion  i nvo lved i nterviewi ng managers at a l l  leve ls wit h i n  a sma l l  
company us ing  construct e l icitation techniques based o n  either manager's 
work act ivit ies o r  co l leagues as e lements. Constructs were then content 
analysed accord i ng  to Mcle l land's ( 1 955) categories  of motivat ion al 
needs. D ifferences i n  need predominances were n oted with in  the  various  
leve l s  o f  t he  o rg an i sat i on .  Fo r i n stance top m anageme nt may h ave 
expressed a p redomi nant need for power whereas middle management 
may have expressed affi l iat ion needs and jun io r  management expressed 
achievement needs. The fi nd ings were used to stimu late discussi on  among 
the managers ,  the  strength of the informat ion be ing that it orig inated from 
the managers themselves and was therefore u naided and u ncontaminated 
by externa l  i nf l uences such as a consu ltant-faci l itator. Hence i f  an  
organ isational deve lopment i ntervention  was requ i red or  requested then  i t  

cou ld  e m e rg e  n atu ra l ly  out  o f  managers' own data rather  than data 

imposed by some o utside crite rion .  Stewart & Stewart ( 1 981 ) c lai m that 
although  th i s  use  of Repertory test appl icat ion  was p ioneered i n  smal l  
compan ies ,  it has obvious app l icat ion  in  larger  o rgan isatio ns, in  team
bui ld i ng projects and i n  work to faci l itate corporate mergers. 

Stewart & Stewart ( 1 981 ) also describe a team bu i ldi ng exercise among a 
g roup  i nvo lved i n  the  qual ity contro l  of manufactured garments .  lt was 

revealed , for i n stance that qua lity contro l  operato rs as a group , the i r  
superviso rs as a g roup  and sales staff as  a g roup ,  con strued fau lty 

products i n  d i ffe rent ways.  The qual ity contro l lers construed i n  terms of 
appearance , the i r  superv isors construed in terms of b lame for fau lt and 
ease of repai r wh i l e  the sales people construed i n  terms of "saleabi l i ty" 
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(Stewart & Stewart ,  1 981 , p.87) . The exercise also revealed d i fferences i n  

language and te rminology among the qual ity contro l lers t o  refer t o  diffe rent 
types of fau lt .  "The end product of the exercise was therefo re a c lear 
identif ication  of the areas of ag reement and d isag reement between the 
qual ity contro l lers and the i r  managers ,  and an equally clear i n sig ht i nto the 

different languages they used. Remedy was fai rly s imple - g etti ng them to 
talk to each other, shari ng constructs and pe rceptions and labe ls ,  so that 

there deve loped both a common language and an understanding of one 
another's points of view" (Stewart & Stewart, 1 981 , p .  88) . 

A construct approach to organ isational and management development i s  
advocated by Porter (1 985) .  Porter took a step back and e xamined the 

recent t rad i t ion of  Management by Object ives ,  stati ng t h at such an 
approach paid scant regard to the needs of people ,  un less these needs 

were written as objectives , in which case they were l ike ly  to d is regard 
i ndividual diffe rences . When i ntroduced to Personal Construct Psychology,  
Porte r hypothes ised that o rgan isat1ons  may be viewed as  " i ndiv iduals" 
each with we l l  defi ned (though perhaps not exp l icit ly stated) const ruct 
h ie rarch ies ,  and that g roups of wo rke rs and customers cou ld also be 
construed as " individuals" with construct systems. Porter ( 1 985) stated that 
we know by obse rvation that g roups ex ist i n  vary i ng degrees of harmony ,  
and  that t he  state o f  conco rdance between components i s  i n  a constant 
state of dynamic equ i l i b ri um .  Recog n it ion of th is  i nte racti on  betwee n  
components and the constant state of change renders the model amenable 
to  const ruct psycho logy ,  a long  with i ts ab i l i ty to su bsume oth e r  
management theories and therefore provide a framework for gene ra l  
appl ication .  I n  reference to  managerial ro le ,  moment to moment ro les,  and 

mode l l i ng  the organisation as a community, Po rter ( 1 985) i nd icated that in 
the absence of an O.D. veh icle such as construct techno logy ,  a host of 
o rgan isational  i ssues have remai ned id le and u nexp lai ned.  Perso na l  
Construct theory and method offer opportu nit ies to  exp lore these issues 

and the world of people at work. Porter asserts that a recent need has been 

recogn ised fo r management to subsu me the construct systems of the i r  
employees, and furthermore he c lai ms that the  techniques fo r  doing so are 
actual ly successfu l ,  as demonstrated for example by Armstrong & Eden 
( 1 979) ,  Easterby-Smith ( 1 980) and Stewart & Stewart ( 1 98 1  ) .  
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Ede n  and associates' ( 1 977 , 1 978, Armstrong & Eden 1 979) const ruct 

appro ach to an o rgan isati onal development o r  team- bu i ld i ng  sty le of 
i n te rvent ion  has a l ready been  we l l  docu mented i n  C hapte r 3 of th i s  
d issertation .  However i t  is wort h  repeati ng i n  the context of  th i s  project. 
Ede n  cites Beckhart's ( 1 969) description of Organisational Deve lopment as 

a means to 'stop the music' ,  to examine the present ways of doing th ings ,  

and to look at alternative ways of doing them. Eden qual if ies that the term 
to "stop the music" can be con st rued as "defi n ing the  situat ion as it exists 
now."  The most common method of doi ng th is is by job o r  task analysis .  
That e nables us  to stop the mus ic and examine the ways of work. More is  
requ i red ,  however ,  if the i nte rvention  is to bri ng  maximum benefit, si nce , 

Ede n  c la i ms , t radi t ional  job analysis a lone fai l s  to take that step i n  
exam in i ng norms, values and alternatives.  

I n  a m o re recent article , Eden ( 1 988) states that th ree of Ke l ly's coro l laries 
are key factors in he lp ing t he  p ractitioner  to t h i nk  about worki ng with 
indiv iduals and teams in organisations. The i ndividuality co rol lary indicates 
that peop le differ from one another in the i r  construct ion of events because 
each pe rson  perce ives different th ings i n  a situatio n  compared to other 
peop le .  The sociality coro l lary means that effect ive i nteractio n  between 

members of a problem solving team depends upon the extent to which they 
can each u nde rstand how t he  others i nte rpret  t he  s i tuat i on .  The 
commonality coro l lary , accordi ng to Eden ( 1 988) ,  argues that ,  in attempting 
to c reate consensus and commitment to act ion in a team , members of the 
team wi l l  need to develop a common way of const ru ing  future events. Eden 
( 1 988) h as based h is  Operat ional  Research approach to o rgan isat ional 
i ntervent i ons  o n  Personal con struct methodology ,  and a rgues  that the 
methodo logy gai ns value for its capacity to produce cognitive maps. 

Eden states t hat cogn itive mappi ng bu i lds  on t h ree key assert ions  of 

Personal Construct theory .  Fi rst ly ,  humans make sense of the i r world 
th rough contrast and s imi larity . Secondly, humans attempt to e xplai n  their 

world - why it is ,  and what made it so. Thi rd ly ,  humans seek to u nderstand 
the s ign ificance of the ir  world by o rganis ing concepts h ie rarch ical ly so that 
some const ructs are superord i nate to othe rs .  Wit h i n  a p rob lem solvi ng 
context th is  last assertion  argues that humans value some outcomes over 
othe rs ,  see some outcomes as contri buti ng  to or i nf luenci ng others ,  and 
ho ld be l iefs about the situation they face as means to an end .  The l inkages 
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between constructs ,  with in  the h ierarch ical structure ,  acco rdi ng  to Eden 

( 1 988) represent the meaning of  the const ruct i n  terms of explanations and 
consequences, although the l i nkages shou ld not be taken to be causal i n  a 
precise way. 

Recently pe rsonal construct based i nterventions  have moved away from 
worki ng with i ndiv iduals  towards worki ng with smal l  g roups of 6 to  1 0  
people ,  accord ing to Eden ( 1 988) . The consu ltancy approach has been 
more specif ica l ly desig ned to he lp teams to negotiate a consensus  and 
commitment to a portfo l io of actions. With in th is approach (which Eden cal ls 
SODA : Strateg i c  Opti ons Deve lopment  and Analys is)  i nd iv idua l ity is 
explo ited by de l i be rate ly seeki ng to co l lect the  particu lar  v iew of the 
situation that i s  the consequence of each team member havi ng  a d i ffe rent 

experience ,  a d iffe rent ro le in  the organisation and di fferent expertise .  By 
spendi ng time bu i ld i ng a model with each member, they are each g iven 
cons ide rably more "ai r ti me" (Eden 1 988 ,  p . 7) fo r contri buti ng  to the  
problem construction stage than can- ever be the case i n  a team meeting or  
workshop.  

Eden ( 1 988) reports that with teams of busy managers ,  cogn i t ive mapp ing 
is a usefu l tool for  bu i ld ing interest from al l team members. H e  clai ms that 
team members often bel ieve issues are obvious and are not p repared to 
consider consensus and commitment as i mportant outcomes of working  on  
the prob lem. Eden has found cogn it ive maps to be a powerfu l  vehic le for 
g radual ly taki ng team members th roug h the early stages so that i n terest in 
the wisdom of others is i ncreased. 

The sh i ft from worki ng with i ndividual sen ior  managers ,  to  worki ng with 
teams,  led Eden ( 1 988) to deve lop a way of worki ng that was ai med at 
faci l i tat i ng  negot iat ion betwee n  seve ral i nd iv idua ls  so t h at creative 
strategies for solut ion could be bu i lt with i n  the context of a mode l amenable 
to analys is .  Eden claims that it has been to the  det ri men t  of other 

consu ltat ive p ractices that p ract i t i one rs h ave not  d rawn u po n  the 
operational research view that a model is usefu l because i t  i s  amenable to 
fo rmal analys is ,  can become a routi ne part of the o rg an isat iona l  memory 
and so provides a framework for  mon itori ng and contro l .  The  attem pt to 
bri ng O.D .  and operational research together, led Eden ( 1 988) to deve lop a 

process that saw individual ly owned cogn it ive maps as the g ro u nded data 
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for the const ructio n  of an agg regated map wh ich  cou ld act as a mode l  
amenable to analysis ,  and which more i mportant ly ,  was a device fo r  

fac i l itat i ng  negotiati on .  An agg regated model constructed by comb in i ng  
each o f  t he  i ndividual cog nit ive maps produces a "team map" which is  a 

fac i l itative device where i nd ividual team members wi l l  recogn ise con cepts 

that belong to them. The explanatory l inkages and the concepts depicted i n  
the map, wi l l  also belong t o  others in  the g roup,  as wel l  as t o  the i nd ividual  

h i m  or her se lf. By seeing others' concepts in the  context of thei r own 
concepts , Eden ( 1 988) c laims  the mean ing of those concepts may change 
and lead to i nsights o r  team elaboration. 

Eden ( 1 988) describes the procedure as a cycle of  problem construct io n ,  
making sense , defi n i ng  t h e  problem and declari ng a portfo l io of solut ions .  
Thu s  worki ng with cogn it ive maps of  each i nd ividua l  i s  aimed at he lp i ng  
each team member  ref lect ively "const ruct" and  "make sense" of t he  
situat ion they bel ieve the team is i n .  The team map i s  in it ial ly a device to  
fac i l itate negot iatio n  towards a "reconst ructi o n "  of the  s i tuat ion  and 

subsequently for maki ng joi nt sense of the situat ion .  Defi n i ng the  situat ion 
or p roblem precedes exploration  of  the subord inate concepts of  the map in 
o rder  to declare a portfo l io of so lut ions. Thus each  i ssue is g iven an act ion  
focus by considering those concepts that are most subordi nate to  the key 
concepts u nder consideration .  These most subord i nate concepts rep resent 
t he  most detai led acti o n s  t hat have i mpact u p o n  the superord i n ate 
concepts that defi ne the issue. 
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The reported intervention was carried out at the  request of a departmental 
sen i o r  manager  ( referred to he reafte r  as t he  "c l ient" ) .  Dysfu nct i onal 
re lationships had developed with i n  one part icu lar sect ion of the c l ie nt 's 

department. He was conti nual ly receiving complai nts f rom staff about those 
re latio nships and c lai ms of an excessive work load with which they were 
u nable to cope (clai med ro le ove rload ) .  The c l ient reported a general low 
morale among the department. The request to i ntervene was seen by the 
i n vest igator as an  opportun ity to fo l low Eden 's ( 1 977,  1 978 ,  1 988 ,  
Armstrong & Eden , 1 979) lead i n  an appl ied setti ng .  However i n  contrast to 
Eden ladderi ng was used to identify supero rd inate re lationsh ips rather than 
use of Impl ications Grid .  

The c l ient called th is  project a "Work Study Analysis" .  He  not o n ly sought 
an i mprovement of re lat ionsh i ps with i n  t he  department ,  but f i rst and 
fo remost he requested the investigator to dete rmi ne  precise ly what each 
person actual ly did. In effect th is was a request to formally "stop the music" 
and to define the s ituation (Eden ,  1 977) . 

The present p roject shares Eden's ( 1 977) and Li merick's ( 1 986) assert ion  
that VALU ES are a p rime variable i n  exp lo ri ng the work p lace situatio n ,  
and that shared values are the central i nteg rative mechanism with i n  the 

work g roup.  The term "values"  in  th is  respect fo l lows Eden 's ( 1 977) 
defi n ition and reflects abst ract , conceptual supero rdi nate constructs. 

The use of Value Ladderi ng i n  a Vocational Counse l l i ng situatio n ,  reported 
earl i e r  in Chapter 6 ,  had demonst rated t h e  potent ia l  of ladderi ng 
techn iques for the el ic itation of superord inate const ructs and values. lt had 

also demonst rated the usefu l ness of the e l i cited const ruct system for  
negot iat ion of cog n i t ive maps and Act ladde ri ng e laborati o n  towards 
alternative act ions and envi ronments. One aim of the present p roject was to 
once again exp lore the use of Ladderi ng p rocedu res to e l icit indiv idual 's 
cogn it ive maps concern ing thei r work. 
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The major methodological aim was , however, to e xp lore the usefu lness of 

these p rocedu re s  i n  e l iciti ng  the commonal ity of constructs withi n a g roup ,  

and to produce some sort of  g roup cog nit ive map as described by Eden 

( 1 988).  Porter ( 1 985) referred to personi ficat ion of o rganisat ions, whereby 

they may be viewed as "i ndividuals" with wel l  defi ned construct systems. lt 

i s  o n  th i s  p re m ise that the  p resent i nvest igato r argues t hat th rough 

identif ication of commonal ities ,  i nd ividual cogn itive maps shou ld be able to 
be aggregated to produce a g roup mode l ,  o r  depiction  of commun ity o r  
cu ltu re .  The  p resent i nvestigator has often  heard co l leagues ,  both i n  
i ndustry and i n  psycho logy, refer t o  "developing an o rganisational cu ltu re". 

Th is  may be v iab le in s ituations  re lat i ng  to co rpo rate merg e rs and 
takeovers, but  it i s  the contention  of the p resent I nvestigator that for the 
most part ,  an o rgan isation's cu lture exists , although i t  may be subco nscious 
and un recognised.  The trick is  not to "develop a cu ltu re" but to captu re the 
ex isti ng  cu ltu re and make it expl icit fo r a l l  to see. Repertory Test and 
Ladder ing tech n ique are viewed both theo retical ly and pract ical ly as the 
appropriate means for doing so. 

A central pu rpose of the p roject was to attem pt to b reak down the 
dysfunctio nal relationsh ips with i n the g roup and to encourage a sense of 
ownersh ip  for s hared values. A framework was sought for deve lopment of  
cooperative teamwork ,  or  perhaps co l laborative i ndividua l ism (Li me rick,  
1 986 ) .  Limerick ( 1 986) asse rts that a defi niti on  of se lf i s  a requ i rement for 
co l labo rative i ndiv idual ism.  The procedure of Repertory Test fol lowed by 
gene ration of an i ndividual cog nitive map through ladderi ng i s  asserted to 
be a di rect method for defin it ion of self. 

Stewart & Stewart ( 1 981 ) emphasised that part of the trick in captu ring the 
cu ltu re and maki ng  it expl icit, is to express the cu lture in language which is  
shared by a l l  part ici pants. A principal i ntention  wit h i n  th is  project was to 

preclude employee's need to make guesses about the col lective values ,  to 
enable management to avoid f rust ration and be able to communicate t he i r  

i n put to co rporate values more effect ively (L imeri ck 1 986) . Also ,  the 
p roducts of th is  p rocedu re shou ld become a veh ic le fo r management to 

subsume the g roup's construct system (Porter ,  1 985) , to understand it , and 
to manage it. 
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The l ikely product of the procedure is  some form of Pol icy for Action or  what 
Eden ( 1 988) has termed a portfo l io  of so lutions.  This product shou ld serve 

as a gu ide- l i ne to performance with i n the co l lective values o r  v isi on .  lt 

identif ies actions that are most l i kely to meet with opt imum acceptab i l ity 

with in  the g roup. Si nce the data u pon  wh ich the po licy is based, emerged 
di rect ly from the partic ipants , it is  u ncontaminated (Stewart & Stewart, 
1 98 1 ) and hence shou ld  be e xpected to  faci l i tate co l laborat i ve 
i ndiv idual i sm o r  teamwork. lt i s  not i ntended that i nd iv iduals become 

prisoners of the pol icy .  However ,  as co l laborative i ndiv iduals i t  is h oped 

that when faced with uncertai nty about a decis ion or choice of response to 
a customer, the policy for action or col lective cogn itive map should serve to 

indicate which sort of response wi l l  meet with optimum acceptabi l ity w ith in  
the  g roup ,  and to recog n i se wh ich  respo nses may harm the work 
environment.  I n  discussion of the Sociality coro l lary ,  Easte rby-Smith ( 1 980) 
contended that the outcome shou ld enhance the abi lity of g roup members 
to predict others' acceptabi l ity of their  actions. 

The department in  question consisted of two disti nct sub  g roups : o ne  a 
g roup of office based clerical/managerial staff and the other  a g roup of field 
eng ineeri ng staff . lt was known befo re engag i ng in  the intervention that a 
major  sou rce of dysfu nctio n  was frict ion and dist rust among these two 
g roups.  A feature of the project was therefore to examine any differences i n  
co n st rua l  of  the  two g ro u ps and  i f  necessary to  re medy any  
misunde rstandings. l t  was antici pated that th is process may reflect features 
of ro le confl ict and ro le ambiguity. 

In summary ,  the earl ier wo rks of Eden ( 1 977, 1 978 , 1 988) and Limerick 

( 1 986) stimulated a concept of work-g roup team function ing  wh ich seemed 

l ikely to be we l l  served by both personal construct theory and method. At a 
methodo log ical leve l ,  the  p ri nc ipa l  ai m of the p roject was to t ri a l the 
p rocess of agg regat i ng  i nd ivid ua l  cog nit ive m aps i nto a co l lect ive 
dep icti o n ,  and then  to assess the usefu l ness of  t h i s  i n fo rmati o n  i n  

fac i l itati ng  the main pract ical ai m o f  t h e  project ; t o  enh ance m utual 
u nderstanding and tolerance, and to develop a cohere nt pol icy for act ion .  
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7.3. Method 

7.3. 1 .  PARTICIPANTS 

The p roject commenced in Octobe r 1 987 and reached the  concl usion  
repo rted h e re i n  May 1 988 .  The concl us ion  of t he  p roject i n  effect 

represented the  terminatio n  of the contract between cl ient and p ractit ioner. 

At the outset th i rteen peop le were i nvo lved , detai ls fo r whom are shown i n  
Table 7. 1 .  These 1 3  people consisted o f  1 office based junio r  manager  who 

reported d i rectly to the Cl ient ;  6 office based c lerical and eng i neeri ng staff 
and 6 e n g i neeri ng  based fie ld staff who l ived and worked at a locat ion  
geog raph i cal ly remote from the  office . One special ised fie ld worker was 

inc luded i n  the Office g roup,  si nce he had dai ly  contact with the office and 
spent much of his working day interfacing with the office staff. Al l  but three of 
these staff reported d i rectly to the jun ior  manager. Those three were remote 
fie ld staff who reported to a fie ld supervisor. 

Of the  s i x  off ice staff , two performed general c lerical duties ,  two were 
v irtua l ly ded icated to the process of b i l l i ng customers ,  one was a semi
professional eng ineer and the  s ixt h  member was an appl iance i nstal lat ion 
i nspecto r. Of the  s ix f ie ld staff , one was a fie ld superv iso r ,  one was an 
appl iance i n stal lat ion i nspecto r, and the remai n i ng fou r  were genera l  f ie ld 
workers .  

Mean age of  participants was 32.3 years, rang i ng  f rom an  1 8  year o ld 
th rough to a 60 year o ld .  O n ly 3 of the partic i pants were females with a 

mean age of 22.7 years. The mean age of the 1 0  males was 35.2 years. Al l  

of the fem ales were office worke rs . The males comprised 6 fie ld  workers 
and 4 office workers .  Mean age of office workers was 30 .7 years and mean 

age of f ield workers was 34.2 years. 
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TABLE 7. 1 

Age .�ex and QategQry (Field wQrker v�. OffiQe wQrker) 

Qf lnterventiQn PartiQipants 

Participant Age Sex Category 

1 29  M Office 
2 29  M Fie ld 
3 39 M Fie ld 
4 42 M Fie ld 
5 27  M Fie ld 
6 29  F Office 
7 2 1  F Office 
8 6 0  M Office 
9 33 M Office 
1 0  33 M F ie ld 
1 1  25  F Office 
1 2  1 8  F Office 
1 3  35  M Fie ld 

Because of the  chang ing and o rganic nature of organisations  t he  structu re 
of t he  g roup changed throughout the du ration  of the  p roject. Turnove r of 
personne l  was experienced with the result that by the May 1 988  conclus ion 
some  staff had left the g roup wh i l e  replacem ent and additio na l  staff had 
jo i ned  t he  g roup .  Two of t he  o rig i nal part ic ipants resi g n ed f ro m  the  

company du r ing the course  of  t he  p roject. Replacement of these p lus the 
creation  of  two addit ional posit ions  in  the sect ion meant  that 4 newcomers 

jo ined the  g roup late in  the p roject's durat ion .  One res ignee , a member  of 
the fie ld staff, completed on ly an o rgan isational cl imate questio nnai re and a 
series  of ti me logs, p rior to term i nat ion of employment. The othe r  resignee ,  

an office based cle rical worker ,  l eft the o rganisation havi ng  completed al l  
but a f inal g roup workshop. 
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The g roup  i n  quest ion was the product d istri butio n  sect ion of a major New 
Zealand i ndustry and were i nvo lved in  the supp ly and retai l of a primary 

p roduct (that is ,  not manufactured) , i n  provi ncia l  cent res t h roug hout the  
Western North  Is land of  New Zealand. 

7.3.2. MEASURING INSTRU MENTS. 

W h e re appropriate , examples of the i nst ru ments used are i nc luded i n  
Append ix  I I  o f  th i s  d issertat io n .  I nst ruments inc luded a n  Organ isat ional 
C l imate Questionnai re ,  Time logs, Repertory Test , Ladde ri ng Technique and 
a Post-project evaluat ion quest ionnai re.  

The O rgan isat ion Cl i mate Questionnai re requ i red part ic ipants to respond 
on f i ftee n  ?-point scales .  They were to i ndicate t he i r  assessment of the 
o rgan isation 's cu rrent posit ion on each d imens ion (ACTUAL respond ing )  
and a lso  the i r  choice of  where they believed the o rg an isatio n  shou ld be  on  
each d imension ( IDEAL responding) .  

T he  f i rst s i x  item s  o n  t h i s  quest ionnai re re lated to  t he  s ix  facto rs of 
O rgan isatio n  Cl imate taken from Litwi n & Stri nger ( 1 968) .  In th is  i nstance , 
t h e se facto rs were g i ven  t he  labels "Co n form i ty " , " Respons ib i l i ty" , 
" Standards" , " Rewards" , "O rgan i sat iona l  C larity " ,  and  "Warmth and  
S u ppo rt" . The  remai n i ng n i ne ite ms compri sed fu nct iona l  variab les of 
O rgan isatio n  C l imate taken f rom Li kert ( 1 967) .  These items i nc luded : 

L e ad e rs h i p  ( con f i dence  i n  s u b o rd i n ates  and  co n s u ltat i o n  w i t h  
s u b o rd i n ates ) , Mot i vati o n  (Coope rat ive teamwo rk) , C o m m u n icat i o n  
(acceptance o f  downward commun ication ,  and supe rv isors' knowledge of 
subo rd i n ates' prob lems) , Decis ion  Maki ng (deci s i on  maki ng  leve l and 
s u b o rd i n ate part ic i pati o n ) ,  and G oals (establ i s h me nt o f  goa ls  and 
resistance to  their  pursuit) . 

The  O rgan isat ion C l imate questionnai re was p i loted by Shouksmith & 
Ratnam ( 1 986)  and repo rted by them i n  an  unpub l i s hed a rt ic le .  They 
adm i n i ste red the  questi o n n ai re to fourteen permanent  acade mic staff 

m e m be rs of a un iversity Department of Psycho logy , and fou nd that the  



1 38 

quest ionnai re gave d iscri m inati ng resu lts and d ist i ngu ished actual and 

ideal cli mates of  the  org ani sation .  

The Timelogs requ i red part ic ipants to record the i r  act ivit ies eve ry fi fteen 
m i n utes , unde r catego ries de rived by themse lves.  These were used to  

ident ify activiti es carried out  th rough a fou r  week period . The format for the 
Ti melog was taken from MacKenzie ( 1 972 ) .  l t  requ i red part ic i pants to 
fo recast the i r  t ime a l l ocat ion  fo r each week u nder the i r se l f  de r ived 
categories, to then record the i r  ti me usage ,  to summarise th is  and fi nal ly to 
compare th is with their  forecast. 

Repertory Test and Ladder ing techniques were used and the procedure 
appl ied has been described i n  detai l below. The Repertory Test was 1 2  by 
1 2  in co nf ig u rati on , with 1 2  personal  wo rk- re lated p rojects u sed as 
e lements f rom which to el icit 1 2  constructs . 

At the co mp let ion of a workshop ·wh ich marked the termi nat ion  of the  
p ractit ioner's i nvolvement with the  g roup,  a project evaluat ion questionna i re 
was distributed to participants (see Appendix 11) .  This questionnai re soug ht 
participants' perceptions concerning the success of the project, the extent of 
c larification for them,  the usefu lness of p roducts such as cog n it ive maps,  
and some i ndication of the i r  p rognosis for i mprovement with i n  the g roup .  

7 .3 .3 .  PROCEDURE 

Partici pants fi rst ly completed the Organi satio nal C l i mate Question n ai re 
which was,  i n  the fash ion of Eden ( 1 978) and Beckhart ( 1 969) , part of the 

attempt to "stop the music" and establ ish the current status of the g ro up's 
perceptions about the organisation as a whole.  

Part icipants then completed Timelogs (described above) to d iscover exactly 

what the g roup did and what p roportion  of t hei r effo rt was expended in  
various categories of work. Th is  also was considered part of  the process of 
"stoppi ng the music". Job analysis i nterviews were then conducted with all 

participants . They were asked to l i st da i ly ,  weekly , month ly ,  quarte r ly,  

annual  and unpredictable tasks . They were also asked to i nd icate the 
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formal and i nformal qual it ies and qualifications  requ i red of an i ncumbent to 

perform the job satisfactori ly. 

The job analysis i nterview i ncluded Repertory Test and Ladderi ng in o rder 

to d i scover n ot o n ly subord i nate leve l activ it i es  a nd tasks of each  
part i ci pant , bu t  a l so i m p l icative l i nks f ro m  t h e se t h ro u g h  to t he i r 
supero rdi nate percept ion of the purpose of the i r work, the mean i ng o f  the 

g roup's  operat io n ,  i ts  d i rect ion  and its g oa ls .  From th is i nfo rm at ion  
ind ividual cog nitive maps were derived by  the i nvest igator. These were i n  
tu rn examined col lectively to  identify commonalit ies with i n  t he  g roup so  as 
to create a combined team map which out l ined the g roup's activities and the 

"culture" reflected in th is .  This was done by a card sort content analysis 

procedure (modelled on  Stewart & Stewart , 1 981 , pp.  48-51 ) .  

The p roject as reported he re ,  concluded with a workshop to feed back 
resu lts ,  i ssue up-to-date Posit ion Descript ions ,  to negotiate a model of the 
g ro ups' operation ,  to n egotiate a model of the g roup's objectives ,  "culture" 
and/or code of practice ( i n  a sense a policy for action ) ,  to address specific 
i ssues exposed in t he  cou rse of the project and to formu late some form of 
p lan for futu re action s .  Fol lowing the workshop participants were requested 
to complete an evaluat ion quest ionnaire.  The p rocess summarised i n  the 

p revious few parag raphs is expanded below. 

Repertory Test and Ladderi ng Procedure. 

(a) From each i ndividual ,  1 2  work- re lated personal projects were e l icited . I n  
the  fashion  o f  Litt le ( 1 983 ) ,  these were projects wh ich  they either had been 
recently engaged in or in  which they were to become i nvo lved i n  the near 

futu re. A fu l l  set of i nstructions relati ng to Personal P rojects are included as 
Appendix 1!. 1 . Partic ipants had i n  front of them , a copy of these i nstructions  

wh ich  they read wh i l e  the i nterviewer simu ltaneo usly read them aloud. 

(b) Trad it ional triad method was used to el icit 1 2  constructs usi ng the 1 2  

projects as elements. P rovision  was made to use a dyad method shou ld the 
need arise.  Al l  those i nterviewed, prefe rred to use the t riad method.  Those 
who faltered and reve rted to dyad method, in a l l  cases,  soon asked for t he 
th i rd e lement to be re- i ntroduced and then succeeded i n  el iciti ng const ructs. 

Some participants had d i ff icu lty in produci ng po lar  constructs and i nstead 
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tended to p roduce descriptive explanations of each pole without reference 

to a common dimension .  

(c) The 1 2  e l icited const ructs we re then subjected di rect ly to Ladde ring 

techn ique. Each construct was taken i n  tu rn and participants were requ i red 
to imagine  work situations where an opportunity arose to carry out two tasks 

which were almost identical in natu re .  The two tasks differed on ly in that one 
task was characterised by the left-hand pole of the construct whi le the other 
task was characterised by the right-hand pole. Subjects were asked , in  view 
of the funct ion of the i r  department which task wou ld be the appropriate one 
to e ngage in fi rst ; which task wou ld be or shou ld be the p rio rity : the one 
characte rised by the left-hand pole ,  or the one characterised by the right
hand pole ? 

This rep resents a s l ig ht departu re from Hi nkle's ( 1 967)  p rocedure where 
po la r  cho ice was based o n  p refe rence rathe r  t han  o n  p ri o ri ty o r  
approp riateness.  Th is  modificat ion was made t o  accou nt for i nstances 
where tasks that ought to be p rio rit i sed by workers, may not necessari ly be 
p referred by them. Paperwork may be a p riority funct ion for a fi led worker, 
but may be a task that he wou ld p refe r  to avoid. 

Partici pants were asked why they had opted for the part icu lar  p riority and , i n  
the  fash ion o f  H i nkle ( 1 967) and Little ( 1 983 ) ,  cont inua l  "why" quest ions 
were asked unt i l  a supe ro rdi nate construct had bee n  e l icited which i n  the 
subject's op in ion  expressed a fu ndamental va lue associated with the 
department's operation .  

This p rocedu re produced cognitive maps of  each subject's construal of the  
operat ion  (an example o f  one cogn itive map is i nc luded in  the Resu lts 
sectio n  as Fig u re 7 .3  and all others are i ncluded in Appendix I I ) .  To 

fami l iarise the reader, a typical system may have "com pany survival" and/or 
"income of revenue" as values very high i n  superord i nacy, with middle o rder  

const ructs suggesti ng  the i m portance of "pub l ic re lat i ons" and a 
"coope rative i nt ra-departmenta l  wo rk envi ron ment" .  The lower o rder ,  
subo rd i nate const ructs rep resent  the  tasks a n d  p rojects i n  wh ich  
participants i nvolve themselves to achieve these h i gher  o rder  objectives ,  

and to  some extent reflect t he i r  personalised codes of p ractice. 
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(d) Each i ndiv idual 's cogn it ive m ap was tho roug h ly  reviewed and from 

these a common model was p roduced rep resent ing a common impression 
of the g ro up's goals and object ives and ways to ach ieve these. lt was 
e nvisaged  that g roup neg ot iat ion of th is  common model at a workshop,  

wou ld rei nforce each i ndividual's contributio n  to i t  and enhance their  sense 
of ownersh ip  for it ,  as well as exposing some of the differences that existed. 

Procedure used with sub-group of remote field staff. 

An u nfo rtu n ate aspect of t he  p rocedure was the  extent to which the 
i nvest ig ato r lacked co ntro l o f  the  project. Th is  occurred because the 

i nvestigator  was an employee of  the same organ isat ion as the c l ient ,  but 
reported th rough  a d iffe rent  l i ne  of management .  Despite the ro le of the 

i nvestig ato r' s  sectio n  be ing to serve the c l ient's human resource needs 
the re was an  u nwi l l i n gness  by mo re sen io r  manag ement ,  to fo rmal ly 
recogn ise the i ntervention as anyth ing other than a cursory project to rewrite 
i nd iv idua l  pos it io n  descri pti ons .  As such seve re t i me and resou rce 
constrai nts were placed on the  i nvestigator. The p roject proceeded and the 
constrai nts we re tolerated because the cl ient 's g roup  were experienci ng 
very real dysfunct ional re lationships that were jeopard is ing the commercial 
reputat ion of that g roup and the com pany as a whole .  The i nvestigator and 
the  c l i ent both fe lt t here was suffic ient benefit to be gai n ed that the  
i nterventi o n  s hou ld proceed o n  the basis o f  personal commitment even i f  
absent o f  fo rmal managerial  commitment. (The reader  may note that th is  
parag raph  suggests that the  i nvestigator may have experienced al l fou r  

Role Confl ict types outl i ned b y  M i les & Perreault, 1 976) . 

Four of the fie ld  staff i nvolved were geographically remote from the rest of 
the g ro u p  and were resident approx imate ly 350 km (200 mi les)  from the 

office location .  Because of t ime and resource constrai nts a "trial" approach 
was devised in o rder to gain meani ngfu l  and equitable data from the fou r  
remote staff. O n  t he  basis that some people tend to  personify g roups (see 

for example Porter, 1 986) , th is  g roup of fou r  people was approached as i f  

they were a s i ng le co llective mind.  Instead of a Repertory Test i nterview with 

an i ndividual mind th is  session amounted to Repertory Test workshop with a 
col lective mi nd .  
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The p rocedu re i n  t h i s  wo rkshop  sess i o n  i nvo lved t he  part i c ipants 

co l lectively gene rati ng twe lve work re lated projects that they as a g roup 

were invo lved in .  These projects were presented as elements for  tradit ional 
t riad e l i c itat i on  of co nst ructs .  Each i nd iv idua l  produced co n st ructs 

i ndependently. Each construct was d iscussed by the g roup. The d iscussion 

invo lved the fou r  i nd ividuals i n  reph rasing the responses and com ing to a 
majo rity-cum-consensus decis ion  as to the  f i na l  form of  the b i -po lar  

const ruct. Ladderi ng then occu rred with the g roup arriving at a consensus 
decis ion for each response , before that response was formally accepted. A 
note was kept of the deg ree of consensus.  A co l lective cog n itive map was 
produced for th is  g roup. 
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Data co l lect ion was completed for a l l  o rig i nal t h irteen part icipants with the 
exept ion of one.  The miss ing  data i ncluded the t ime log and o rganisat ional 
c l imate data for the sect ion's jun ior  manager. 

7 .4. 1 . O RGAN ISATIONAL CLIMATE. 

Extreme scores and differences between ACTUAL and I DEAL responding 
a re reported. The fo l lowi ng  arbitrary method was used to determine 
ext reme  score responses o n  each questionnaire item.  Item responses were 
analysed by students t-test for a s ing le sample. I n  the i nterests of objectivity 

and to overcome the traps i n he rent i n  pu re ly subjective data observation ,  a 
fai rly stringent c riterion was adopted for deeming a score to be an extreme 
one . A n  extre me score was conside red to be one  that ach ieved a 
sig n if icance level of less than p .=  0 .0 1  when compared to a hypothetical 
score equ ivale nt to the rat i ng  scale mid-point ; i n  other  words a mean 
sig nif icantly d i fferent from a rat ing of 4 .. This data is shown in Table 7.2 
and Figu re 7. 1 .  

To d etermi ne d i fferences between the ACTUAL and IDEAL responses, the 
data was subjected to a students t-test fo r re lated samples. A summary of 
t h i s  comparat ive t-test ana lys is  from O rgan i satio nal C l i mate data is 
expressed in Table 7.3 .  

Extreme scores o n  ACTUAL · responding ind icated thafth1s�·g roup belleYed : 

tne re ·were
" 
·many externaiW: t tnpased' cdhslrffints � rn ttfe O'rg�ifllsatloWw'here·oy 

m e m be rs were requ i red to confo rm with ru les ,  procedu re s  and po l icies ; 
m e m be rs were i gnored o r  criticised ; the organ isation  was ' di'St:#de#lyl �fnd 
chaot ic ; decis ions were made mostly at thei t6p · P  sm,ofOihare·s were not 
i nc l uded i n  dec is ions related to: ·th�r-w.o��:· 1ana organ i satio nal  goals were 
i ssued as o rders: from. tl:le'·top! rn ;·relatidn  to IDEA L  data, seven of the fifteen 
scales achieved· a dHference from the scale mid-po int at the p .<0 .0 1  leve l .  Of 
tha remain i ng e ight  scales ,  five were not cons idered sig n i ficantl y  diffe rent 
fro m  the m id-poi nt, s ince they d id not ach ieve the p .<O .OS leve l (see Table 
7 .2 ) .  

An  F test  compari ng the p re-test and post-test standard deviations was 
carried out  to test fo r homogeneity .of variance . No s ign ificant resu lts were 

o btai ned .  
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The most dramatic d i ffe rence betwee n  the ACTUAL and the  I D EAL 
i nd icated that the g roup fe lt that the o rgan isat ion was far too disorder ly ,  
confused and chaotic whereas it shou ld be we l l  organ ised with c learly 
defi ned goals. They also fe lt  that h ig h ,  chal lenging standards shou ld be set 
by the o rganisation  whereas standards were actual ly of medi um chal lenge .  

Members of the organisation tended to be ig nored ,  pu n ished o r  crit ici sed 
whereas the  g roup  felt they · oug ht to be recog n ised and rewarded 
positively. They bel ieved that establ ishment of organisati onal goals shou ld 
be sh ifted f rom the top i n  order to be establ ished by g roup action  (except in  
crises) , and that downward commun ication was not accepted with sufficient 
open mi ndedness. There should be a sh i ft from decis ion maki ng most ly at 
the top to at least some scope for more decis ion maki ng to be done 
throughout the organisation .  The organisatio n  was not characte rised by 
sufficient warmth ,  t rust and suppo rt among its members and subord inates 
were not suffici ent ly i nvo lved in dec is ions  that related to the i r  wo rk. 
Cooperat ive team wo rk existed to some e xte nt but requ i red sig n if icant 
improvement .  There also needed to be a significant shift in resistance to the 
formal goals that were establ ished. 

TABLE 7,2 

SUMMARY OF ORGANISATION CLIMATE DATA AND ANALYSIS OF EXTREME SCORES 

"ACTUAL" DATA 

ITEM NUMBER 
S. C?fU.P 1 2 3 4 5 6 7 8 

1 OFFK:E DATA MISS ING FOR TH IS PARTICIPANT 
2 FIELD 4 3 3 1 1 5 6 6 
3 FIELD 7 5 2 1 2 3 2 7 
4 FIELD 7 2 2 1 2 4 6 7 
5 FIELD 6 6 4 4 4 4 5 5 
6 OFFK:E 5 5 3 3 2 4 5 4 
7 OFFK:E 3 3 3 3 3 5 3 2 
8 OFFK:E 4 5 5 1 5 7 6 6 
9 OFFK:E 4 3 3 2 4 3 5 6 
1 0 FIELD 6 5 2 3 2 1 2 6 
1 1 OFFK:E 6 2 3 5 1 4 2 3 
1 2 OFFK:E 6 2 5 2 3 3 4 4 
1 3 FIELD 5 5 5 3 2 4 2 2 

MEAN 5 . 2 5  3 . 8 3  3 . 3 3  2 . 4 2  2 . 5 8  3 . 9 2  4 . 0 0  4 . 8 3  
STD.DEV. 1 . 2 3  1 .  4 1 . 1 1 1 . 2 6  1 . 1 9  1 . 3 2  1 . 6 3  1 .  7 2  
t . 

3 . 3 6  0 .40 2 . 0 1  4 . 1 8 3 .9 7  0 . 1 9  0 . 0 0  1 . 60 
SIGN IF. 

p < . 0 1  NS NS p .< .0 1 p.<.01 NS NS NS 



TABLE 7.2.  (Continued) 

S. GO.P 

1 OFFCE 
2 FIELD 
3 FIELD 
4 FIELD 
5 FIELD 
6 OFFCE 
7 OFFCE 
8 OFFCE 
9 OFFCE 
1 0 FIELD 
1 1 OFFCE 
1 2  OFFCE 
1 3  FIELD 

MEAN 
STD.DEV. = 

t . 

SIGN IF. 

"ACTUAL" DATA CContinuedl 

ITEM NUMBER 
9 1 0 1 1 1 2 1 3 1 4 1 5 

DATA MISSING FOR THIS PARTICIPANT 
6 2 5 
5 3 6 
6 1 7 
6 4 5 
4 3 5 
5 5 2 
6 7 6 
4 4 4 
6 2 5 
2 4 3 
3 3 3 
2 5 3 

4 . 5 8  3 . 5 8  4 . 5  
1 . 5  1 . 5 5  1 . 4 4  

1 . 28 0 . 9 0  0 . 9 7  

N S  N S  NS 

3 
2 
2 
5 
2 
3 
1 
2 
1 
2 
2 
2 

2 . 2 7 
1 .  0 5  
5 . 68 

p . < . 0 1 

6 
6 
6 
5 
6 
5 
4 
6 
4 
2 
6 
7 

5 . 2 5  
1 . 3  
3 . 1 9 

6 
7 

6 
6 
6 
5 
7 

6 
6 
5 
5 
6 

5 . 9 2  
0 . 6 4 
9 . 9 5  

4 
3 
3 
5 
3 
3 
7 

4 
3 
4 
3 
6 

4 . 0  
1 . 2 9  

0 . 0 0  

p . < . 0 1  p . < . 0 1  N S  
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• Stude nts t-test for Single Sample : STATWORKS : Rafferty, N o rl ing,  Tamaru, McMath 
& M o rg an ste i n  ( 1 985) .  

C om parison of Column mean to scale mid-point. 
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TABLE 7.2. (Continued) 

SUMMARY OF ORGANISATION CLIMATE QATA ANP ANALYSIS OF EXTREME SCORES 
"!PEAL" PATA 

ITEM NUMBER 
S. GOP 1 2 3 4 5 6 7 8 

1 OFFCE DATA MISSING FOR TH IS PARTICIPANT 
2 FIELD 3 4 5 5 6 5 3 3 
3 FIELD 5 6 6 6 6 6 6 2 
4 FIELD 5 4 6 5 7 5 3 2 
5 FIELD 4 5 6 7 7 7 7 6 
6 OFFCE 4 3 5 5 6 6 3 3 
7 OFFCE 2 5 6 6 6 6 2 3 
8 OFFCE 7 5 7 6 7 7 7 7 
9 OFFCE 4 6 6 6 6 6 2 3 
1 0 FIELD 3 4 6 6 6 6 2 3 
1 1 OFFCE 5 6 5 6 6 5 1 2 
1 2 OFFCE 6 3 7 7 7 7 1 2 
1 3 FIELD 5 6 7 7 7 7 2 2 

MEAN 4 . 4 2  4 .  7 5  6 . 0  6 . 0  6 . 4 2  6 . 0 8  3 . 2 5  3 . 1 7 
STD.DEV. 1 . 3 2  1 . 0 9  0 .  7 1  0 .  7 1  0 . 4 9  0 . 7 6  2 . 0 9  1 . 5 7  
t . 1 . 0 6  2 . 2 8  9 . 38 9 . 3 8  1 6.29 9 . 09 1 . 1 9 1 .  75 
SIGN IF. NS p.<.05 p .< .01  p .< .0 1  p .< .0 1  p .< .01  NS NS 

"IDEAL" DATA IContjnuedl 

ITEM NUMBER 
S. GO..P 9 1 0 1 1 1 2 1 3 1 4 1 5 

1 OFFCE DATA MISSING FOR THIS PARTICIPANT 
2 FIELD 3 5 3 5 3 3 5 
3 FIELD 1 5 3 6 2 2 6 
4 FIELD 2 6 2 5 2 2 5 
5 FIELD 7 6 1 6 6 5 3 
6 OFFCE 3 6 3 4 3 3 5 
7 OFFCE 3 6 2 2 3 2 5 
8 OFFCE 7 7 6 6 6 4 5 
9 OFFCE 2 6 2 2 3 6 6 
1 0 FIELD 2 5 2 5 2 3 5 
1 1 OFFCE 1 6 1 5 1 3 4 
1 2 OFFCE 1 7 1 6 2 1 7 
1 3 FIELD 1 7 1 6 1 2 7 

MEAN 2 . 7 5  6 . 0  2 . 2 5  4 . 8  2 . 8 3  3 . 0  5 . 2 5  
STD.DEV. 2 . 0 5  0 .  7 1  1 . 3 6  1 . 4  1 . 5 7  1 . 3 5  1 . 0 9  
t . 2 .0 3  9 . 38 4 . 2 6  1 . 8 9  2 . 4 7  2 . 4 5  3 . 8 
S!GNIF. NS p.<.01 p .< .0 1  NS p.< .05 p .< .05 p .< .0 1 

• Students t-test for Single Sample : STATWORKS · :  Rafferty, Nor! ing,  Tamaru, Mc M ath 
& M o rganstein ( 1  985) .  

Comparison of  Column mean to  scale mid-point. 
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TABLE 713 

STVQENT'S I-TEST OF ACTUAL COMPARED TO !PEAL QATA 

ITEM NUMBER 
2 3 4 5 6 7 8 

t . = 1 1 8 9  1 1 8 4  1 0 1 4 1  1 0 1 0 1  1 1  I 9 1  4 1 7 3 1 I 1 5 2 1 6 4  
SIGN IF� = NS NS P<�001  P < � 0 0 1  P < � 0 0 1  P = � 0 0 1 NS P < � 0 5  

t-TEST ICootjouedl 

ITEM NUMBER 
9 1 0 1 1 1 2  1 3 1 4 1 5 

t . 3 1 63 6 1 3 8  5 1 4 8  4 1 8 8  3 1 7 5 7 1 3 3  2 1 3 9  
SIGN IFI P < � 0 1  P<� 001  P<� 0 0 1  P= � 0 0 1  P = � 0 0 1 P < � 0 0 1 P < � 05 

• Students t-test for Paired Sample : STATWOBKS : Bafferty, Norl iog, Tamaru, McMath 
& Mo rg aostei o  u �e:2l 
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FIGURE 7. 1  

PROFILE OF ORGANISATION CLIMATE DIMENSION M EANS OF ACTUAL AND IDEAL DATA 

Conformity is not 
characteristic of 
this organisation 

No responsibility is 
given in the organisation 

Standards are very low 
or n on-existent in the 
organisation 

Members are ignore d  
pu n ished o r  
criticized 

The organisation is 
d isorderly, confused 
or chaotic 

There is no warmth and 
support in the 
organisation 

+_ 
1 

+ � + + �s.\: 7 
+_+_;-,o + 
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FIGURE 7.1 . 

Conformity is very 
characteristic of  this 
organisation 

There is g reat e mphasis on 
personal responsibi lity in 
the organisati o n  

High chal lenging standards 
are set in the organisation 

Members are recognised 
and rewarded positively 

The organisation is well 
organisaed with clearly 
defined g oals 

Warmth and support are 
very characteristic of the 
organ isation 

PROFILE OF ORGANISATION CLIMATE DIMENSION MEANS OF ACTUAL AND I DEAL DATA 

KEY : 

ACTUAL 

IDEAL 0 ......................... 0 



FIG. 7. 1 (Continued) 

7 

8 

9 
1 0  

1 1  
1 2 
1 3 
1 4 
1 5  

Complete confidence is 
shown by managers & 
supervisors in their 
subo rdinates 

Subordinates ideas are 
always sought and used 
if worthy 

A great deal of 
co-operative team 
work exists 

Downward communic
ation is accepted with a 
great deal of suspicion 

Supervisors know very 
well the problems faced 
by their subordinates 

Decisions are made 
mostly at the top 

Subordinates are fully 
involved in decisions 
related to their work 

Organisational goals are 
established by group 
action (except in crisis) 

The re is strong 
resistance present to 
the formal goals which 
are established 

FUNCTIONAL DIMENSIONS 
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No confidence is shown by 
managers & supervisors in 
their subordinates 

Subordinates ideas are 
seldom if ever sought and 
used, even if worthy 

No co-operative team work 
exists 

Downward commu nication 
is accepted with an open 
mind 

Supervisors know little of 
the proble ms faced by their 
subordinates 

Decisions are made through
out and are mostly well 
integrated 

Subordinates are not in
cluded at all in decisions 
related to their work 

Organisational goals are 
issued by orders from 
the top 

There is little or no 
resistance to the formal 
goals which are established 

PROFILE OF ORGANISATION CLIMATE DIMENSION MEANS OF ACTUAL AND IDEAL DATA 

KEY : 

ACTUAL 
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7.4 .2 .  T IMELOGS 

Over 1 1 6 ,000 m inutes of work were analysed and from these,  twenty-two 
major categories of acti vity we re ident i fied ,  i nco rporat ing subcategori es  of 
activity (see Table 7 .4 for these categories) . These were expressed in t e rms 
of the perce ntage of the g roup's t ime that each category represented.  For  
each i nd ividual a chart was produced wh ich i nd icated the categ o ri e s  to 
which the i nd ividual cont ributed and the percentage of h is/her  t i m e  th i s  
took. Examples o f  one  ind ividual's t ime log data and the  co l lective t i me log 

data are i ncluded as Tables 7.5 and 7 .6 respectively. Table 7 .5 shows, for 
example , that Part ic i pant #6 contri buted to 1 0  of the 22 categ o ri e s  of 
activity .  She was mostly invo lved in  hand l i ng general enqu i ries ,  carry i ng 
out market i ng  and pub l ic  re lat ions act iv i t ies (such as represent i ng  the  
sect ion at Trade Shows) , and the execut ion of  gene ral office work .  She  
recorded 1 0 .3% of  her  t ime as wasted t ime .  

Activiti es as l isted i n  Tab les 7 .4 ,  7 .5 and 7 .6  are rank o rdered fro m  top to 
bottom in  terms of the proportion  of total g roup t i me they represented. Table 

7 .6  i nd icates t hat over 60% of the  g roup's  t ime was spent o n  b i l l i ng 
customers for p roduct usag e ,  const ruct ion  of  product supply systems ,  

t rave l l i ng  i n  and  maintai n i ng veh ic les ,  g e n e ral off ice work and report 
writ ing , and appl iance instal lat ion i nspect ions .  1 0% of the g roup's t ime  was 
recorded as wasted t ime and leave . 

The major outcomes of the Timelog exe rcise were : 

For five of the g roup members the process of do i ng t imelogs 
exposed major misperceptions of the i r  work commitments and as a 

consequence these five people vo l untarily began to chang e  the i r  
approach to  the i r  work wh i le the  project was i n  progress. 
The t ime wh ich cou ld be considered "down t ime" (wasted t ime ,  t rave l 

i n  vehicles, sick and annual l eave and attending confere nces ,  
semi nars) constituted about a quarter of the g roup's total t i me .  
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Some of the categories had p reviously been subjectively reported by 

participants as excessive workload demands. Fol lowing the 

objectivity of the t imelog exercise , these tu rned out to in fact 
represent neg l ig ible proportions of t ime (for example , loading data 

onto the department's Personal Computer) . 

7.4 .3 .  JOB D ESCR IPTIONS . 

Th ree to fou r  months fo l lowi ng the  commencement of the  p roject the 
i nvestigato r was requ i red by the  c l ient to p roduce rewritten Pos i t ion 
Descri pt ions for each me mber of the g roup p lus  fou r  others i n  a s i mi lar 
off ice u nder  h i s  j u ri sd ictio n  (the second office was not i nvo lved i n  the 
i nte rvent i on  but staff t he re occup ied s i m i lar  posi t i ons  to fou r  o f  the 
department u nder analysis ) .  By th is t ime staff tu rnover and recru i tment 
act iv i t ies had swe l led the n u m be rs i n  t he  o ri g i na l  g roup  and i t  was 
necessary to write a total of e ighteen Posit io n  Descri ptio ns .  The u se of 
time log material and Rep Test procedures to supplement a Job Descri ption 
i nterview, enabled qu ick product ion of clear and succi nct descri ptions. 

There was another impo rtant outcome from th is .  The i nvestigator was able 
to draw up a f low diag ram or model that represented the operation  of the 
g roup .  Th is model i s  i nc luded as Figu re 7 .2 .  lt commences with sales and 
marketing activities ai med at gai n i ng approval to estab l ish a p roduct supply 
system .  lt then proceeds th rough creation of the system ,  fu rt her marketi ng 

and promoting of the product ,  actual supp ly of p roduct to customers ,  b i l l i ng 

of customers fo r product use,  receipt of thei r payments before enteri ng data 

i nto the the  i nternal co rpo rate accounti ng and adm in ist ration systems .  
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TABLE 7.4 

Categories of work identif ied from Time Logs and Activities incorporated i n  each 
category 

2 

3 

4 

5 

6 

7 

8 

CATE.G:Rf ACTIVITIES 

B i l l i n g  I n ternal B i l l i ng enqu i r ies 

Establ ishment of 
product supply 
systems 

Veh icles 

General office work 
and reports 

Appl iance 
insta l lat ion 
& inspection 

Wasted Time 

Leave 

Sales, Marketing , 
Promotions & 
Publ ic Relations.  

Product Transmission B i l l i ng 
Fil ing and product use calcu lations 
Bi l l ing changes and corrections ( ie Customer detai ls) 
General Bi l l ing and invoices 
Receive, receipt & bank incoming payments 
Debtor monitoring and supply d isconnection notices 
Process readings of product use, input data and check 
Readings of product use 
New customer processing & load onto Bi l l ing system 
Metering reports and meter test letters 

Contractor superv is ion 
P lanning and programming 
Construction _  paperwork & recording 

Trave l l ing t ime 
Vehicle maintenance 

Liaise with & assist co l leagues ( i ncludes 
staff meetings) 
F i l ing (exc lud ing B i l l i ng  fi l i ng )  
Accounts & Fleetcard 
Correspondence & mai l  p rocessing 
"Paperwork" & reports 
Miscel laneous (eg . t idying , telephone account ,  t ime 
costing to other departments, telephone cal ls, and 
other general office work) .  

Process work perm its 
I nsta l lation inspections 
Instal lation enqui ries and plann ing 
Investigation of instal lation faul ts & complaints 

Wasted time includ ing unnecessarily wastefu l veh icle 
maintenance 

Annual Leave 
Sick Leave 
Bereavement Leave 

Sales, marketing,  P .A .  and attending Trade Shows etc . 
Special Savings schemes(DiscounVcoupons) 



TABLE 7.4 (CONTINU ED) 

RANK CATEG:RY 
�--- --------------

9 Estimates 

�--- ------------- -

1 0 General Enqui ries 
(exclud ing B i l l i ng · 

e n q u i r i e s )  

r--- --------------
1 1 Th i rd Part ies 

r--- --------------
1 2 Stores & Materials 

�--- --------------

1 3 Measu re -ups for 
s upp ly  

r--- --------------

1 4 System 
Performance 
Evalu at ion 

�--- --------------
1 5 T ra i n i ng 

r--- --------------
1 6 Contracts 

r--- ------ --------
1 7 Station work 

---- --------------
1 8 New & pospective 

customers( G e nera l )  
---- --------------

1 9 Local Authori t ies 
---- --- -----------

2 0 P.C.  Work 
---- - --- ----------

2 1 Customer  supply 
---- --- -----------

2 2 I ncidents 
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ACTIVITIES 
------------------------------- --- ----

Prepare estimates 
Process estimates and acceptances 
----------- ---------------------------
External enquiries of a genera l  kind from the public 
Internal enquiries (Eg .  to and fro field and office staff 
Debtor queries 
Creditor queries 
----------- ------------------------ ---
I n to .  re. product supply network 
General lia ison 
Work permits and Site instructions 
------- ----------- ---------------- ----
Collect materials from stores 
Issue materials to contractors 
Purchase, specify, schedu le and maintain stock 

----------- ----------- -------- -- ------

Measure up for supply and recording of supply system 

------------------------------- -------

System performance evaluation 
System maintenance tests and checks 
Technical investigations 
--- ---- ------------------------ -------
Training & Attendance at seminars 
--- -----------------------------------
Prepare contract documents 
Progress and retention claims 
Contractor l iaison 
---------------- -- -- -- --------- -------
Station maintenance and modification 
Station maintenance programmes & procedures 
Station checks 
--- ----------- ------------------ - - ----
Enqu iries & l iaison 
Process applications 
---------------------------------- ----
Local Authority notifications & l ia ison 
--------------- ---------------- -------
I nput of database onto P.C.  
--- -----------------------------------
Establ ish,  d is-establ ish & re-establ ish of s upply 
--------------------------------------
Callouts to incidents, e mergencies. 
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TABLE 7.5 

Individual Time Log Analysis : Example Office Worker 

NAME : Example: Office worker : Participant #6. 

You r  ind iv idua l  t ime log analysis represents a total of 1 0900 minutes (5 weeks) ,  
broken down as fol lows : 
---- r--- ----------- --------------------�---------� --------

CATE<rA'{ MINUTES % OF TIME 

B i l l i n g 1 3 5 1 . 2  
----,----------------------------------�---------�--------

2 Establ ishment of product supply systems 0 0 
----r----------------------------------�---------�--------

3 Veh icles o 0 
----�----------------------------------�---------�--------

4 General office work and reports 1 9 0 0 1 7 .  4 
----r----------------------------------�---------�--------

5 Appl iance instal lation & inspection 0 0 
----r----------------------------------�---------�--------

6 Wasted Time 1 1 2 5 1 0 .  3 
----r----------------------------------�---------�--------

7 Leave 9 0 0 8 . 3 
----r----------------------------------�---------�--------

8 Sales, Marketi ng, Promotions & Publ ic Relatione  1 9 8 0 1 8 .  2 
----r----------------------------------�---------�--------

9 Esti mates 7 2 0  6 . 6  
----�----------------------------------�---------�--------

1 0 General Enquir ies (excluding B i l l i ng enquir ies) 2 2 8 0 20 . 9  
---------------------------------------�---------�--------

1 1 Th i rd Parties 0 0 
---------------------------------------�---------�--------

1 2 Stores & Materials 0 0 
----r----------------------------------�---------�--------

1 3 Assessments for supply 0 0 
----r------------------ ----------------�---------�--------

1 4 System Performance Evaluation 0 0 
----r----------------------------------�---------�--------

1 5 Tra i n i ng 0 0 
----r----------------------------------�---------�--------

1 6 Contracts 7 9 5 7 .  3 
----r----------------------------------�---------�--------

1 7 Station work 0 0 
----r----------------------------------�---------�--------

1 8 New & prospective customers (General) 5 5  5 5 .  1 
----r----------------------------------�---------�--------

1 9 Local Authorit ies 0 0 
----r----------------------------------�---------�--------

2 0  P.C .  Work 5 1 0 4 . 7  
--- -r-------------------------- --------r- - - - - - - --�--------

2 1 Customer supply 0 0 
----r----------------------------------�---------�--------

2 2 I ncidents 0 0 

TOTAL MINUTES 1 0 , 9 0 0  
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TABLE 7.6 

Cateoorjes of work . Time spent on each cateoory & Principle group jnyoved in each . 

r-RANk --------�CATEc3oRv ____ MIN"ufEs ___
_ Yo

-OFTIME
-- PRiNciPLE-GROUP 

B i l l i n g  1 7 9 8 0  1 5 Bi l l i ng & office 
staf f  

�2-- Es�b�shmenTatpmduct---�6540 ____
__

___
_ 14-- En�ne��9�FT�a 

supply systems staf f  

f-3-- vehicies ______________ �4175 _____ -----12-- E:nQine��9�Fiela 
staff 

�--- ------ --------------�- --------�-------- - ------------4 Genera l  office work and 1 4 0 3  0 1 2 Al l  staff 
rep o rts -5-- AppliariceinsiailitiOn _____ f-99oo------r-----8--- lnsialialion _____ _ 

& i nspection I nspectors 

---- --------------------�---------�-------- -------------6 Wasted Time B 0 0 0 5 Al l staff -7-- L8ave ________________ 5580------�----4--- M�ce��eaus __ _ 

-8-- sa����ket�g�Promo;on-�560------�----3--- �stii�Tion ____ _ 

& Pub lic Relations. I nspectors 
Office staff 

---- ------------------------------r--------- -------------9 Estimates 14 0 3 5 3 Office staff 

---- - - - - - ---------------�- - - ------r--------- -------------1 0 G eneral Enqui ries (exclude 13 3 7 0  2 Al l  staff, 
B i l l i n g  enqu ir ies)  specia l l y  

Office staff 

�--- --------------------r----------r--------- -------------1 1 Th i rd Parties p 1 7 5 2 Engineering , F ie ld 
staff  

f-12- stc>res&-MateriaiS _______ �685 ______ -----2--- E:nQineer�g�Fiela 
staff  

f---- --------------------r------------------- - ------------1 3 Assessments for supply 2670 2 Eng ineering ,  F ie ld 
staff f-14- sy5tem-P��rman�------f-2s2o __________ 2 ___ E:n�neer�9-5taff-

Evalu at ion 

f-15- rr�n�-g--------------�085 ___________ 1 __ _  M�ce�aneous __ _ 

�16- contracts-------------�2o7o-----r----1--- M�ce��eaus __ _ 

�17- st"�itian-w-Oi-l<-----------;--g-g5------�----1--- E:n�ne��9�FTela 
staff  

f-18- New-&prospeC.�e-------1335------r------1--- off�e5Taff&-Fi8ic 
custo m e rs(Genera l )  S uperv isor  
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TAB LE 7.6 (Continued ) .  

r19- Local-Authorities _ _ ______ �85-------,----0�5-- Field-&office-stat 
r--- - - - - - - - - - - ----------�---------�- - ------ -------------

2 0 P.C. Work � 1 0 0 . 4 Office staff 
- - - ------- - - -

Field staff 

TOTAL MINUTES 1 1 6. 1 1 5  
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OPE R ATI O N A L  MODEL 
VERSION : 0.2 

ltHEB�AL 
I GENERAL OFFlCE AND PAPER WORK I 

ALL DE�ABIMEtU EIELD A�D E�Sm:iEEBI�� 
llAf..E llAff IJI••••••••ooooo 

Sales, marlleting & 
Public Relations to 
encourage use of product 

+ 
Uaise with new 
prospective & existing H I ·•11··········· 
customers : Open Assessments for supply 
customer file. I 'Go ahead' given for 
construction of supply 
system t Staff • .. training to 

Supervision of Have materials 
improve 

contractor to ensure available & issue ''"" 
per· 
formance 

job done prope�y & for construction, & keep up 
ensure integrity of connection and 
system maintenance 

with the 
times 

J 
Commission and maintain integrity of system: 
Station worll and checks; liaison with Local 
Authorities; supervise Third Parties; 
system evaluation and anend incidents. 

• I lr1:1E �BOQ!,!CT SUPPI.Y SYSTEM t 
roduct supply system exists I l Product is available and supply 

uninterrupted 

�· y 
· • 1 1············ ' 

�nspects new & additional installations; & commissions customer system 

A��LIM:l�E lt:lSIALLAIIQ� I�S�E�IIQt:l 
li!ILI.IN!;! 

Reading of customer product use I t I Billing of customers for their product use; receive & bank payments I 

FIGURE 7,2: MOOEL OF WORK GROUPS OPERATION. 
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7.4 .4 .  COGN ITIVE MAPS 

The ful l set of e lements and constructs el icited th rough Reperto ry test , h ave 
bee n i ncluded as Appendix II. 2 .  Some projects and constructs have been 
altered s l ightly to mai ntai n the  anonymity o f  the  o rganisation i nvolved. 

Cogn itive maps were produced for al l  part icipants who had engaged in the 

Rep. test and ladderi ng exercises and these cognitive maps are i ncluded as 
Appendix  I I .3 .  The cogn it ive map fo r Part ic ipant #6 has been i ncluded i n  
the Resu lts section as  an example (see Figure 7.3) . Some maps were qu ite 
s imple in st ructure, whi le others were very complex and co nvo luted with 

many and i ntersecti ng l i nkages. The more si mp le cogn itive maps appeared 
to belong to those partici pants who had a bette r u nderstand i ng of t he  

department's fu nctio n  and  who as  a consequence were ab le  to m ake 
re lat ively o bject ive work re levant responses .  The more comp l icated 
cog nitive maps see med to be long to less mature and less experi enced 

participants whose respo nses we re i nd icat ive of pe rsonal  i ssues rather  
than department issues. 

Content analysis of these cognitive maps to p roduce a com mon mode l  was 

in it ial ly attempted fo l lowing the procedu re reported by Stewart and Stewart 
( 1 981 , p .  50) but became an ove rwhe lm i ng task. The n u mber  of  varied 
responses from the group made this a cumbersome and t ime consu m ing  
procedu re .  l t  led, howeve r, to the ident i ficat ion of approx imately twe nty 
categories of respondi ng ,  or  factors important to construal of the ope ratio n .  

These factors ranged from such th ings as  t he  perceived i mportance of the 
company's su rvival, and it's need to gain revenue ,  throug h to express ions 
of  perso na l  va l ues  and psycho log ica l  we l l be ing  (fo r examp le , job 

satisfaction and se lf-esteem).  

Despite th is categorisat ion process their remai ned too much i nformat ion  to 
successfu l ly content analyse and formu late it i nto a valid common model .  I n  

other words ,  i t  was easi ly possi b le t o  do a frequency count  of  s i m i lar 
responses but the i mpl icative l i nks between these were so diversif ied from 

i ndividual to i ndiv idual that they became i ncomprehens ib le .  A co m plex,  
difficult to fol low model was not l ikely to be acceptable to e i ther the c li e nt or 
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h is  staff. Yet , subjective ly, the i nvestigator was aware of a common th read 
that ran t h rough the i ndividual cogn itive maps.  

At t h is point the i nvestigator reverted back to H i nk le's ( 1 965) emphasis  that 
a construct is defi ned by both that which i s  supero rd inate to i t ,  and that 

which i s  subo rdi nate to it .  Each i ndividual ladder that th readed th rough  

i ndividual cogn itive maps was therefore col lapsed to  become a th ree-part 
o r  th ree-rung ladder. The upper th i rd expressed the supero rdi nate leve ls ,  
the middle th i rd expressed the middle order const ructs and the lower th i rd 

was an expression of the subordinate behaviou ral leve l of the system.  The 
middle o rder  constructs often represented core constructs i nto which a 
number  of subord inate impl icat ions led , before conti nu ing upwards to one 
o r  more supero rd inate impl ications .  From th is  i t  was also possible to  reduce 
each l adde r to a s ing le summary sentence which took the form " The 
supero rdi nate leve l is  i nf luenced/achieved by the  middle o rder l evel and 
th i s  i s  characterised o r  ach ieved by the subo rdi nate co nst ructs" .  An 
example of  th is :  " I ncome of company revenue i s  depe ndent upon g ood 
publ ic re lations which is  characte rised by attendi ng to customers prompt ly 
and attendi ng to people issues ahead of e ng i neering o r  system issues . "  
Tab le 7 .7 i s  an expression of  Part icipant #6 's  cog n it ive map presented 
verbally i n  this fash ion .  

Frequency cou nts of each level of  the three-part ladders made fo rmu lation 
of a common "cogn itive map" o r  model a simple and quick task. l t  was then 
possib le  to go th roug h each i ndividual's cog n itive map and h i gh l ight the  
imp l icative l i nks that had contributed to the common view (see for example 

Figu re 7 .4) .  l t  was reasoned fol lowi ng Eden ( 1 978) that th is  shou ld go  some 

way to faci l itati ng in each i ndividual a sense of ownersh ip  of the common 
mode l ,  a sense wh ich hopefu l ly cou ld be rei nforced at a g roup workshop .  
The team cognitive map is i ncluded as Figu re 7 .5 .  When reading th is map, i t  
shou ld be noted that the th ickness of  the l i nes  represent i ng both content 

boxes and l i nkages ,  represents the deg ree to which the  content and/or 
l i nkage were shared with i n  the g roup. The th icker the l i ne ,  the g reater the 

number  of team members who contributed to it .  The actual pri nt used to 

fo rm the l ines (whether  solid l ines , dotted l ines or hatched l i nes)  means 
noth ing i n  and of itse lf. Di fferent pr int was u sed to enable the reader  to 
accurately fo l low l ines where they i ntersected with other  l i nes. 
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TABLE 7.7 

EXAMPLE OF REDUCTION OF IND IVIDUAL COG N ITIVE MAP LADD E RS 

TO TH REE RUNGS, AND SAMPLE STATE MENTS GENERATE D  FROM 

THAT REDUCTION . 

NAME : EXAMPLE (OFFICE WORKER) 

1 .  
JOB SATISFACTION 

I 
WORK ATMOSPHERE ,  ENVI RONMENT 

I 
COOPERATIVE INTERACTION AND 

OFFICE MANAGEMENT 

"J o b  s at i sfact i o n  i s  ach i e ved  t h ro u g h  a p o s i t i v e  w o rk 
env i ro n ment/atmosphere ,  w h ich i s  character ised by i nt ra-depart m e nt 
cooperative interact ion and g ood office management". 

OR : 

" Posit ive work atmosphere is one where job satisfacti on i s  ach ieved by 

intra-department cooperat ive inte raction and good office management" .  

2. 

QUALITY IMPROVEMENT 

I 
DO BETIER THAN IN  THE PAST 

I 
FUTURE ORIENTATION 

"Qual ity improvement is ach ieved via a future o rientat ion whereby you t ry to 
improve on past performance"/ 



Table 7 .7  (Conti nued) 

3. 
WORK PRIDE 

I 
QUALITY IMPROVEMENT 

I 
ACCURACY 

1 6 1 

" Work p ride is  i nf luenced by qual ity improvement which i nvolves improved 
accu racy in office procedures" . 

OR : 

"Qual ity i mprovement means e nhanci ng work p ride th rough accu racy i n  

office p rocedures".  

4. 
COMPANY SURVIVAL 

I 
PUBLIC RELATIONS 

I 
WORK ETH IC : WORK HARD AND 

EFF IC IENTLY FOR CUSTOMERS BENEF IT 

"Co mpany su rv ival i s  ach ievable through  pub l ic  re lat ions .  These are 

characteri sed or affected by i ndividuals worki ng hard to benefit customers". 

OR : 

"Publ ic re lations is  defi ned as ach ieving company su rvival by worki ng hard 
for the benefit of customers". 



Table 7 .7 (Conti nued ) 

5. 
CREDIB ILITY,  INTEGRITY 

I 
WORK ETH IC 

I 
PRIORITISE DEADLINES 

1 62 

"Cred ib i l ity is ach ieved through the "work hard" ethic, which i s  characterised 

by prioritis ing deadli ned work and i ndeed , meet ing dead l ines" .  

OR : 

"The "hard work" ethic i nvolves en hancing you r  credi b i l i ty by p rioriti s i ng 
dead l i nes and by meeti ng those deadl ines" . 
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7 .4 .5 .  D I FFERENCES BETWEEN F IELD STAFF AND O FFICE STAFF. 

There were no differences between field staff and office staff in respondi ng 
to t he  Organisat ional Cl imate Questionnai re .  Students t-test d id reveal one 

item that approached s ignif icance (Fie ld mean = 5 . 1 7 , Office mean = 3.83,  
t=2 . 1 7 , df=5,  signific. : p=0 .081  ) . This item related to supervisors' knowledge 

of t he i r  subord inates' proble ms .  The fie ld staff felt that superviso rs' knew 
relat ively l itt le about their prob lems whereas office staff fe lt that superviso rs 
had a fai r knowledge of their  p roblems. 

Eig htee n  content areas were ident i fied from the co l lective cog nitive map .  
These were analysed for frequency of  field staff versus  office staff for havi ng 
contri buted to each category .  These categories and Ch i -square analysis of 
resu lts are shown in Table 7 . 8  and as can be seen ,  some differences 
between  f ie ld staff and office staff were evident. E ighty percent of the f ield 
staff responded on a construct whereby they placed a loadi ng of importance 
on work emanating from the office , whereas no office staff responded in th is 
fash ion .  E ighty percent of f ie ld staff also referred to the importance of self
esteem ,  wh i le  none of the off ice staff made th is reference .  A l l  of the office 
staff's cogn it ive maps contai ned a response re lat ing  to the  work social 
envi ron ment or atmosphere. None of the fie ld staff p roduced a construct of 
this type .  Al l  but one off ice worke r refe rred to the impo rtance of the 
Com pany's su rvival , wh i le  o n ly one fie ld worke r did so .  Seventy-one 
percent of  the office staff made some reference to qual ity i n  performance , 

compared to no s imi lar references from f ie ld staff. Fifty-seven percent of 
office staff spoke of productivity and the eth ic of hard work and effort .  Agai n ,  
no  fie ld  staff responded i n  th i s  fash ion .  A l l  but one f ie ld worker referred to 
obey ing  authority , compared to on ly one off ice worker . 

lt is i nteresti ng to note that one common construct ,  "Specific one-off projects 
vs. rout i ne  programmed work" , had reversed priority load ing for office and 
f ie ld staff. One set of office based respo ndents stated as a p riority "Do 

program med routine work ahead of one-off projects" whi le i n  d i rect contrast 

eng ineeri ng fie ld staff stated as a priority "Do the specif ic one-off project 
ahead of the general 'same for everyone' job". 
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TABLE 7.8 

COMPARISON OF FIELD STAFF AND OFFICE STAFF CQGNITIVE MAP CONTENTS 

CONTENT CA TEGOBY TOTAL FIELD OFFCE CHI-SQUARE 
GO.P STAFF STAFF 
N = 1 2 N=5 N=Z 

Freq . o;o Freq . o;o F req.  o;o x2 SIGN IF. 

1 .  INCOME, REVENUE 1 0 8 3  4 8 0  6 8 6  0 . 0 7  NS 

2.PUBLIC RELATIONS/IMAGE 1 0 8 3  5 1 0 0  5 7 1  1 ' 7 1  NS 

3. CUSTOMERS, BUSINESS 1 0 8 3  4 8 0  6 8 6  0 . 0 7  NS 

4. RESOURCE USE : TIME 9 7 5  4 8 0  5 8 1  0 '  1 1  NS 

5. WELLBEING FACTORS 9 7 5  4 8 0  5 7 1  0 '  1 1  NS 
- JOB SATIS FACTION 5 4 2  2 4 0  3 4 3  0 . 0 1  NS 
- SELF ESTEEM 4 3 3  4 8 0  0 0 8 . 4 0  P < . 0 1  
- PERSONAL PROBLEM 8 0 0 1 1 4  0 .  7 8  NS 

6. COMPANY SURVIVAL 7 5 8  2 0  6 8 0  5 . 1 8  P < . 05 

7. WORK SOCIAL ENVIRONMT 7 5 8  0 0 7 1 0 0 1 2 . 0 0  P < . 0 0 1  

8. NATURE OF WORK OR 7 5 8  4 8 0  3 4 3  1 . 6 6  NS 
PROJECT 

9. OBEY ANCE TO AUTHORITY 5 4 2  4 8 0  1 4 5 . 1 8  P < .05 

1 0. RESOURCE USE & 
AVA I LABI LI TY: 5 4 2  3 6 0  2 2 9  1 ' 1  9 NS 

1 1 .  QUALITY , STANDARDS 5 4 2  0 0 5 7 1  6 . 1 2  P < . 05 

1 2. THE HARD WORK ETHIC 4 3 3  0 0 4 5 7  4 . 2 9  P < . 05 

1 3. PRODUCTIVITY 4 3 3  0 0 4 5 7  4 . 2 9  P < . 05 

1 4. IMPORTANCE OF WORK 
ORIGINATING FROM 
()=I=CE 4 3 3  4 8 0  0 0 4 . 2 9  P < . 0 1  

1 5. PRODUCT SUPPLY AN D 
AVAI LABILITY 3 2 5  2 0  2 2 9  0 '  1 1  NS 

1 6. WORKLOAD 3 2 5  2 0  2 2 9  0 .  1 1  NS 

1 7. BUSIN ESS/OFFICE 
PRACTICES 3 2 5  0 0 3 4 3  2 . 8 6  NS 

1 8. PERSONAL DEVELOPMENT 3 2 5  2 4 0  1 4 1 . 0 2  NS 
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Table 7 .8 (conti n ued) 

Notes:  Source of Chi -sq ua re analysis, mu lti-sample : STATWORKS™ (Rafferty, N orl i ng ,  
Tamaru,  McMath, & Morganste i n ,  1 985).  

Degrees of freedom = 1 . 

S ou rce of degrees of freedom formula and Chi-squ are crit ical values : Friedman 
( 1 9 7 2 ) .  

Whi le not a difference between field workers and office workers , a const ruct 
shared by a number of participants took a "People vs. Thi ngs" form . Th i ngs 

i nc l uded mate rials , equ ipment ,  eng ineeri ng  work and syste ms .  l t  is  
i nte resti ng to note t hat i n  response to th is  const ruct some part ic ipants 
p laced people i ssues as a priority ahead of deal ing with th ings ,  whi le othe r  
respondents produced the  reverse ; stat ing that deal ing with th ings was a 
priority ahead of deal ing with people . 

7 .4 .6 .  PROJECT EVALUATION QUESTIONNAIRE. · 

O n ly 9 of  the 1 5  workshop  attendees retu rned the  project evalu ati o n  
quest ion naire .  Of these o n ly 6 had been invo lved in  the exercise from 
beg i n ni ng unti l completion of the workshop. The d ata f rom the evaluat ion 

was subject to Chi -square analysis to compare actual frequency counts with 
expected counts (see Appendix II . 1 for an i ndicat ion of  freque ncy counts 

and responses) .  Al l  but one of those who responded felt that the pu rpose of 
the i r  operat ion had been  clarified (x2= 5.44 ,  df= 1 , s ign ificant p .<0 .05) .  The 

one neg ative respondent c laimed that he had a l ready been fu l ly aware of  
the pu rpose before the project commenced. When considered in  the context 
of  all partici pants , 53% of them felt the purpose of the i r  operation  had been 
clarif ied , but th is  resu lt d id not achieve sig nif icance . Seven respondents 
( re presenti ng 47% of the total numbe r  of partic ipants) repo rted that as a 
function  of the exercise , they looked forward to bette r re lationsh ips ,  with in  a 

department that funct ioned better and which p rovided a better se rvice 
( X2=8.66 , df=2 , p .<0 .05 ) .  S even respondents reported that the i r  personal 
"cogn itive map" had been useful as either a good dep ict ion of thei r thoughts 
or as a means of clarification  for them (X2=8.66 ,  df=2 ,  p .<0 .05) .  Fo r two 

respondents th is item was not applicable ,  since they were newcomers who 
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had not completed th is  part of the procedure. Hence a l l  respondents fo r 

whom th is item was applicable reported that it was usefu l .  

I n  concl us ion therefore ,  for those app l icab le ,  t h e  cogn it ive map models 
were usefu l .  Of those who responded : there was a s ign i f icant positive 
expectat ion about the future of the g roup, and the exercise had clarif ied the 

purpose of thei r department's operation .  

7 .4 .7 .  OBSERVATIONS. 

In addit ion to data co l lected objective ly, the partic ipant-observat ion type 
ro le of  the investigator enab led identificat ion of other noteworthy mate rial .  

l t was possib le to identify seven members of the g roup who appeared to 
p lay a central ro le  in the prob lem. The remai n i ng  members of the g roup 
became i nextricably drawn into the diff icu lties of  these seven key p laye rs .  lt 
was the work envi ronment of the non-central players that was affected 
however, and it was the non-ce ntral p laye rs who appeared to experie nce 
the general ised low mora le .  lt was i nte resti ng therefo re to analyse the 
acti ons  of the seven key players .  The fo l lowi ng represents a brief case 
study,  prepared by the i nvestigator on the  basis of c l i n ical rather  than 
formal ly objective analysis .  

Part ic ipant 1 fai led to participate in  parts of the p roject. For i nstance h is 
Time log and Organ isatio nal C l i mate data was miss i ng .  Reports f rom h is 
staff and other  obse rvers indicated that i n  the workplace he was also a non
partici pant. He was an outsider to the rest of the g roup .  

H is  cog nitive map i ndicated that h is i ntentions  at work were adm i rab le .  1t 
i l l ust rated a c lear understand ing of the sect ion 's  fu nctio n i ng  and the i r 
commercial needs. He was h owever a you ng and i nexpe rienced manager ,  
th rust i nto the role by vi rtue of  h is eng ineeri ng qual i fications ,  rather than on  
the  basis o f  manageria l  or  supervisory abi l ity. He was coping with nei ther  

the expectat ions of h is  staff , nor h is  own se lf-im posed expectations  as 

expressed in h i s  cognit ive map.  In the  face of th i s  ro le conf l ict and ro le 
overload,  he tended to NaQ1 to h is staff rather  than respond professional ly .  
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Accord ing  to  t he  c l ient ,  however, Participant 1 was apparently performing 

quite satisfactori ly from a commercial pe rspective. lt i s  the  opin ion o f  the 

i nvest igator  t hat Partici pant 1 was aware of  h i s  i nadequacies ,  even if 
subconscious ly ,  and that some of h i s  problem behaviours were , in effect, 
cri es fo r h e l p .  He was out of h i s  dept h ,  expe rienc ing  ro le  over load ,  

experi enc ing severe stress and wait ing for h is  sen ior  managers to  come to 

h i s  rescue .  U nfortunate ly ,  the sen ior  manage rs were not receiv ing h is  
s igna ls .  The i nvestigato r reco mmended to the c l ient that Part ic ipant 1 's 

responsib i l it ies  s hould be reduced. Th is was done and almost a year afte r 
the project had concluded, at a chance meeting , Participant 1 in fo rmed the 
investigator that the downsizi ng had been beneficia l .  l t  had g iven h im t ime 
and s pace in wh ich to reflect on  h is inadequacies ,  and h ad provided h im  
with t he  psycho log ical capacity t o  actual ly admit to those i nadequacies and 
that he  had been out of his depth .  

Partici pant 6 wanted to  manag e  he r  manager  and seemed to  have an 
i nf lated percept ion of  her  abi l ity and her  status .  She  tended to  u nderm ine  
Participant 1 's authority in passi ng orders to fie ld staff. The f ie ld staff in  turn , 
reported to the i nvestigator that her instruct ions were f requently contrary to 
those of Partici pant 1 .  Her  cognitive map appears to hold admirab le ,  we l l  
reasoned l i nes  of  thought .  However the production  of th is cog nit ive map 
rather  su rpr ised the i nvest igator  s i nce , i n  the workplace , Part ic i pant 6 
tended to behave in  a manner  which was almost the di rect converse of the 
sent iments expre ssed i n  the cognitive map. Th is  was a good demonstrat ion 
of the  notion t hat people do not necessari ly act in accordance with the i r  
stated i ntent ions o r  attitudes. 

The fou r remote fie ld staff produced an "obey authority" construct .  At the 
el icitation  works h op it became clear to the invest igator that these fou r  staff 
had a fai r ly c lear  u nderstandi ng of the  commercial  needs of the  smal l  
commu nit ies t hat they served. They were frustrated with a lack of  sen ior  
manag ement d i rection  and authority to p roceed with new work (another  
example of  ro le conf l ict ) .  They vi ewed the i r  d i rect jun ior  manager  as a 

member of that sen ior  management team and vented their frustrat ions on  

h im .  The i r  f rustrations stemmed from a lack o f  t ru st and  a general lack o f  

respect for authority. I n  response ,  they tended to engage i n  o ne-up-man
ship game-play ing with their manager. They wou ld set h im up, and when he 

faltered ,  would take g reat del ight in letting other  people know. 
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I n  summary , the  central prob lem seemed to i nvo lve a triangu lar conf l ict 

between Participant 1 ,  Part ic ipant 6 ,  and the group  of 4 remote f ield staff. 
The fie ld  staff were frust rated with and had deve loped a m istrust of the 
off ice .  Th is  main ly consisted of a poor re lationsh i p with both Participant 1 
and Participant 6 .  Participant 1 was not coping and in  the midst of th is , the 
fie ld staff and Participant 6 were maki ng h is  l ife a misery. 

Participant 1 2 , who produced a cognitive map notable for its complexity and 
lack of matu rity , was the catalyst for f lai r-ups .  Rather than  s i nki ng i nto 
despai r, and gett ing on with the job,  as d id other staff, Participant 1 2  tended 

to expose the problems. She  contributed to the problem i n  that she took 
s ides with Part ic ipant 6 ,  and i n  some i nstances became Participant 6 's 
pawn for making g rievances heard. 

I n  v iew of these observations ,  and i n  hi ndsight, i t  i s  a pity that fu l l  g rids were 
n ot completed . With such data more definit ive statements may have been 
possi ble regarding these seven central f igures. 
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A stated aim of the present project was to explo re the use of Ladderi ng 
p rocedu res to e l ic i t  i nd i vidua ls '  cog n it i ve maps co ncern i ng  t h e i r  
perceptions of the i r  work ro le and work place and t o  extend th is to explore 
t he  u sefu lness of  these p rocedures i n  e l i c it i ng  the co mmonal i ty of  

const ructs with in  a g roup. The i ntent was to capture the ex ist ing cu l ture 
and make it expl icit for all to see .  As ind icated i n  the Resu lts section ,  the 

enorm ity of the content analys is  problem appeared to be the major  d raw 
back with the method especial ly when the practit ioner  was requi red to act 

qu ickly and efficiently in the face of t ime and resou rce constraints. App ly ing 
the notion that a construct is defined by that which is both subordi nate and 
superordinate to it ,  went some way towards assist ing in the resolut ion of 
this p roblem. lt is asserted that Repe rtory Test and Ladderi ng tech n ique 
rema in  both theoretical ly and practical ly v iab le methods fo r ident ify i ng 
com monal ity , but  the present project h i gh l i g hts the necessity fo r the  

i nvest igato r to  be we l l  prepared in  terms of  the way he o r  she intends to 
content analyse the data. Data reduct ion by co l lapsi ng many steps of 
ladde ri ng to just th ree steps seems to have potential for faci l itat ing content 
analys is of a mu lt ip le n umber of cogn it ive maps. Th is is  a procedure 

however that requi res further application and i nvestigat ion .  

At the risk of  setti ng up a circular argument, data reduction of content i n  th is  
fash ion i ndeed seemed to demonstrate the accu racy of the notion  that a 
construct is defi ned by that which is subordi nate and superord inate to it .  For 
example, when a ladder comprised of a superord inate construct re lat ing to 
company revenue ,  a middle o rder construct re lat ing to publ ic re lat ions and 

a subordi nate construct advocating priority attendance to customer i ssues 
ahead of system or  eng ineeri ng issues,  it was poss ib le  to produce a 

· statement of i ntent i n  the form : " Income of company revenue is  dependent 
upon good publ ic relat ions ,  which i n  tu rn i s  characte rised by attendi ng to 
customers p romptly" . 1t can be seen that th is  defi nes the not ion  of pub l ic  

re lat ions fo r th is  i ndiv idual as i t  effects h i s  o r  he r  ope rat io n .  Fo r th i s  

i nd ividual "publ ic re latio ns" has to do with "placi ng customer issues fi rst i n  
o rder to enhance the i ncome o f  revenue". Th is  may or may not be  si mi lar to 
t he  defi n i t ion of "pub l ic re latio ns" as p roduced by a member  of t he  
company's Publ ic Relat ions Department , but reflects the notion with i n  the  
context o f  the  i ndividual's personal work-re lated function ing o r  ro le .  
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I n  the face of t ime and resource constraints, a col lective Repertory Test and 
Ladderi ng  Worksho p  approach was reported fo r a remote g roup of 

participants. P roduct ion of projects using th is  approach was problem free. 

There was also l itt le d ifficu lty experienced in the e l icitat ion of constructs ,  
althoug h the  p rocedure was rather  t ime consu m i ng and o n ly n i ne 
constructs were e licited as compared to twe lve with the other  i ndividual ly 

i nterviewed participants. Also, potential ly valuable or i nsightful i ndividual  
e l icitatio ns were lost i n  the g roup result ,  a lthough a fu l l  record of each 
i ndividual e l icitat ion was kept. I n  retrospect a bette r procedu re may have 
been i nd ividua l  e l icitation of constructs fol lowed by g roup discuss ion of the 
poo led constructs. 

Ladder ing i n  t h i s  co l lect ive fash ion  was a g ood medi u m  fo r qu ick ly 
expos ing  oppos ing  values ,  in part icular the p resence of an  "economic 
social ist" versus a "capital ist" with i n  the g roup. Whi le  such discrepancies i n  
values led to m uch discussion ,  t he  discussion itself l i mited the  opportunity 
to move very far up the ladders. This was possibly an advantage ,  s ince not 
on ly  were the ladders shorter, but also they probably expressed very we l l  
t he  com mon percept ion  o f  the  values and  pu rposes of t he  g rou p's 
operatio n  wh i le  si m u ltaneous ly weed ing out less crucial rungs of the 

ladder. I n  other  words ,  i t  i s  asserted here that these ladders were succi nct 
and to the point ,  despite the fact that occasional ly the reasons and rationale 

for com mon responses cou ld not be agreed upon .  For example ,  al l  fou r  
part ic ipants ag reed that i ncoming  revenue  was requ i red. H owever the 
g roup members did not  ag ree on the reason for th is  nor on  how much 

revenue shou ld be accumu lated. This particu lar situation  may wel l  have 
been a resu lt of the extremity of one ind iv idual's views.  I n  th is  respect ,  

however ,  t he  p rocedure was valuable for the  way that th is  extrem ity of 
viewpoi nt was exposed, discussed and mutual ly accepted without resort to 
po l it ical o r  emoti onal  outburst. The procedure had revealed very qu ickly, 
the leve l to wh ich  the g roup were prepared to agree on the va lue that 

wou ld enable t hem to pu rsue a common operational goal .  Namely ,  they 
qu ickly accepted that the i r  common goal was to enhance i ncome , rather 
than make profit on  one hand , o r  make the bare m in imum to provide a 
service o n  the other  hand. 
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I n  that th is t rial procedure was as much a workshop as a data col lect ion 
exerci se , the i nvestigator ,  acti ng as a fac i l itator ,  a l lowed cons iderable 

discuss ion to take place . Th is  meant that on ly f ive of the  n i ne e l icited 
constructs were laddered and therefore potent ial ly valuable m ate ria l  may 

not have been e l icited. I ndeed , at the later g roup workshop  it became 
apparent that the concept of safety had not been e licited among th is g roup.  

However, they considered safety to be such a fundamental aspect of the i r  
operat ion that they i ns isted that it be i ncluded when they negot iated the 
co l lect ive cog n i t ive map.  Another  di sadvantage with the p rocedu re 
i nvo lved the responding of the most ju n io r  member of  t he  g roup .  The 

faci l itator could not he lp but fee l  that th is  person was tendi ng  to  acqu iesce 
and go along with his seniors ,  despite conti nual prompting by the faci l itator ,  
and exploration  to discover whether or  not that was the case.  

The session with th is remote g roup was five hours in durati o n  and resu lted 
i n  the el icitat ion of n ine constructs and just five ladders .  1t is bel ieved that a 
structured seven to eight hour session would have seen a more satisfacto ry 
completio n  of the p rocedu re .  I n  the i nvestig ator's v iew h oweve r,  t he  
session stood out as demonstrat ing t he  potential for the p rocedure to  be  
used as a veh icle fo r  conduct i ng  smal l  scale structured team-bu i ld i ng  
workshops. 

To conclude the project a g roup workshop was conducted. The format of 
the workshop  fo l lowed the  fo rmal p rocedu res used to g athe r  data 
t h roug h out t he  i nte rve nt i o n  ( for  examp le .  Organ i s at i o n a l  C l i m ate 
Quest ionna i re ,  Timelogs ,  Rep .Test and Ladderi ng i nterviews) .  However 

other  phenomenon were observed or  real ised along the way , and it was 
necessary that these issues be addressed at the workshop as wel l .  For  

i nstance, th is  g roup d isp layed a classic array of  poor  commu n icatio n  
behaviours .  They fai led to l i sten to one another ,  failed to l i sten to outsiders ,  

fai led to  actual ly read memos sent to them, seemed unable to  express the i r  
i ntended message s  adequate ly ,  m i scon st rued t h e  m e a n i n g s  o f  
communications to  them and also happened to  be  a g roup o f  people from 

whom completely unsubstantiated rumou rs emanated . These observations  
by  the investigator were not on ly based o n  reports f rom other people but 
were also based di rectly on  the way in which g roup members responded to 
communications from the invest igator h i mself. Thi s  lack of com mun icat ion 
capacity was probably as crucia l  to the dysfunctional aspects of  the g roup ,  
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as any  other  symptom n ot iced through  more formal d ata co l lecti o n  

p rocedures.  Therefore i t  was i ntended that the matter b e  specifical ly dealt 
with in the workshop. 

Anothe r  observed facto r i nvo lved a subset of t he  g roup  who seemed 

preoccupied with sett ing the i r  managers up ,  then catchi ng them out when 

they faltered.  Th is  one-up-man-sh ip was qu ite contrary to concepts of 
pitc h i ng in together to work towards a common g oal. Also as i ndicated 
above,  another symptom of the dysfunct ional re lat ionsh ips appeared to be 
the  e xtent to which the g roup jun ior  manager ,  was a non-contributor to 
g roup  activit ies ( i nclud i ng the team-bu i ldi ng i nterve ntion i tself) . 

The conclud i ng workshop commenced with a we lcome and rite of  passage 
fol lowed by sett ing the g round ru les for the day.  The number  of participants 
to be i nvo lved in the workshop i ncluded 1 1  of the o rig i nal 1 3  partici pants 
p lus  t he  c l ient manager and 3 newcomers to -the  department.  Reports 
supp l ied to each i ndividual , g ave feedback of the  o rgan isat ional c l i mate 
responses ,  Time log analysis and development of a model of the g roup's 
operat i on .  Each report was i ndiv idual ised so that i t  conta ined not o n ly 
poo led  data but also feedback pert i nent to  that i nd iv idual a lone .  For 
example ,  each individual received the summari sed Timelog analys is  for the 
whole g roup p lus feedback of the i r  own i ndividual Timelog analys is. This 
repo rt was read th rough and then the model of the g roup's operation was 
discussed and negot iated i n  detai l .  The orig i nal model generated by the 

i nvest igator was alte red by the g roup and an improved model establ ished. 

The model depicted in Figu re 7.2 i s  the fi nal version  of  the model and not 
the o rig ina l  . 

S pec i f ic  I ssues - part icu larly t he  commu n icatio n  dysfunctio n  - were 
d iscussed. This was not the t ime nor place to carry out a communications 

wo rkshop .  1 t  was i ntended i nstead , to demonst rate h ow the g roup  
misco m m u n icated and  to encou rage each to take respon si bi l i ty for the i r  

com m u n ications  whether they be the transmitter  or  the receiver of the 

commun icat ion .  U nderstanding the concepts of communicat ion was made 

relative ly s imple in that th is  g roup were heavy users of  radio te lephones 
and t h e refore had a g ood con cept of  t ra n smitters ,  rece ivers and 
i nterfere nce. 
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The latter part of the day invo lved negotiat ion of the group representat ion of 
the Cogn itive Map , to establ ish leve ls of superord inacy , and to d iscuss the 
valid ity of  the model as generated by the i nvest igator. The main ai m of th is 

was to ach ieve so me sort of con se n sua l  ag reement  and sen se of 
ownersh ip  for the model's f inal form. As with the operat ional mode l ,  the 
g roup "cultu re" model underwent change in the d iscussion and agai n the 
version i ncluded i n  F igure 7.5 i s  the fi nal o utcome rather  than the orig inal .  
There were two mai n changes : removal of a ladder  that refe rred to 
"obeyi ng authority" ,  and i nclusion of a construct re lating to safety. 

Final ly the group d iscussed a so called "Act ion Plan " ,  or  "What are we 
goi ng to do about al l this and what are we go ing to do next ?" . The 
i nvest igator was charged with the respon sib i l ity of p roducing up  to date 

models and a Po l icy for Action (see Tab le  7 .9 ) .  Whe n  the f inal  ve rsion of 
the group model was released to the part icipants it was accompanied by a 
post-project commun ication which has been i ncluded as Appendix II .4 .  lt 
was decided by the g roup  that the  workshop sho u ld se rve as the 
foundat ion upon which to establ ish a so-cal led "Qual ity Ci rcle" wh ich , for 
th i s g ro u p ,  wou ld  be a system of cent ra l i sed staff meet i ng s for 

acknowledging o r  modify ing thei r objectives,  acknowledg i ng o r  modify i ng 
the i r  po l icy for act ion ,  open ly d iscussi ng  t h i ngs t hat seemed to b lock 
attai n ment of objectives or implementat ion of  practices, and, co l lectively 
try ing to fi nd solutions to these blocks. I n  the month fo l lowing the workshop, 
the g roup had ca l led and conducted the i r  f i rst "Qual ity C i rc le"  without 
prompting from the investigator. 

Rathe r than the formal data col lect ion itself ,  the i nvestigator's participant
i nvo lvement role i n  th is p roject revealed a number of symptom s  of the 
dysfu nct io n s  bei ng expe ri e nce d .  Th is  was poss i b le  because t he  
department was under close analyt ical scrut i ny ,  and i n  addit i on  t o  the 

formal data, othe r phenomenon were observable. For instance the g roup's 
poor record with communication has been reported al ready. Also the jun ior 

manager's fai l u re to supply data was noted as probably symptomatic of the 
dysfunct ions .  Th i rdly , one sub g roup  who contri buted to a co l lect ive 
construct related to "obeyi ng authority" were notable for the extent to which 
they played o ne-up-man-ship with the i r  superiors. At the fi nal workshop it 

was revealed that th is response h ad been a l ittle tongue in cheek, and the 
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g roup i nvolved requested that it be removed f rom the co l lective cog nit ive 
map. lt probably can be construed however as another symptom o f  t he 

dysfunct ion ,  p robably reflect ing a tone of disrespect and d istrust fo r the i r  
supervisor's abi l ity. lt is notable that th is  same g roup of workers contributed 
heavi ly to the Organisat ional Cl imate item i nd icat ing that supervisor' s  d id 
not adequately understand the problems of those who worked under them.  

With the Experience coro l lary ,  Ke l ly argued that construct systems change ,  
eithe r  rapidly o r  slowly , i n  re lation  t o  experience. Th is may provide some 
explanat ion for the difference in  cogn itive map o rganisation observed when 
com pari ng less mature ,  less experienced part ic i pants wi th more matu re 

participants who had a g reater awareness of the sect ion's function ing .  The 
less mature participants tended to have more com pl icated cognit ive maps 

contai n i ng a g reate r number of l i nkages, many of which i ntersected ,  to 
create a convo luted array of boxes and li nes. 

Also the less mature participants teflded to refer to personal issues rather 
than department issues ; in other words,  they responded i n  terms of "what is 
good for me" rather than "what is  good for the company". More experienced 
i n div iduals appeared not on ly to be more capable of assum ing  t he  
com pany posit io n ,  bu t  a l so  to  have had an  opportun ity to  refi ne  the  
organ isat ion of their construct system. This re lates to  what Argyri s ( 1 976) 
referred to as "suppressio n  of i ndividual differences" : the process whereby 
the i ndividual g ives up aspects of oneself in the o rg an isational context and 
subscribes to the company l ine .  The current procedu re may be usefu l for 
exp loring th i s  noti on ,  and coupled with H i nkle's ( 1 965) i nvest igat ion  of 

res istance to change ,  may identi fy those i ndiv iduals who cannot readi ly 
g ive up their  personal agendas i n  the i nterests of the o rganisation .  

In th is respect ,  Argyris ( 1 976) appeared to ask : h ow can we tempe r  or  
suppress ind ividuality ( individuality coro l lary) and foster actions  that comply 

with shared val ues (commonal ity coro l lary)? Th is  not ion is also suggest ive 
of the fragmentat ion co ro l lary s ince Argyris cal led fo r the suppressio n  of 

i nd ividual ity wit h i n  and faci l itati ng  the  o rgan isat i onal co ntext, wit h out 
necessari ly i nf luenci ng i nd ividual ity i n  other  l i fe contexts. He cal led for 

research i nto how th is process may be effected and surmised that in such a 
process i ndiv iduals may n eed to gai n g reater se lf awareness and more 

knowledg e  about the  o rgan isat i on .  I n  the  cu rre nt study ,  i ncreased 
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knowledge about the o rgan isat ion seems to re late to suppression  of 

i ndiv idual ity . 

Further research by constructiv ist researchers on the opt imum suppression 
of individual ity in the indust rial and organisat ional sett ing may be desi rable. 

lt is concluded here that Repertory Test , Laddering and the agg regation of 
cogn it ive maps are useful for exposing those aspects of the i ndividual that 

are shared with and which are, therefore ,  part of the o rganisation .  They 
also expose those aspects of individual construal that are id iosyncratic, or 
pers onal agendas ; age ndas which may requ i re suppressio n by t he  
i ndiv idual in  t he  interests o f  cohesive , goal di rected g roup act ion .  The  
current procedu re en hances  both se l f  awareness and  org an isat ion al 
awareness such that individuals (and perhaps others,  such as managers ,  
who  i nteract with them) have a clearer picture o f  those activities to  pursue ,  
and those which should be suppressed. 

An unanticipated outcome of the project was the demonstrated usefu lness 
of combin ing Time log and work-related-projects based Repertory Test 
procedu res for the product ion  of Posit i on  Descriptions .  Smi th  ( 1 980)  
reports applicat ions of  the procedure to  Task analysis and Job Descript ion 
writ i ng .  The cu rrent invest igator adds h is  advocacy to the notion that 
construct techn iques should not be overlooked when carry ing out Job  
Analysis or writi ng Posit ion Descriptions.  

The procedure of Repertory Test fol lowed by the generation of an i ndividual 
cog n it ive map th rough  ladderi ng was u sed as a d i rect method for  
establ ish ing ind ividual defi n it ions of self : a pre-requis ite for col labo rative 

ind ividualism accordi ng to Limerick ( 1 986) .  Tentative claims for the success 
of the method i n  th is respect are drawn from the project evaluation data,  

wh ich indicated a better than expected repo rt that the cognitive maps had 
been usefu l to participants as either a good depiction  of the i r  thoug hts 
(definit ion of se lf) or  as a means for clari fying th ings for them. 

l t  was known before e ngag ing in  the intervent ion that a major  source of 

dysfunct ion was frict ion and d istrust between field worke rs and office 

workers. A feature of the project was therefore to  examine any di fferences 

in const rua l  of the two g roups and i f  necessary to  remedy any  
m isunderstandings. I n  fact i t  was not necessary to  formally address the  
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remedy of misconstruals and misunderstandings.  G roup members i n stead , 

tended to have i nsightful "Ah ha" experiences whereby they acknowledged 
and responded of the i r  own volition to identified d ifferences in construal of 

values and ro les. The model of the g roups functio nal operatio n  (depicted in 

Figu re 7.2) was an important faci l itator for enhanced mutual u nderstanding .  

A s imi lar mode l  had never been produced before, nor  had any attempt 
been made to i nform staff of the whole funct ion.  They had never been g iven 
the o pportunity to either u nderstand the parts by u nderstand i ng the whole 

(th i rd b luepri n t ,  systems approach )  or to u nd e rstand the who le  by 
understandi ng the parts  ( fourth  b luepr i nt , l oose ly coupled system s ) ,  
(Lime rick, 1 986) .  l t  i s  c lai med therefore that t he procedu re i s  usefu l for 
reduction  of ro le ambiguity , whether that re lates to lack of understanding of 
one's own role ,  or col leagues' ro les. 

The job analysis i nterviews had clearly revealed that the office staff and 
f ie ld staff did not adequate ly understand what the other  g roup did , nor how 
the i r  actions  contributed to or impacted upon  the workload of the other  
g ro u p  (a man i fe stat ion  o f  ro le ambigu ity ) .  The re appeared to be 
misconstrual o f  the major purpose and pri o rities of each,  which had lead to 
impractical expectations of one another. For i nstance , the office staff did not 
real ise that the f ie ld staff were constantly i n  the publ ic eye , and were often 
approached in the street by customers or potential customers ,  and asked to 
explai n pieces of i nformation  that had been received from the office staff. lt 
had become the no rm for office staff to pass on requests for f ield work by 

rad io telephone ;  t hey did not real ise that the f ie ld staff in turn treated any 
request received by radio te lephone with utmost u rgency s i nce t hey 
expected less u rgent requests to arrive via some other  media. Discussion  
o f  these types o f  ro le confl ict and role ambigu ity i ssues were instrumental i n  

estab l ish ing redes igned procedures for the  department and probably went 
some way towards the acknowledgement of loosely coupled systems. 

Acco rdi ng  to Lim e rick ( 1 986) , the fou rth b l uep ri nt has deve loped i n  

response to the current extreme rate of change.  The department at the 
centre of th is project were experienci ng th is rate of change fi rst hand and 
were l ike ly to experience more. Pri'or to commencement of the i nterven tion 

m ost g roup  members h ad exper ienced two m acro- leve l co rpo rate 
· restructurings , and had experienced i ndependent of these , two changes of 

ownersh ip .  Micro- leve l  restructuri ng in the twelve months p ri o r  to the 
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i ntervention  had seen an amalgamation and central isation of  functions i nto 

the department, such that it expanded i n  numbers from three staff report ing 
to a si ng le supervisor, to th irteen staff reporti ng to the same person by th is 
t ime designated as a jun ior  manager  (who one year later admitted to ro le 
overload ) .  Furthermore , the funct ion that t h i s  sect ion pe rfo rmed was 
predicted to be the organisation 's major g rowth area, and h ence there was 
a l ike l i hood of further expans ion and micro- level restructu ri ng .  Indeed i n  

the  8 month duration of th i s  project , staff numbers swel led from 1 3  to  1 5 , 
and then with in  one month of completion  of the p roject i ncreased to 1 7. 

Also i n  the year fo l lowing completion  o f  the project , th is g roup  experienced 
yet another set of amalgamations and major restructuring . 

The organisation ,  prior to the commencement of th is  i nte rvention ,  d id not 
have a publ ic ised vision .  Nor did g roups with in the o rgan isat ion have the i r  
own visions  o r  broad picture of o rgan isational values. There was constant 
complai nt about the apparent d i rect ion lessness of the o rgan isation .  Th is  
tended to reflect an e lement of  person-ro le confl ict whereby f ield staff i n  th is  
and associated sections ,  engaged i n  p rojects without sen io r  management 

knowledge o r  authority. They experienced ro le confl ict i n  the  knowledge 
that they were pursuing their own construal of requ i red work i n  the i r  reg ion ,  
which they knew diffe red from the construal of  necessary work that was 
held by Head Office. 

When earl i e r  restructuri ng had occurred there had been a tendency for 
g roups throughout the organisation  to experience psycho log ical upheaval ,  
as i f  a l l  the i r  superordi nate and core constructs had been d isconfi rmed 
necessitati ng a major ove rhau l of the entire construct system (see Crockett 

& Meise l ,  1 974) .  The i nvest igator be l ieved that th is  possib ly occu rred 
because with no expl icit depiction  of the corporate values ,  t here was no 

knowledge of the variables l ike ly to be affected by change.  Corporate 
restructu ri ng and change meant unce rtai nty s ince there was potential for it 
to mean upheaval on al l  possib le  variables. An i ntent ion of th is  project was 

therefore to at least g ive th is g roup a portrayal of l.bm.r col lective construct 
system and th rough development of ownersh ip ,  to legit im ise that portrayal .  

l t  was hoped that i n  the face of futu re change,  rather than � by throwing 
eve ryth i ng  in the ai r and expressing an i nabi l ity to cope ,  the g roup wou ld 
be able, i n  a calm,  mature and busi ness- l ike way, to respond by examin ing 
the i r  cog n i t ive map and ascertai n wh ich , i f  any ,  featu res requ i red 
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adjustment .  The g roup cogn it ive map was expected therefore to be an on

go i ng ,  evo lv ing model that faci l i tated adjustment and fi n e  turii ng ,  rather  
than bei ng  perceived as an immutable document i n  black and white that set 
u p  boundaries and constraints for change. (lt should be noted that part way 
th rough th is project , a change of corporate ownersh ip  had occu rred. The 

n ew owne rs d id  have a we l l  documented " Miss ion  Statement" and 
corporate "Statement of Purpose". Copies of th is  document came to hand 

at about the same t ime as the group workshop was conducted , and hence 

reference was made to the document i n  the group's draft Po l icy for Act ion ,  
reproduced as Table 7 .9) .  

I n  summary, both personal construct theory and i ts  associated methodology 
were t r ia led for the i r appl icabi l i ty to  an organisat iona l  deve lopment 
inte rvention .  At a methodological leve l ,  the pri ncipal aim of the project was 
to t ri al t he  p rocess of agg regat i n g  i nd iv idual  cog n it ive maps i nto a 
col lective depiction ,  and then to assess the usefu l ness of th is i n formation i n  
faci l itat i ng  t he  mai n  practical a im - o f  t h e  project : t o  e n hance mutual  
understandi ng and tolerance , and to d evelop a coherent po licy for action .  lt 
is c laimed here ,  that a personal const ruct approach was n ot on ly a usefu l 
app roach fo r g atheri ng specifical ly re levant data about values and roles ,  
but  was a lso a usefu l vehic le for  p laci ng a practitioner  i n  a part ic ipa nt
obse rvatio n  type of ro le  where both object ive measures  and c l i n i cal 
observat ions cou ld be made. 
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TABLE 7,9 

DRAFT STATEMENT OF PURPOSE/POLICY FOR ACTION BASED ON 
THE MODEL OF GROUP CULTURE 

The Department i s  committed to its own preservation as the domest ic ,  
commercial , industrial and automotive product supp l ier in the southern and 
western North Island of New Zealand, 

The Departme nt recognise the importance of Company revenue and h ence 
wi l l  strive to atta in exce l lence in  com mercial  busi ness pract ices,  and to 
enhance productivity of staff, 

The Department place great value on  Publ ic Re lations as fundamental to 
contri buting to commercial g rowth and preservat ion ,  Company staff view 
Pub l ic Relat ions as an express ion of the i r  response to the  publ ic ,  the  
supply and avai labi lity of product to  consumers ,  and a committed work ethic 
and code of practice, 

The Department place great emphasis on the safety of their product supply 
systems i n  t he i nterests of publ ic ,  contractor, th i rd party and employee 
welfare, Hence the Department place great importance on  qual ity control 
and quality i mprovement with regard to the product supply systems, 

Because the Department staff value their human resource, they wi l l  strive to 
e nhance a cooperative i ntra-department atmosphere that foste rs both 
i ndividual and g roup development 

The Department wi l l  be g u ided by the Corporate STATE ME NI OF 
PURPOSE with particu lar regard to : 

effective and efficient uti l isat ion of human, fi nancial and 

material resources,  

Pursuit of  excel lence in the deve lopment of exemplary 
business and office practices ,  
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A DEVELOPMENT APPLICATION WITH A PR I MARY SCHOOL'S 
INAUGURAL BOARD OF TRUSTEES. 

8. 1 I ntroduct ion 
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At the outset of th is  chapter, it is pert inent to briefly remind the reader of the 
co ntent of prev ious chapters .  Chapter  5 stated the re lati onsh ip  of  the 
individual ity , commonality, sociality and organ isat ion coro l laries as setti ng 
the theoretical scene for a series of appl ied i nte rvent ions. Chapter 5 also 
introduced the concepts of act ion research and o rganic research .  Chapter 6 
described the use of Personal Projects as e lements ,  and Value and Act 
Ladderi ng as p rovidi ng useful  tools fo r p roduct ion of a cogn it ive map 
subsequently u sed to formu late a policy for vocational act ion .  Chapter  7 
demonstrated use of the same procedure i n  an o rganisatio n  deve lopment 
i ntervention ,  where i n it ial attention on individual cogn itive maps was shown 
to be translatable i nto an agg regated team cogn itive map. 

I n  the spirit of action research , the p resent chapter reports a deve lopment 
i nte rvention model led on the procedures and ref inements reported i n  the 
previous three chapters , and from a research pe rspective , th is  i ntervention  
i nvestigated q uestions  raised i n  the earl i e r  stud ies .  Furthermore ,  for the  

i ntervent ion reported be low, a conscious attempt was made to  retai n 
g reater i nvest igator control  and to more objectively val idate the usefu l ness 
of the methods. To a large extent this i nvo lved the i nvestigator in fo l lowi ng 

self imposed ru les of procedure and analys is ,  rather than mere ly apply ing 

professional knowledge i n  an i nformed but enti rely subjective manner. 
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8. 1 . 1 .  "TOMORROW'S SCHOOLS" 

1 989 was to be a landmark year in the h istory of  education in New Zealand. 
lt was a year in wh ich the admin istrative contro l  of each Primary and 

Secondary school  was to be handed over to a Board of Trustees consisti ng 
of 5 e lected parents , the School Principal and a Teacher Representative. 

Where appropriate there was also provis ion for Student representat ion .  

Adm inistrative contro l  of schoo ls  had to  th i s  t ime been executed by the 
Department of  Educat ion .  I n  a Government p rogram of  educational reform, 
presented to the pub l ic  under the banner o f  "Tomorrow's Schoo ls" ,  the 
Department of Education  was to be replaced by a M in istry of Educat ion .  
Th is wou ld resu lt i n  the admi n istrat ive contro l of  each school bei ng placed 
in the hands of the community served by that schoo l .  

The "Tomorrow's Schoo ls" p rogram gathered momentum throughout the 
f i rst few months of 1 989,  with e lect ion of  parent and staff representatives to 
each Board of Trustees occuri ng late in Apri l .  Resu lts of  e lect ions were 
made publ ic i n  early May and a l l  newly appoi nted Boards were requ i red to 
have he ld the i r  fi rst meeti ng by May 25, 1 989. 

Schoo l  Boards of Trustees have become known as SOTs , and from th i s  
po int on ,  thei r self-adopted abbreviat ion wi l l  be  used in  th is chapter. In  the i r  
fi rst year  i n  office , majo r  tasks fo r newly appo i nted Trustees were : 
e stabl is hment of a school  Charter, establ ishm ent of  a variety of g uid ing 
po l ic ies for  act ion ,  adaptat ion to the i r  individua l  and co l lective ro les as 

Trustees and also adjustment to one  another .  SOTs were in a ve ry real 
sense th rust together and charged with the res pons ib i l ity for educating the 

commun ity's ch i ldren .  These were to be the f i rst Trustees of  each schoo l  
and as such  the i r  act ions and decis ions wou ld be a foundation  that 
i mpacted on  students , teachers and Trustees o f  subsequent years. I n  the i r  
fi rst year i n  office there was an enormous amou nt of work to be done. l t  was 
to be done expedient ly and it concerned a vital i ssue : the education of the i r  
own and the i r neighbours' ch i ld ren .  

The mode l  chosen by the  M in istry of Educat ion  to  assist the  country's 

parents and educators t h rough th i s  transit ion  was "The Se lf-manag i ng 
School" ; an approach b roug ht to the publ ic by Caldwe l l  & Spinks ( 1 988) .  

The se lf-manag ing school  was defi ned as one where authority to make 
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decisions re lating to the al location of resources,  had been signif icantly and 
consistently delegated to the level of the school itself . This decentral isation 

was administrative rather than pol it ical ,  with decisions at school level being 
constrai ned with in  nati onal po l icies and requi rements.  The model was 

described as a co l laborat ive cycle that provided for  the approp ri ate 

invo lvement of teachers ,  parents and students in  an on-go ing management 

. process of goal setti ng , need identif icat ion ,  po l icy maki ng , p lan n i ng ,  
budgeti ng ,  implement ing and evaluati ng. 

Limerick ( 1 986) informed that much of the fourth b luepri nt of management 
deve lopment was founded on the pi oneeri ng  search fo r exce l l en ce 

approach of Peters & Waterman ( 1 982) who focussed research on seventy

five compan ies in the USA and Europe that were considered to be superior  
perfo rmers. The purpose of  the Peters & Waterman research was to  identify 
those characterist ics of t he  o rgan i sat ion that appeared to  p roduce 
corporate exce l lence. For example ,  one characterist ic that they fou nd ,  
wh ich i s  o f  specif ic re levance to t h e  p resent study ,  was that Ch ief 
Execut ives of "exce l lent" companies had articu lated a goal that was concise 
and economic in  wording and which summarised what was un ique and 
special about the company. 1t was someth ing that a l l  emp loyees cou ld 
focus u pon ,  such that al l knew what the company stood for.  Caldwe l l  & 
Spinks ( 1 988) state that thei r model also echoes the perspective of Peters 
and Waterman , and in  real terms Caldwe l l  & Spinks approach represents 
l i tt le  more than the  speci f ic appl icat ion of o rgan isat iona l  theo ry and 
knowledge to the school adm inistration context. 

Caldwe l l  & Spi nks ( 1 988 , p. 96) st ressed the impo rtance of the schoo l 
deve loping an approach to pol icy maki ng , " i n  effect a 'po l icy on po l icy
maki ng' or  a 'b lueprint' for the policy p rocess" , and that this shou ld be one 
of the f i rst priorit ies of the schoo l 's policy g roup. They provided a model of 
what newly appoi nted Trustees ought to be i nvo lved in do ing , but le ft it 
la rge ly to the schools' admin ist rative bodies ( i n  t h i s  case SOTs)  to 
determine for themse lves h ow they should go about such activit ies. 

Earl ier  chapters of this dissertation have expressed an i nte rest in  the role 
p layed by g roups with i n  a commun ity who must perfo rm a p lan n i ng , 
desig n ing o r  poi icy maki ng role on behalf of that commu nity. Con st ruct 
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methodo logy  and cog n it ive mapping have been used to desc ri be 
community values or cu lture and to formulate these i nto pol ic ies for act ion .  
At the  commencement of th is  era in  New Zealand educatio n  it was clear 

that both M in i stry of Education  staff and BOT candidates were experiencing 
uncertai nt ies about the i r  ro les and how to ach i eve the expectations that 
might be i n herent i n  those roles. I n  providing a sample strategy  to faci l itate 
the  self-manag i ng school i n  getti ng  started , Caldwe l l  & Spi nks ( 1 988)  

strong ly advocated that schools be provided wi th the psycho logical and 
techn ical support to encourage them to become ski l led i n  col laborat ive 
scho o l  manag e m e nt .  They advocated leaders h i p  wi th  v i s io n and 
commi tment ,  and also the employment of conse nsus o r  team bu i ld i ng 
approaches that were h igh ly  part ic i pative , estab l ished g u ide- l i nes  fo r 

manag ing  confl ict and controversy, that acknowledged i ndividual behaviour 
and which enab led h igh quality and widely acceptable decision making .  

l t  was apparent that the model adopted by the Min istry of Education ,  the 
Caldwe l l  and Sp inks mode l ,  was advocating the employment of strateg ies 
that were precisely fu lfi l led by the approach reported i n  earl ier chapters of 
th i s  d i ssertatio n ,  i nvolvi ng o rganisational deve lopment i nterventions .  The 
procedures as reported by Eden ( 1 988) , foster participation ,  ownersh ip and 
com mitment .  The indiv idual ity coro l lary specif ical ly acknow ledges the  

i mpact of the i ndividual ,  and  the  outcomes o f  the  approach provide a 
powerfu l aid for enabl ing i nformed decisions that wou ld meet with optimum 
acceptabi lity , especially where the fee l ings and attitudes o f  others may p lay 
a role .  

In  summary then,  the approach advocated by Caldwel l  & Spinks ( 1 988) to 
in troduce "Tomorrow's Schools" seemed c learly to be a framework which 
would n ot o n ly be wel l  served by the team deve lopment approach 
described i n  the previous chapters , but which would a lso be en riched by 
t hat approac h .  I ndeed the stated areas of i n terest and p rocedu res 
described in chapters 5 ,  6, and 7 appeared almost tai lor-made to faci l itate 

t he  early stag e s  of th i s  educat iona l  reform . lt i s  reasoned that the  
procedures e mergent i n  the earl ier reported i nterventions shou ld be ve ry 
valuable i n  both the  establ ish ment of gu ide- l i ne  pol ic ies for acti o n  for 
tru stees,  and also in the clarification of their  role. With th is in m ind , acti ng as 
a community member, the current i nvestigator offered h is services to a local 

educational commun ity to assist them th rough what was anticipated to be a 
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very difficu lt t ransit ion pe riod. The i nit ial ventu re i nto the p roject reported 
below, was therefore one of a practit ioner provid ing a serv ice.  In a ve ry 
short t ime h owever, when the i nvest igator  began to con side r  specif ic 
detai l s ,  the potential was seen fo r the project to be used as a piece of 

organic research. 

As ment ioned above, there was much uncertai nty among  Trustees ,  
especia l ly with regard the  question  o f  thei r  ro les .  Construct iv ist t heory 
suggests that ,  g iven t ime, "man-the-scient ist" usi ng a hypothes is  testi ng 
approach , would overcome these uncertai nties and ro le clarif icat ion wou ld 

prevai l .  One of the mai n purposes of the present project was to attempt to 
reduce leve ls  of uncertai nty regard ing Trustee's personal  and co l lect ive 

ro les. lt was anticipated that an i ntervention would short-ci rcu it the  p rocess 
of personal hypothesis testi ng both about one's own values ,  be l iefs and 
ro les in  th is  pioneering context , and also about the values ,  be l iefs ,  ro les 
and anticipated behaviours of other Trustees.  This wou ld be  done by 
formal ly and specifically add ressi ng these very issues and d i scove ri ng 
them explicitly through Personal Const ruct methodo logy. 

The present project was of a kind that ai med to describe a commun ity 's 
planning , decis ion maki ng and pol icy maki ng g roup. lt was i ntended for that 
group to ,  i n  turn , use the descri pti on  to deve lop a po l icy for act ion that 

wou ld he lp them to act most appropriate ly on behalf of the  wider school  
commun ity. To a deg ree ,  the Trustees were vi ewed as some  so rt of  
representative sample of  the wider school community (although ,  not a very 
broad samp le) .  As individuals it was i ntended that the i nterventio n  would be 
of personal use to each trustee in clarifyi ng their ro le with in  the  g roup .  
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8 . 1 .2 .  CONTENT ANALY S I S  

l t  was indicated earl ier that analysis o f  personal construct ,  g rid derived data 
tends to be of two types : structural analysis or  content analysis (Landfie ld & 
Ept i ng , 1 988) .  Structural analysis examines t he  relat i onsh ips betwee n  

constructs and/or elements , wh i le content analys is examines t h e  constructs 

and/or e lements themselves.  Most commonly it is  structural analysis that is  
repo rted i n  research .  I ndeed when conside ri ng the Persona l  Construct 

l i terature read i n  preparatio n  for writi ng th is  dissertation ,  the cu rrent writer 
can recal l  very few articles where the principal analysis was not structu ral .  
Sypher  & Zorn ( 1 988) support th is view when they state that u nti l recently, 
l i tt l e  research has focussed on the more detai led conten t  of constru ct 
systems .  

l t  i s  o n ly when we move from the l iterature o f  the  researcher to that of the  
pract itioner  that content analysis receives attention  (for example ,  Stewart & 
Stewart 1 98 1 , Landf ie ld & E pti ng 1 988). Sypher & Zorn ( 1 988) cite some 
recent exceptions ,  where attempts have been made to examine larger, 
more general construct categori es or  themes. For i nstance, Crockett ( 1 982) 
ident i f ied 3 general content themes in the construa l  of  people : t he i r  
abi l it ies ,  t he i r  mot ivat ion and the  tasks i n  which they  e ngage .  I n  a simi lar 
fash i on ,  Schank & Abe lson ( 1 977) a lso identified t h ree themes.  Accord ing 
to Sypher  & Zorn ( 1 988) , wh i le  these themes are h e lpful i n  d isce rn i ng the 
genera l  n ature of i nterpersonal construct system content ,  they remai n quite 
abstract and tell us litt le of the  specific ki nds of constructs people use in 
assessi ng particular contexts. 

Syph e r  & Zorn ( 1 985) content analysed workers' construals o f  l iked and 

dis l i ked eo-workers wh ich e nabled them to produce descri pt ions of the 
prototyp ic  " l i ked" and "dis l iked" eo-worker. They a lso found that a large 
percenta�e of the e licited constructs were re lated to commun ications .  I n  a 

later  study ,  Sypher  & Zorn ( 1 988)  exami ned  the  ce ntra l  ro le o f  
commu n ications i n  construal of  l i ked and dis l iked eo-workers. They f i rstly 

categ o ri sed all constructs i nto two g roups : re lates to commun ications vs. 
does not re late to commu nications .  From that point they took a more open 
conte nt ana lyti c  approach whe re by they searched the content of  the  

commun ications re lated constructs for categories o f  s imi lar constructs. From 
a poo l  o f  1 33 " l iked" co nst ructs ,  there emerg ed 1 4  catego ries ,  with 
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i ntercoder ag reement at 93 .3% for that sample of  con st ructs .  From 1 37 

"di sl iked" constructs , agai n ,  there emerged 1 4  categori es ,  with i ntercoder  

ag reement at 86.9%. 

Sypher & Zorn ( 1 988) then re lated that content to questions  of cog n it ive 
d iffe rent iatio n ,  leve l i n  the  o rgan isati o n ,  u pward mob i l i ty and gende r  
differences. They found that l iked eo-worke rs were general ly described as 

havi ng "i nteg rity" .  Persons h igher  in the o rgan isat ional st ructu re and who 

were more upwardly mobi le , tended to add " in f luence" to th is  descripti on .  
Males di s l i ked " lack o f  i nteg rity" most often , wh i le females more o ften 
d is l i ked eo-workers who were "se lf  cent red".  Syphe r  & Zorn ( 1 988)  
concluded that ,  as  we l l  as  consideri ng struct u ra l  analysi s of const ru ct 
systems, the i r  research demonstrated the i mportance of also explori ng  the 
content of specific content systems. l t  seemed to them, that th is enabled an 
i ncreased unde rstand ing of  several interestin g ,  p ractical and theoret ical ly 
i mportant re lat ionsh ips i n  a specif ic context : namely the context of  eo
workers descriptions. 

The present series of  stud ies fal l more in the domai n of  the pract it io ne r  
execut ing o rgan ic actio n  research ,  rather  than t he  t he  domai n  o f  the 
scient ifi c  laboratory based researcher. Earl i e r  stud ies reported in  th i s  
dissertat ion demonstrated that i n  the c l ient -practitio ne r  relat ionsh i p ,  the 
cl ient has general ly been interested in  the content of constructs rather than 
the structure or  statistical re lat ionsh ips between constructs. I n  other  words 
the cl ient ,  whether an i ndividual in counse l l i ng , the manager  of a g roup  of 
employees, or a co l lective c l ient ,  has tended to be most i nterested i n  the 

specific ki nds of constructs people use i n  assessing particular contexts. For 
these reasons,  detai led comment on  content analysis seems perti nent .  

Content/ analysis becomes an issue i n  the face of an eno rmous amount of 
verbal i nformation .  For i nstance much l iteratu re on content analysis tends to 
report use of  the approach to analyse long  t racts of  text such as the 
speeches of pol it ical campaigns  (see Weber 1 985) or p ropaganda and 

newspaper analysis (see Krippendo rf 1 980) .  Weber ( 1 980) states that the 
centra l  problem of content analysis is  data reductio n  by wh ich the many 
words of text are c lassified i nto far fewer content catego ries. The key is to 

choose or derive a strategy for data reduct ion that does not i mpoveris h  the 

i nfo rmatio n  that remai ns .  This k ind of  content analysis in the Pe rsonal 
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Construct arena, appears on ly to be at issue either when test ing a specific 

hypothesis (for example , Sypher & Zorn , 1 985, 1 988) or when considering 
a collective of data from two or more people. 

Bel l ( 1 988) referred to the enormity of data contai ned in a Repertory G rid 

and even went as far as to offer a formu la for assess ing  that vo lume of 

in fo rmation .  Just as the g rid p rovides an enormous amount of  quantitative 
data,  re lated construct e l icitatio n  and system e laborati o n  techn iques 

provide an enormous amount of  qualitative i n fo rmati on .  Fo r example , i f  

Value Laddering and Act laddering take place fol lowing construct e licitation 
of  a 1 0  x 1 0  g rid ,  and if the respondent Value ladders just f ive p laces and 
Act ladders just th ree places , counti ng the o rig ina l ly el icited constructs and 
e lements , we have 1 00 pieces of qualitat ive i nformat ion which must be 
d igested for a si n g le i nd iv idual .  I f exam i n i ng t he  responses o f  ten 
i ndividuals, then we have 1 ,000 pieces of  i nformation .  Then ,  if one went as 

far as to ladder on both poles of each construct (as advocated by Fransel la, 
1 972) the f igu re wou ld double to 2 ,000 p ieces of qual itative i nfo rmat ion 
from just ten subjects. Eden  ( 1 988) states that the richness i nhere nt in 
cog nitive maps comes at the cost of complexity , with most g roup-derived 
cognitive maps reach ing i n  excess of 500 concepts and 700 l inkages.  

The pri nci pal difficu lty i n  analys ing th is  content re lates to the i ndividual ity 
corol lary and consideration of the nuances of mean i ng i nherent in the data. 
This contrasts , say , to a s imple frequency count  of recurre nt words i n  text , or 
categorisatio n  on a set of broad pre-determ ined themes.  On top of th is ,  

with i n  the data reduct ion problem itse lf, arise fu rther  problems re lati ng to 
cons istency or re li abi l ity and val id ity of vari ab les based o n  the content 

reduction . 

I n  content analysis ,  accord ing to Weber ( 1 985 ) ,  both re l iabi l ity and val idity 
p rob lems emerge from the ambigu ity or nuance of word meani ngs ,  or the 
ambiguity of category defi nitions or coding ru les.  



1 9 1 

Rel iability i n  Content Analysis. 

Kri ppendorf ( 1 980) d ist i ngu i shes three types of re l i ab i l i ty pert i nent to 
content analysis : 

Stabi l ity, which refers to the extent to which the resu lts of content 
analysis are invariant over time. Stabi l ity can be assessed by a test
retest style of coding where the same content is coded more than 
once by the same coder. Stabi lity is described by Krippendorf as the 
weakest form of re l iabi l ity. 

Reproducibi l ity. someti mes cal led i nter-coder  re l iabi l ity , refers to 
the extent to which the same resu lts are ach i eved regarding the 
same text , by more than one coder. 

Accuracy refers to the extent to which the classification of text 
corresponds to a standard or norm. lt is described by Kri ppendorf 

( 1 980) as the strongest form of re liabi l ity ; and yet Weber ( 1 985) 
reports that accuracy is a re l iabi lity assessment seldom used by 
content analyt ic researchers .  

Val idity in  Content Analysis. 

Accord ing to Krippendorf ( 1 988) obstacles to content val idat ion stem fro m 
u ncertai nty regard i ng a target fo r i nfe rri ng  from data and also fro m 
ambigu ity regard ing  where one might fi nd i ndependent o r  co rroborat ing 
evidence. I n  the face of  th is  obstacle , content analytic i nterpretations have 
tended to be ad hoc and unable to be validated ; in other words they do not 

fo l low the hypoth�s is  testi ng  model  and i nste ad become " m e re l y  
descriptive of a medium o f  communication " (Krippendorf 1 980 ,  p .  1 56 ) .  

Fo l lowi ng Campbel l 's ( 1 957) disti ncti on  between  i nterna l  and  exte rnal 

val idity, Krippendorf ( 1 980)  asserts that it is  exte rnal  val id ity which has 
sal ience for content analysis.  E xternal validity is  descri bed as "the degree 

to which variations i nside the process of analysis correspond to variations 
outside that process and whether f indings represent the real phenomenon 

in  the context of  data as claimed" (Kri ppendorf ,  1 980 ,  p.  1 56 ) .  Types of  

val idity i n  content analys is  are re lated to whether the  val idat ing evidence 
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con ce rns  t he  .Q.ata, the analytical results or product. or the  p race ss 

con necting the two. 

K ri ppendorf 's Qa1.a oriented val id ity assesses the deg ree to  wh ich  the 
representation  of  the raw material corresponds to an outside criterion .  Data 
or iented val id ity is d isti ngu ished as bei ng  e i ther semantic o r  sampl ing 
val idity . Semantic validity assesses the degree to which the method used is 
sensit ive to  the symbol ic mean ings re levant to a g iven context .  H igh  
semantic val id ity i s  ach ievable i f  external corroborat ing evidence fo r  the 

mean i ng of the data can be obtai ned from ei ther its sou rce , its receive r or 
any ot he r re levant  con text .  Samp l i n g  va l i d ity , refe rs · t o  t h e  

representativeness o f  the i n fo rmat ion re lat i ng t o  the context ,  and re lates 
closely to construct representativeness discussed in an earl ier chapter (see 
also Gaines & Shaw, 1 98 1  ) .  Kri ppendorf i nd icates that samp l i ng  val id ity 
tends to be a fu nct ion of the source of the data - a sou rce us ing own and 
biased select ion criteria wh ich the researcher cannot contro l .  

P roduct oriented val id ity assesses the  capab i l i ty of a method under  a 
variety of c i rcu mstances .  P roduct o riented val id ity i s  subdiv ided i nto 
correlational and predictive validity. A method has corre lationa l  valid ity to 
the extent t hat f ind ings obtai ned by one method corre late with fi nd ings  

obtai ned by  another method.  Th is  type of val id ity i ncorporates Campbel l  
and F iske's ( 1 959) concept of  convergent and d i scrim i nant val id ity . (A  

measu re has  convergent val idity when i t  correlates with other  measures o f  
the  same t ra i t  o r  hypothet ical construct ,  wh i le  i t  d isp lays d i scrim i n ant 
val idity if it is  u ncorre lated with measures of dissim i lar traits or hypothetical 
const ructs) .  A method has predict ive val idity , when predict ions obtai n ed 
agree with d i rect ly observable facts .  Weber ( 1 985) states t hat content 

analyt ic  data are seldom shown to have predictive val id ity , but cites one  
powerfu l study where Og i lv ie ,  Stone & Sh neidman ( 1 966)  were ab le  to 

d ist i ngu ish the content of " real" suicide notes with those of a non-su icidal 
contro l  g roup.  

Process oriented validity assesses the deg ree to which a method mode ls ,  
m i m ics  o r  fu n ct i onal ly rep resents re lati o n s  in  t he  context of  data .  
Krippendorf ( 1 980) views process val id ity as equivalent to  construct val id ity. 
Th i s  is because i n  co nte nt analys i s ,  process val id ity i s  p ri nci pa l l y  
concerned with t he  nature o f  t he  hypothetical const ruct that i s  rejected o r  
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accepted o n  the basis of the theory ,  model or knowledge base from wh ich 
the data stem .  

Kri ppendorf ( 1 980) further d isti ng uishes methods o f  validity assessment on  
the construct "di rect vs. indirect" . A di rect method involves confi rmation that 

resu lts of content analysis descri be what they purport to describe (are i n  

fact accurate) ,  wh i le indi rect methods re ly on i nference (are assumed t o  be 
accurate) .  D irect methods, for example ,  i nclude referral back to the source 
of the content o r  some other corroborat ing agency, for confi rmation that the 
analysis is  accurate. If on the other hand, the content analyst uses his or her 
knowledge of a particu lar pol itical ph i losophy to i nfer the mean ing beh ind a 
particular Pol it ician's utte rance , then an i ndirect method has been used . 

With regard to the current project , content analysis was concerned with the 
accu rate expression of  common  or  shared context re lated const ructs 
among a col lective of people. There was no i ntent ion here to p redetermine  
content catego ries and to  then  cou nt the frequency of the i r  occu rrence.  
I n stead ,  i n  keep ing with the  spi rit of constructi vism and the  particu lar  
strengths and sensitivities of Repertory Test methods , i t  was i ntended that 
the practitioner  should respond to and i nte rpret that produced from with i n  
the part ic i pants,  rather than  impo se any  exte rnal co nst ra ints .  lt was 
acknowledged therefore that the conte nt analytic prob lem here ,  was a 
descriptive procedure rather than a hypothesis testing one .  

I n  th is  sort of  i ntervention the practitioner does play a ro le i n  i nterpret ing the 
content ,  - or  rephrased i n  acco rdance wi th  the socia l ity coro l lary ,  the 
practitioner does construe the const ruct ion processes of  c l ients and to that 
extent plays a particu lar ro le i n  a social process involvi ng the  c l ients . The 
problems of ambiguity and n uance o f  meaning add difficu lty to the problem 
of the amount of data to be analysed. Hence the quest ion of  accuracy and 

valid ity of the practitioner's i nterpretations must be addressed . 

Accu racy was described by Kri ppe ndorf ( 1 980) as the stro ngest form of 
re liabi l ity , and in his discussion  of di rect and i ndi rect validatio n  (see above) ,  
impl ied that accu racy was assessed th rough d i rect met hods.  The content 
analysis p rocedure in the current p roject is descri ptive , and i n  th is  respect 

data oriented analysis seemed most appropriate. I n  part icu lar semantic 
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val idity was of pri ncipal i ntere st .  Semantic val idity can be g ai ned by the 

di rect method of referral back to the sou rce of  the  data, in o rder to seek 
co nf i rmat i on .  Adherence to Pe rsonal  Const ruct Psycho logy and the  
pri nc ip le  of  P roactive Cogn it i on  f rom constructiv ist theory i n  ge nera l ,  
suggested that i t  was appropriate to  assess accuracy and valid ity of content 

via active participation of the i nd ividual or  col lective who provided the data, 
rather  than  from the distance of raters back at the office or labo rato ry 
i nvolved i n  an in ter-coder re l iabi l ity design .  Landfi e ld & Ept ing ( 1 987, p.  

1 1 7 ) emphasised that the constructivist p ractit ioner is i nextricably invo lved 
and can n ot separate h imse l f  o r  hersel f  f rom the  p rocess ,  as might a 

researcher  us ing Research Assistants i n  labo ratory based i ndependent 
rate rs designs. 

The pu rpose of th is i ntroductio n  to content analysis h as bee n to provide 
argu ment ,  that si nce the enco u nter with content analysis th ro ug hout th is  
seri es of  stud ies  was descri ptive , rather  than p rovid ing  a sou rce fo r 
in fe re nce,  general isabi l ity or in te rpretati on ,  then a numbe r  o f  the content 
analysi s  val idat ion issues d iscussed in the landmark texts o n  the subject 
matte r (K ri ppendorf 1 980,  Weber 1 985) , d id not have strong appl icabi l ity . 
Val idat ion  of the outcomes of the content data reductio n  p rocess were 
t he re fore p ro posed to confo rm to external va l idat i on  whereby the 
investigator refered back to the  sources of  the data (that is ,  the participants 
themse lves) for feedback so as to confi rm semantic accuracy and to some 
extent ,  representativeness .  Th is  was to be done fo l lowi ng Eden's ( 1 978) 
model of  feedback sess ions with participants , to e nable negotiatio n  and 

conf irmat ion of cogn itive maps. In the g roup context ,  this was to be done via 

wo rksh op s  and feedback sess ions  fo r  co l l ect ive n e g ot iat ion  and 
conf irmation .  Some form of co nfi rmatio n  was also sought throug h a fol low
up questionnaire at the conclusi on  of the practitioner's ro le i n  the  project. 
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Content Analysis Method 

Much of the content analytic methodology described in K rippendorf ( 1 980)  
and Weber ( 1 985) re late to analysis of large t racts of  text and do not h ave 
di rect applicabi l ity to content analysis of construct systems. 

Weber's ( 1 985, p .  44 ff. ) discussion of "Key-Word- I n-Context" (KWIC) l i sti ng 
tech n ique does however have d i rect value  to the present study. KWIC 
l ist ing involves the  identification o f  all occurrences of a key word ,  fo l lowed 
by l isti ng of that word ,  along with the context prior  to and fo l lowi ng  the 

occurrence of  that word i n  the text. Table 8 . 1 shows an abri dged port ion  of  
a KWIC l ist taken from the 1 980 US President ial e lection  campaign ,  based 
on the key word " rights" . 

TABLE 8. 1 
Selected Key-Word- In-Context records for the word "rights", 1 980 Reagan 

Republican Party Platform. Abridged from Weber (1 985, p. 44). 

. .  . exercise the RIGHTS of adu lts . . .  
. . .  p rotecting the R IGHTS of cit izens . . .  

. . .  equality of RIGHTS or al l  citizens . . .  

. . .  equality of R IGHTS u nder law . . .  
. . .  i ndividual RIGHTS and values . . .  
. . .  i ndividual RIGHTS are possible . . .  

. . .  Human RIGHTS and the UN . . .  
. . .  human RIGHTS vio lations . . .  

A KWIC l ist can b e  thought o f  as a conco rdance , and accord ing t o  Weber 
( 1 985) concordances provide a rich data base for detai led studies of  word 
usage i n  al l  ki nds of text. Unfo rtunately , wh i le  KWIC lists provide essential 
i nformat ion they are i n it ial ly data expand ing  rather t han data reduci ng 
techniques.  

Stewart & Stewart ( 1 981 ) descri be a card-sort procedu re for  content 
analys is of const ruct mate rial . When th is  p rocedu re was u sed in earl ie r  

projects with the laddered responses o f  co l lectives o f  partic ipants (one  of 
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which was the project described i n  Chapter 7 ) ,  it d id not faci l i tate data 
reduction . I ndeed it h igh l ighted the sheer enorm ity of the p rob lem.  There 
appeared to be the  need for an i n it ial data red uction  p rocedu re before 

i ndu lg i ng in  th is  type o f  card-sort procedure .  Weber ( 1 985) noted that the 

content analysis i nvestigator must re late theory ,  text and the resu lts of the 
analysis p rocedu re. Th is  seemed ample just if icat ion  to retu rn to Personal 
Construct theory for a solution .  The notion that a construct i s  defined by that 

which i s  both supero rd inate and subordi nate to i t ,  p rovided the key to . the 
so lut ion .  Fol lowi ng th is  reason ing ,  the midd le content step of a 3-step 

ladder  could be defined by the step above it and by the step below it. Table 
8 .2  p rovides an examp le  of such a 3-step ladder, taken from the p roject 
reported i n  Chapter 7 .  

TABLE 8 .2  

Example of 3-step ladder defi n ing the concept "Public Relations" 

WHY ? 

HOW? 

"We must enhance 
company revenue" 

"Publ ic relat ions" 

"We must attend to 
customers promptly" 

H e nce , fo r the respondent who produced the  Table 8 .2  ladder,  we may 
questio n  what i s  meant by  the term "Pub l ic  re lat ions " ,  by cons ider ing 
supero rd inacy and subord inacy to i t .  We learn that it has someth ing to do 

wi th e nhancing the com pany's revenue and a lso has someth i ng to do with 
t h e  manner  in wh ich t he  i nd iv idual  attends to cu stomers .  For t h i s  

respondent "Publ ic re lat ions" might mean "enhanci ng company revenue by 
attendi ng to customers p ro mptly" . 

B ased on  th is  premise,  it was proposed that data reduct ion of indiv idual 
ladders wou ld take the form of reduci ng al l  parts of the  ladder to j ust 3 
steps .  The chosen pole o f  the orig i nal ly  e l ici ted con struct , was to  be 
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reta i ned ve rbat i m save some m i no r  edit i n g .  The u lt imate ly deri ved 

supero rd inate construct obtai ned from Value ladderi ng was also reta ined 

unalte red. I n  addit ion to the o rig inal construct and the most supe ro rdi nate 
const ruct of each ladder, H i nkle ( 1 965) emphasised the central ro le  of 

const ructs that had a multi p le of imp licat ive l i nks (which in th is  ser ies of 
studies have been defi ned as "core" constructs. Therefore , any constructs 
with more than one superord i nate or subord i nate l i nk  were also to be 

prese rved. Any ladderi ng steps  between these however were to be 
reduced to a s ing le step. The criterion  for accepti ng that step was that it 
adequately answered the quest ion "How?" i n  re lati o n  to ach ievi ng i ts 
supero rd i nate const ruct , an.Q. that i ts subord i nate const ruct adequately 

answered the question "How ?" i n  re lat ion to ach i evi ng the  midd le step 
itse lf. For example : 

QUESTION : 
ANSWER : 
QUESTION : 
ANSWER : 

"How can we enhance company revenue ?" ; 
"Through good publ ic re lat ions" ; 
"How can we ach ieve g ood publ ic relat ions ?" ; 
"By attending to customers promptly". 

Th i s  process was to be app l i ed to a l l  content derived th rough Value 
laddering . A l l  Act ladderi ng responses were retai ned s ince a major  pu rpose 
of the  exercise was to derive a b road reperto i re of potent ia l  ways and 
means for ach ievi ng the h igher o rder constructs . 

Once th is  had been done  the search for const ruct commonal ity was to 

proceed , whereby al l  responses would be t rans lated onto a manual i ndex
card data base. The content analysis procedure for th is stage was model led 
on the Key-Word- I n-Context and conco rdance methods. Th is  i nvo lved 

captu ri ng the essential aspects of each response and l i st i ng these unde r 

noun t it les. The key contexts of each response were translated i nto noun 

equivalents ; thus the verb "to u nderstand" would be t ranslated i nto the noun 
"understandi ng" and the verb "to protect" wou ld be translated i nto the noun 
"protection". 

For example ,  u sing the f i rst th ree responses contai ned in Tab le 8. 1 ,  the 
nou n  tit le of  one card wou ld h ave been " Rights" . Other  cards would h ave 

bee n  t i t led "Exe rcise" , "Adu lts" "P rotectio n " ,  "Cit izens" ,  "Guarantee" ,  
" I nterchange" and " I n format ion" .  By p laci ng an  article such as "the" Before 
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each of  these words it can be seen that they represe nt nouns.  A response 

such as " . . .  protect ing the rig hts of citizens . . .  " would have been translated as 
" P ROTECTIO N  of the RIGHTS of CITIZENS" .  That statement would then be 
reg istered under three noun tit les : PROTECTION , R IGHTS and CIT IZENS.  

These constituted the key word fo r that register, and were accompanied by 
the appropriate subject and predicate re lationsh ips .  In  othe r words on the 

KWIC l ist card t it led " R IGHTS" the response wou ld be l isted as " P rotection  
of the  R IGHTS of  citizens" whi le on the KWIC l ist card titled "PROTECTION" 
the same respon se would have appeared as "PROTECTION of the rights of  
citizens.  

8.2. Research  Aims 

I n  the  present p roject ,  a conscious attempt was made to  i ntroduce as  much 
contro l and objective research rigour as possib le.  The project � however, 
a practical appl ication .  

An area specif ical ly targetted for i ncreased objectivity , concerned the  issue 
of content analys is and assessment of the val id ity and re l iabi l ity of the 
outcome .  lt was i ntended to seek rel iabi l ity i n  the form of accu racy, and 
val idity in the fo rm of semantic confi rmatio n  of the data. Assessment of 
these two measures took the form of refe rence back to the actual source of 
t he  data for  con fi rmat ion of  its accu racy i n  descri bi ng  t h at person's 
construal  of the s ituat ion .  Also some i ndicatio n  of  val idity was soug ht by 
i nc lud ing  two ite m s  in a post-treatment evaluat ive questi o nnai re that 
di rect ly asked respondents to rate thei r cog nitive maps and the  resu ltant 
"Po licy for Action "  for the extent to which these accurate ly expressed the i r  
views. 

lt was reasoned prio r to offering the i ntervention ,  that the project wou ld be 
usefu l and val id i f  it served to enhance team bu i ld i ng  variab les such as 
support ive ness ,  ag reement , cooperativeness ,  warmth i n  i nte rpe rsonal  

re lati onships  and ease i n  communicat ions .  l t  wou ld a lso be con sidered 

usefu l if i t  served to c larify individual Trustee's ro les and the role of the BOT 

as a g roup .  Assessment of these variables was to be carried out by pre
t reatment and post-treatment questionnai res  analysed for d i fferences i n  
respond ing  that emerged over t ime .  Also t he  post-treatment evaluative 
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questionnai re contai ned items d irect ly related to participant's perceptions of 
the usefu lness of the project , its value and its success. 

lt was anticipated that there would be a moveme nt in  pre-t reatment and 

post treatment responding that i ndicated that the Treatment g roup fe lt 
c leare r about the i r  co l lective and combi ned ro les fol lowi ng completio n  of 

the project , and also that they wou ld report a g reater unde rstanding of one 
another. Whi le such movement in responding may be of interest i n  and of 
itself , it i s  obvious that extraneous variables could have a major impact in  a 
fie ld experiment such as th is ; for e xample ,  se lection- matu rat ion (Cook & 
Campbe l l ,  1 976 ,  p .250) : t he  experience gai ned by the  Trustees as a 

funct ion o f  time served on the BOT cou ld have as much impact as the 
i ntervent ion itse lf. 

I n  o rde r  to opti mise the chances of ga1 mng  i nte rpretab le resu lts an 
"untreated contro l  g roup desig n with P re-test and Post-test" was adopted 
(see Cook & Campbe l l ,  1 976 , p .249) . As is often characte ristic of quasi
experimental designs, it was not feasib le to apply randomization's. I ndeed 
p re-determined selection  of the Treatment g roup was a necessary featu re 
of the research .  This occu rred because a BOT that was wi l l i ng to be a 
Treatment Group needed to be identified before it cou ld be deemed viable 
to proceed with the project fu rther. Once i nformed consent was gai ned from 
t he  Treatment G roup, then approaches cou ld be  made to  potential Control 
g roups .  

Because of smal l  sample s izes ( BOTs consisted of on ly 7 peop le) and 
potential sampli ng errors , more than one contro l  g roup was sought. A lso a 
mu lti p le cont rol g roup des ign  was adopted to account fo r the ve ry real 
possibi l ity that the e lected Trustees at different schools might not be equal ly 
e ndowed with Trustee re levant characteristics and expertise. 

In othe r  words the desi re for a mu ltiple of contro l g roups was a response to 

the acknowledgeme nt that the Treatment g roup  had n ot been rando mly 
se lected .  There could have been someth ing about th is  schoo l  that rendered 

the BOT as either exemplary performers at the outset , or the converse was 
possibl e ,  they may have been substandard. lt was feasib le that if just one 
contro l  g roup was used ,  t hen  that contro l  cou ld h ave s ign i ficantly out 
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performed the Treatment g roup by vi rtue o f  the  very nature of  the  people 
e lected o nto that Board and the leadersh ip  d isp layed . The i ntervent ion 

cou ld  i ndeed have been useful  and worthwhi le ,  and yet the assessment of 
that u sefulness ran the risk of being contaminated by the choice of either a 

too h i gh ly qualif ied or too lowly qual ified control  g roup.  

The SOTs of the three primary schools geograph ica l ly adjacent to the 

Treatment g roup school  were approached for thei r cooperat ion to complete 
p re-test  post-test questi o n n ai res .  The four  schoo ls  i n  quest ion were 
con si d e red roug h ly equ iva lent  i n  soci o-econo m ic  and demog raph ic  
com posit ion s ince they had common student catchment borders ,  and each 

served a middle-class resident ial suburb borderi ng  on the outski rts of the 
same medium sized New Zealand city. Other schoo l s  were not approached 
because they were considered to be geographical ly separated from the 
Treatment g roup,  and also were known to serve commun it ies compris ing a 
differen t  socio-econ omic structu re .  For example, one school  was known to 
cons i st of parents i n  the h igher  professional c irc les of t he city who l ived 
amidst the most h i gh ly valued prope rty of the city. Another school had a 
student catchment that i ncluded the city's largest and most depressed state 
hous i n g  area. As confi rmation  of the equivalence of the schoo ls ,  it was 
expected that at the outset of the ir  term of office , there should be litt le if any 
di fference in the ir  pre-test questionnai re responses. 

Two of the potent ial contro l schoo ls responded favourably, wh i le the th i rd 
school fai led to eithe r  acknowledge or respond to any commun ications sent 
to them. 

l t  was anticipated that a l l  three SOTs, as a funct ion of i ncreased experi ence , 
wou ld d isplay some selection-maturation movement from pre-test to post
test respond ing .  However it was reasoned that if the i ntervention was to be 
deemed to have provided benefit, then the Treatment g roup would display 

g reater  move ment ,  i n  a pos i t ive d i rect io n ,  o n  a bro ader  range of 
d imens ions than the contro l  g roups. lt was also reasoned that if movement 

from p re -test to post-test respond ing  was unequa l ly d istri buted i n  the 
Treatment g roup's favour then th is  shou ld be reflected i n  the emergence of 
d ifferences between the three g roups at post-test analysis : d ifferences that 

were not expected to be present at pre-test. 



8.3 Method 

8.3. 1 .  PARTICIPANTS 

2 0 1  

The present project took place i n  a medium sized New Zealand city. Three 

Primary Schools with geog raph ically adjacent pupi l  catchment areas were 
used. Two School Boards were treated as Contro l  g roups (Contro l  G roup A 
and Contro l  G roup B) , and the th i rd schoo l was used as the Treatment 
Group .  

A l l  Boards of  Trustees consisted of  seven members : The School P ri ncipal ,  
an e lected representative of the schoo l  teach ing  staff and f ive e lected 
parent representatives .  

Pe rsonal and demographic data for  a l l  participants are presented i n  Table 
8.3. 

Treatment Group 

Table 8 .3  reveals that the majo rity of Trustees i n  the Treatment g roup were 
in  the 35-40 age range,  with a ratio of 4 males to 3 female members. On 
average these Trustees had spent 1 1 . 4 years i n  the local education  district. 
Most had you ng fami l ies of  2 to 3 c h i ld ren .  Tru stees  educati onal 
qual if ications were predomi nantly at a Te rtiary level (U n iversity Degree or 
Teachi ng Diploma). The Trustees general ly had previous school committee 
or school counci l experience prior  to e lect ion to the Board . 

Particu lar detai l s  of Treatment group participants are as fol lows : Participant 
T1 was a 40-45 year old male Dental Surgeon .  Participant T2 was a 35-40 
year o ld female ,  educated and trai ned for an occupat ion i n  t he  Natu ral 
Sciences. She was currently not worki ng and i nstead was rais i ng  a p re
schoo l ch i ld .  Participant T3 was a 35-40 year o ld male Freight Manager. He 
was the on ly member of the group with no previous  schoo l  committee 

expe rience and also had lower formal educational qual i f icat ions than other 
members .  Participant T4 was a 35-40 year old female who descri bed the 

occupations for which she was t rained, as Town Planner  and Teacher. Like 
Partici pant T2 she was not currently e mployed in  these profess ions and 

was raisi ng a p re-school ch i ld. She and her husband owned and operated 
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two small retai l shops. Participant T5 was a female i n  the  30-35 age g roup .  

A lthough a teacher at  the  school ,  th is participant was an e lected Pare nt 
Representative. The School  Pri ncipal ,  Participant T6 , was a male aged 
o lde r  than 45 years. He  h ad one ch i ld attending the school .  The Teache r  

representat ive was Participant T7. A female aged  older than 45 years , she 

had a g rown u p  fami ly .  She was therefore the o n ly Trustee who d id not 

actual ly have a chi ld attendi ng the school. 

Comparison of Treatment group to Control Groups. 

Al l  t h ree g ro ups were closely matched for age and gender compositio n  and 
fo r the number of years of residence in  the d istrict. The Treatment g roup 
tended to have more pre-school ch i ld ren i n  thei r fam i ly composit ion wh i le 
Contro l  G roup B had n o  p re-school chi ldre n  and  more ch i ldren at the 

I nterm ed iate school age (e leven to th irteen year-o lds) .  Contro l  g roup  A 
fami l ies consisted of fewer members compared to the other  two g roups. The 
Treatment g roup and Contro l  g roup A were closely matched for educational 
leve l .  For these two groups education was almost exclusively at the tert iary 

level and the Trustees were almost exclusively professional people. Contro l  
G roup  B o n  the other hand appeared split between professional and non

p ro fess ional perso n n e l ,  and sp l it betwee n  t e rt i ary and non-tert i a ry 
education  leve l .  The level o f  previous school com m ittee experience was 
s im i lar for a l l  three g roups.  

The Acti ng Principal of school  A held a brief , 2 month , caretaker role on the 

BOT and hence chose to  not provide data to the study.  The Teacher  
R e p resentative of  Schoo l  B d id  not return d ata .  Th is  c reated two 

i mbalances i n  the contro l g roups compared to the Treatment G roup. F irstly 
it meant that data was analysed for on ly 6 members i n  each of the control 
g roups ,  compared to 7 for the Treatment group. Seco ndly ,  it meant that for 
the contro l g roups ,  data was analysed for only 1 member who was also o n  
t h e  schoo l 's teach ing staff. I n  contrast, s ince o n e  of  the Treatment G roup 
e le cted pare nt representatives was also a teacher at the schoo l ,  data was 

analysed for th ree members of  teaching  staff. The absence of the Schoo l  
P ri n ci pal f rom Contro l  Group  A duri ng these formative few months is  also 
an  e xtraneous variable requ i ri ng mention .  
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TABLE 8.3 

Demographic information for all participants includiOc;l details of ages. sex period of residence in local 
education district family composttion educational qyalijications occypation or professional training 

and School commiUee experience 
School Part ici- Age S ex Years Fam ily composition. 

pant (years) spent in 
District Number : level/age 

T T1 40-45 M 1 5.0 5:Spread f rom pre-school to Treatment 
secondary school age 

Group T2 35-40 F 9 .0 3 : Pre-school and primary age 
T3 35-40 M 2.0 2 : Pre-school and primary age 
T4 35-40 F 4.0 2 : Pre-school and primary age 
15 30-35 F 1 1 .0 2 : P rimary school age 
T6 >45 M 1 9.0 2 : Pre-school and primary age 
T7 >45 F 20.0 3 : Grown-up family 

----·-------------------------·------------------------- --------------------·-------

mean= ratio= mean= mean= 
35-40 3 :4 1 1 .4 2 . 7  

A A1 40-45 M 4.0 2 : Primary school age 
Control A2 40-45 F 1 5.0 2 : Primary school age 
Group A A3 40-45 M 22.0 3 : Pre-school and primary age 

A4 30-35 F 1 .5 3 : Pre-school and primary age 
AS 40-45 F 3.5 2 : P rimary school age 
A6 35-40 M 1 5.0 0 :  
A? Acting P rincipal in caretaker role. Did not submit data. 

----------------··---- -----------------------·--·-·- ·-·-·--·-------·---------------

mean= ratio= mean= mean= 
35-40 3:3 1 0.2 2 . 0  

8 81  40-45 M 1 5 .0 3 : Primary & intermediate school age 
Control 82 35-40 M 7.0 2 : P rimary school age 
Group 8 83 35-40 M 3.0 4 : Primary to secondary school age 

84 40-45 M 0.3 2 : Primary school age 
85 30-35 F 32.0 2 : Primary school age 
86 40-45 F 5.5 3 : Primary & Intermediate school age 
87 Teacher Rep. Data not obtained from this Trustee. 
-------------------------------·------------------------- - - - - - ---------------------

mean= ratio = mean= mean= 
35-40 2:4 1 0 .5 2.6 

. , .,._, . 
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School Participant 

T T1 
Group T2 

13 
T4 
15 
T6 
T7 

A A1 
Control A2 
Group A3 
A A4 

AS 
AS 
A7 

8 81  
Control 82 
Group 83 
8 84 

85 
86 
87 

8.3.2 .  MATER IALS 
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Level o f  formal Occupation Previous school 
educational qualifications committee experience 

Tertiary Dental surgeon Yes (at this school )  
Tertiary Natural sciences Yes (at this school )  
Senio r  secondary Certs. Freight Manager No 
Tertiary Town Plannerffeacher Yes (at this school) 
Tertiary Primary teacher Yes (at another school) 
Tertiary School Principal Only in Principal's role 
Tertiary Primary Teacher Yes (at another school) 
............... ............ ................. ..... ............ ..................................................................... .................................... ................... ............ .................................... 

Mode= General description : Ratio Yes:No 
Tertiary Professional 6 : 1  

Tertiary Professional Engineer Yes (at this school )  
Tertiary Physiotherapist Yes (at this school) 
Tertiary Chartered Accountant Yes (at another school) 
Tertiary Part-t ime Teacher Yes (at this school )  
Tertiary Secondary Teacher Yes (at this school)  
Tertiary Primary Teach er No 
Acting Principal in caretaker role. Did not submit data. 

General description : 
Tertiary Professional 

Ratio Yes : No 
5 : 1  

Trade Qualifications Marine Engineer Yes (at this school) 
Senior Secondary Carts. Office Manager· Yes (at this school) 
Tertiary Professional Engineer Yes (at another school) 
Tertiary School Principal Only in Principal's role 
Tertiary Lab. Technologist Yes (at another school) 
Senior secondary Carts. "House wife" Yes (at this school) 
Teacher Rep.: Data not obtained from this Trustee. 

Mode= 
Tertiary 

General description : 
Split : Professional 
& non-professional 

Ratio Yes:No 
6:0 

QUEST IONNAI RES 

P re-treatment and  post-treatment Questionnai res were prepared, examples 
of  which can be fou nd in Appendix III. 1 .  These quest ionnai res were entitled 

respectively "Board of  Trustees Role Questionnai re" and "Board of Trustees 
Role Questionnai re : Fol low-up Admin istration" .  

These quest i onnai res  were pu rposeful ly designed , and contai ned i tems 
specifically of i nterest to the investigator. The p re -test version consisted of 
t h ree parts. Part A sought i n formation  on  the Trustee's fee l ings about thei r 

Board as a who le .  Part A consisted of twelve 7-point rat ing scales which 
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i ntended to dete rm i ne  leve ls of  o rgan isat io n ,  g oa l  d i rected ness ,  

supportiveness , trustee ag reement,  warmth i n  i nterpe rsona l  re lat ionsh i ps 
among trustees , contro l ,  suspicion ,  s im i larity i n  values and be l iefs, ease i n  
commu nicat ing with one  anothe r,  understand ing about school  p rob le ms ,  

clarity about t he  Board's ro le ,  and presence o f  cooperative team work. 

Part B refe rred to Trustees' fee l ings about thei r personal ro le on the Board .  

Th is sect ion comprised of e ig ht 7-poi nt rat ing scales i ntended to assess 
members' leve l of comfort about thei r ro le, tendency to d isagree with other  
Trustees, understandi ng o f  other  Trustees' opi n ions, suspicion  about othe r  
Trustees, s imi larity o f  own be l iefs and values compared to  other Trustees, 
understand ing  of schoo l  prob lems,  clarity about the i r  personal  ro le and 
fee l ings that their views were respected. 

Part C was desig ned to e l icit demographic data about part ic ipants. I n  
particular it contained items relati ng to age, sex, number of years residence 
in the local education dist rict ,  fami ly size and age composition ,  educatio nal 
qual i f icat ions ,  partici pant's occupat ions or the occupat ion for which t hey 
were most su itably t rai ned and educated , and prev ious experience on  
school committees either at the  p resent school o r  at another  schoo l .  

The post-test vers ion of  the questionnai re was ident ical to the  pre-test 
version ,  with the exception that the demographic sect ion was omitted. Fo r 
the Treatment g roup however a further  section  was attached . Th is sect ion 

re lated to the i nte rve nt ion .  lt cons isted of e ight 7-po i nt rati ng scales 
conce rned with part ic ipants' levels of sat isfactio n  with the  exerc ise ,  
acceptance of the outcomes , perceived va lue o f  t he  exerc ise both 
personal ly and for the g roup as a whole,  enjoyment in do ing the exe rc ise,  
perceived success of the exercise and val idity/accuracy of the products of 
the i ntervention.  

I nstructions  on the p re-test vers ion i ndicated that the q uestionnai re was 
specifica l ly d i rected at newly appoi nted trustees. Its stated purpose was to 

fo l low Trustees' fee l i ngs about the i r  current ro le as Board members ove r 
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t ime .  Pa rt ic i pants were adv ised that the  quest i o n n ai re wou ld be 

admin i ste red twice, once very early in the l i fe of the Board and again at a 
poi nt i n  the  futu re. lt was stated that the researcher was i nte rested i n  any 
sh i fts in Trustee's fee l ings about t he i r  ro les as the i r Board's function i ng 
p rog ressed i n  t ime.  Confident ia l i ty of  i nformat ion was assu red , and a 

request was made for answers to be honest. Trustees were advised that 

thei r respo n ses alone were wanted and therefore they were d i rected not to 
d i scuss t hei r responses with oth e r  people .  I f  they h ad p rob lems,  the 
researc h e r' s  t e lephone n u mber  was i ncluded and part i c i pants were 
encouraged to make contact if they felt the need. 

Part icipants were then instructed to p lace a ci rcle around the number on 
each rat i n g  scale that best i nd icated the i r cu rrent pos i t ion o n  that 
d imensi on .  They were advised that a score of  1 fo r i n stance , i ndicated 
strong ag reement with the statement to the left of the scale ,  whi le a score of 

7 i ndicated st ro ng agreement with the statement to the rig ht. A sco re of 4 
i ndicated that the ir  position was described just as strong ly by the statement 
to the right as the one to the left. Thi s  was fol lowed by an example item and 
descript ion of  what that example meant. 

Al l scales h ad a pole that cou ld h ave been construed as bei ng more 
- positive than the other. Therefore ass ignment of positive vs. negative po les 
- to e i the r t he  left or  right hand side of the scale was done i n  a random 

fas hion  fo r a l l  scales.  This was done i n  an attempt to contro l  for any 

_ patterned responding that did not relate to the content of the scales. 

I nstructions for the Post-test remi nded participants that they had completed 
an ident ical q uest ionnaire s ix months earl ier ,  and also reminded them of 
the stated purpose of the questionnai res .  Participants were i nstructed that 

the i r  responses were to reflect thei r fee l i ngs at that moment ,  and not how 

they fe lt a few weeks or months earl ie r. Matters concern i ng confidential ity , 
own responses and contacti ng the researcher i n  cases of  d i ff icu lty were 

repeated , as were the i nstruct ions as to how to complete the rat ing scales. 
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REPERTORY TEST 

Repertory test ,  with the Treatment Group ,  was carried out i n  a card-sort 

fash ion ,  and e lements and constructs were t ransfe rred to a standard 1 0  x 

1 0  repertory g rid , fo r scori ng .  A standard form was used for ladderi ng .  
Examples o f  these are i ncluded in Appendix 11!. 1 .  l t  is  perti nent to  mention 
that a valuable tool fo r the p reparat ion of cog n itive maps i ncluded the  
computer aided draug ht ing package "MacDraw" for  Maci ntosh compute rs .  

This enabled qu ick profess ional feedback to participants i n  the Treatment 
g roup .  

8 .3 .3 PROCEDURE 

School  Boards of Trustees were e lected in late Apr i l  1 989 and were 
. requ i red to have met by 25 May 1 989. The f i rst part of the procedu re 
i nvo lved gai n ing the cooperat ion and i nfo rmed consent of the Treatment 
and Control g roups. 

With respect to the Treatment g roup ,  t he  i nvesti gato r sent lette rs 
i mmediately fo l lowi ng T rustee e lect ions to each Trustee ,  a long with a 
resume' of the i nvest igato r' s  professional qual i f ications  and experience .  
The letter explained the i ntentions of  a proposed project and requested an 
audience with the Trustees at the i r  fi rst meeti ng .  The proposal was worded 
as an offer to provide professional assistance through a period of  transition 
and learning.  An invitation  to address the meeti ng was obtai ned. 

In the i nterven ing weeks a detai led response and much l i teratu re was 
suppl ied to the invest igato r by the schoo l  Pr inc ipal .  He appeared very 
sceptical about the value  of the proposal, and one g ained the impress ion 

that he viewed the project as an i nvasion of h i s  te rritory . The commission i ng 

of the "Tomorrow's Schoo ls" concept and deve lopment was to be based on  
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the p ioneeri ng work of Caldwel l  & S pinks ( 1 988) . The Schoo l  P ri nc ipa l ,  

who was we l l  ve rsed with the Caldwe l l  & Sp inks l i teratu re appeared 
re luctant to accept a new process , especia l ly one over  which he d id not 
have contro l .  

Detai led perusal of Ca ldwel l  & Spi nks ( 1 988) revealed to the  invest igator, 

however, that the  proposed i ntervention would go  hand- i n -g love with the 

i ntended process.  Caldwe l l  & Spi nks provided advice as to what SOTs 
shou ld do, and g ave some general ised methods as to how Boards m ight go 
about that process. The i ntervention  project proposed in th is case, cou ld be 
const ru ed as a specif ic method avai lable to ach ieve t he  same ai ms.  
Considerable care therefore went i nto the preparat ion of  a p resentation  to 
the newly appoi nted Board. The proposal was accepted u nan imously by 
the Trustees, with the School Pri ncipal becoming suffic iently convinced that 
he became the strongest al ly to the i nvest igator's proposal. 

With the Treatment G roup's acceptance, the i nvestigator then  app roached 
the geograph ica l ly adjacent schoo ls '  BOTs to gai n  thei r cooperat ion  i n  
com plet ing a q uest ionnaire early i n  the i r  ex istence and t h e n  agai n after 
approxi mately s ix  months experience. Three schoo l's SOTS were o rig i na l ly 
approached. One  BOT (Contro l  g roup A)  ag reed to partic i pate without 

hesitation .  The second BOT (Control group B)  agreed on ly after  d iscussion 
and some susp ici on  about the i ntentions  o f  the p roject. They thought 

i n it ial ly that it was a Government sponsored project and v iewed it as an 
i ntruding attempt to gain i nformation about them.  They agreed to participate 
when one of the i r  own co l leagues poi nted out that the project was part of 
doctoral research ,  and was hence a genu i ne request. The th i rd school  

fai l ed  both to  acknowledge and to respond  to  the i nvest i g ator' s  
communications. 

The i nvest igato r v isited each Contro l group  Trustee duri ng  June  1 989 to 
del iver the pre-test questio n nai res by hand, and returned seven days later 
to col lect the questionnai re .  Despite this approach ,  some Trustees were 
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very d ifficu lt to  fi nd at home ,  and  for o ne Trustee i n  Contro l  G roup B ,  the  

comp leted questionnai res were never recove red (part ic ipant 87) .  A furt he r  

Trustee o f  Control  G roup A opted not to  provide data as  he was performi ng 
on ly a two month caretaker role on the BOT. The procedu re fo r de live ry of 

Post-test quest ion nai res i n  December 1 989 fol lowed the same pattern ,  
except that it was even more d ifficult to  locate Trustees at home.  The 
i nvest igato r h ad to  resort to  mai l i ng  questio n n ai res to  over  ha l f  t he  
participants and to  re ly on  their  retu rn t h rough self-addressed and stamped 
envelopes. All questionnai res were recovered although a number of fo l low
up telephone cal ls  were requ i red to secure two or  th ree of them. 

Procedure with the Treatment G roup. 

D u ri ng June 1 989 the I nvest igator met i ndividual ly with each Treatment 
g roup participant. Part icipants commenced by completing the pre-treatment 

questionnaire.  E leme nt e l icitat ion then occurred. Participants were asked to 
write on index cards,  tit les or labels to represent ten personal projects that 
they either had been recent ly engaged i n ,  we re cu rre nt ly engaged i n  o r  
wh i ch they ant ic i pated they  were about to beco me engag ed i n .  I n  
recogn it ion of the importance of context specificity , personal projects were 
con st rai ned to the  context of the education  of the i r  own ch i ld re n ,  t he  
commun ity's ch i ld ren or t he i r  re lationsh i p  with t he  school .  

Construct el icitation took the form of normal t riad el icitat ion , u nti l a 1 0  x 1 0  
g rid had been configured . Partici pants then completed the g rid by us i ng 
each construct as a 7-po int rati ng scale on wh ich to  assess each element .  

Participants were to ld that the purpose of the Repertory Grid scori ng was to 
assist the Investigator in  producing accurate cogn it ive maps. 

Fo l lowing th is ,  Value Ladderi ng and Act Ladde ri ng commenced for each 
con st ruct .  Pri o r  to value ladde ri ng ,  part ic ipants were asked how t hey 

rece ived i nfo rmat ion regard i ng the tasks and p rojects that they m u st 
perform as Trustees. Some, for i nstance , cal led dai ly at the school to co l lect 
materia l ,  whi le others re l ied o n  the school to send messages home with 
thei r ch i ldren .  Participants were asked to i magi ne that they had received 
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s imu ltaneously ,  t h rough the i r  usual  source of  i nformation ,  two messages 
requesti ng that they perform some sort of Trustee related task o r  activity. 
They were to i magine  that the requests were v i rtual ly identical in every 
respect ,  except that one task was characterised by the left-hand pole of the 

fi rst construct ,  wh i le the other  task was characterised by the rig ht-hand pole. 

They were then asked to choose , as a Trustee , the task that would take 
prio rity ; the one  they shou ld attend to fi rst. Value ladderi ng by "Why ?" 
questions  then prog ressed u nti l the participant could ladder no further and 

ag reed that t h e  uppermost response was a fundamenta l  va lue that 
expressed someth ing of thei r general ph i losophy about educat ion .  

Fo l lowing e l icitatio n  of the f i rst ladder,  the p rocedure of aski ng "Why ?" 
questions  to move f rom the e licited construct to a h igher o rder  value, was 
explai ned to partici pants in more detai l ,  and it was demonstrated that it was 
poss ib le  to fo l low the ladder  downwards by answeri ng  t he  quest ion 
"How?". The Act Ladderi ng phase i nvo lved visual scruti ny of the completed 
g rid ,  to identify a project/e lement that had been g ive n  a hig h weighting on  
the  chosen con st ruct pole.  The  part ici pant was then  asked to  p roceed to 
ladder  downwards and was prompted with "How?" quest ions  regard ing 
how he or  she i ntended, might i ntend or  might i magine that one cou ld carry 
out that project . 

Whe n  the  part ic ipant was clear about the p rocedure used to ladder on  the 
fi rst con struct , Value and Act ladde ri ng were completed in the same 

fash ion for the remain ing nine constructs. Some part icipants completed this 
ent i re p rocedu re in a si ngle two to three hour session .  Others requ i red two 
sessions  total l i ng  about fou r  hours .  

Pri nc ipa l  Components ana lys is ,  from the Ci rcumgrids I l l  package fo r 
personal computers (see Chambers & Grice, 1 986 , 1 987) , was then applied 

to each g rid and the outcome used to laterally o rient part icipant's cogn itive 
maps. C i rcumgrids I l l  i s  a "public domain" Repertory G rid software package. 
lt e nables both i nteractive e l icitatio n  with a respondent ,  and also di rect 

i nput of Rep.  G rid data for analysis .  The Pri ncipal Components (Axes) 

analysis from C i rcumgrids I l l ,  p roduces output for both Construct (Row) 
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analysis and E lement (Column) analysis. I n  each case a correlation  matrix 

i s  produced , along with calcu lat ion of  eigenvalues and percent variance of 

e ige nvalues accou nted fo r on each Principal Component. The user  can 

select the number of Pri ncipal Components to be extracted. I n  the pre se nt 
case the defau lt opt ion was used which extracts the fi rst three Pri nc ipal  

Compo nents. The output d i sp lays the construct (or e lement) load ing  o n  
each component and p lots thei r position i n  construct space usi ng t h e  fi rst 
two Principal Components as orthogonal scales. 

The data reduction procedure described i n  detail in t he i ntroduct ion to  th is  
chapter, was applied to each ladder. To reiterate , the uppermost responses 
on the ladders (the fundamental values) , the i n itial ly e l icited construct pole ,  
a l l  act laddering responses and any constructs that possessed more than 
two impl icative l inks (defined by the present i nvestigator as core constructs) 

were retai ned. Any i nte rven ing ladderi ng steps were reduced to a s i ng le 
statement.  The crite rion  for acceptance of that statement be ing  that it 
adequately answered "How?" in re lation to ach ieving the statement above 
it , and that the statement  below it , i n  tu rn , adequate ly answered the  
question "How?" i n  re lati o nsh ip  to  ach ievi ng the data-reduced statement 
itself. 

The outcome was graphical ly depicted as a cog nit ive map. Where possib le ,  
the converse, or opposite po le of  each construct was a lso i ncluded. Th is 
meant that a statement such as "enhance a sense of belong i ng"  was 
coupled with a statement such as "Avoid ali enation" .  This was done so as to 
en rich the possibi l ity of more accu rately identify ing s im i lar content across 
partic ipants, since some participants might have responded with a negative 

such as "Avoid alienation" , or "avoid confl ict" whi le othe r partici pants may 
have responded with the posit ive same-meaning construct po le ,  such as 
"enhance sense of be longing" or  "enhance harmony". 

Each piece of content was then subjected to a modif ied form of Key-Word
I n -Context (KWIC) l ist ,  concordance style of content analysis (described in 
detai l i n  the introduction to th is  chapter) .  Each response was trans lated i nto 

a str ing of noun equivalents. Each noun was then  assigned as the  Key 
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word for a KWI C  l i st card and each response was transcri bed o nto the  
appropriate KWIC l ist card .  A per-subject frequency count of  responses 

was then made .  I n  other words,  s ince there were 7 participants, 7 was the 
maximum frequency possib le ,  even though some participants had used the 
same response  two or  t h ree t imes.  Fol lowi ng  th is ,  each statem e nt o r  
co nstruct sha red  b y  two or  more part icipants was exam i n ed f o r  i ts  

superord i nate and subord i nate l i nkages in  o rder to ident i fy common  o r  
shared imp l i cat ive l i nkages  with com mon content .  T h e  resu lt o f  t h i s  

procedure was expressed g raphica l ly as  a g roup  cognit ive map or  model  
(shown in  the Resu lts sect ion) .  

I nd iv idual cog n it ive maps were dup l icated , h i gh l i ghti ng those aspects 
(content and/or l i nkages) that were shared with the group mode l .  That i s ,  
i nd ividual's contributions to  t he  group model were made explicit to  them.  

A feedback sess ion  was then he ld  with each i nd ividual .  Pri o r  to  th is  a 
document was prepared for each part icipant which consisted o f  copies of 
the g roup Cognit ive Map, the individual's own cogn itive map, the dupl icate 
cog nitive map h igh l i ght ing i ndividual contri butions  to the g roup map, p lus 
an explanat ion  as to how to i nterpret each depict ion .  (D iscussio n  of  these 
documents takes p lace i n  the Resu lts sect ion of  th is Chapter) . Fo r reasons 
of  conf ide nt ia l i ty part ic ipants d id n ot rece i ve any detai led feedback 
concern ing the content and structure of cogn itive maps of other participants. 

At the feedback session ,  the i nvest igato r and the  part ic ipant thoroug h ly 
negotiated each model .  The term "negotiated" is  de l iberate ly chosen si nce 
it was appl i ed i n  two senses of the ·  word .  The cogn it i ve m aps were 

negotiated as one would negotiate a road map ; runn i ng one's f i nger along 
l i nes from p lace to  p lace.  Addit i ona l ly ,  the content and stru ctu re of 
i nd ividual cogn itive maps were negotiated i n  the sense that the part icipant 
cou ld questio n  the i nvestigator's i nterpretations ,  could request changes to 

word ing , and cou ld request removal or  add it io n  of content or l i n kages  

between content .  They could also lend support to  a notion  depicted i n  the  

g roup mode l that had not  been  clearly identi f ied i n  the i r  own i ndiv idual  
mode l .  
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A g roup workshop was then  cal led. S ince the workshop was large ly 
u nst ructured , the procedu re and the outcomes or deve lopments of th is  

sess ion were diff icult to  differe ntiate . They are therefo re described i n  the 

Resu lts section .  Rites of  passage (" icebreakers" and "closu re" exercises) 
we re i nc luded at commencement and term inat ion of the workshop.  Each 

participant was suppl ied with an up-dated copy of thei r own cog n itive maps 
and the g roup cogn it ive map. As ment ioned above , the  procedure with in  
the workshop was left re latively unstructured with the i ntended outcome that 
the g roup would ag ree to a f inal version of the Group model and wou ld draft 

a "Pol icy for Action" based on that model. 

When the g roup members themselves f inal ly cal led a halt to the p roject , the 
Post-treatment questi on nai res  were i ssued to al l respondents i n  the 
Treatment  g roup and i n  the Contro l  g roups .  Th i s  co i ncided wi th  the 
complet ion of  a 6-month span from Pre-test to Post-test. 
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8.4. Results 

8 .4. 1 . TREATME NT GROUP INDIVIDUAL OUTCOMES.  

The data obtain ed fo r each of the Treatment g roup  Trustees i s  descri bed 
below in case study form . Each case study cons ists of a table present ing 

the Repertory G rid raw data, and a brief descr iptio n  of  the resu lts of 

P ri nci pa l  Components analysis .  The main reason for conduct ing Pri ncipal 
components analysis was to identify an objective d imension o n  which to 
arrange the lateral ( left to right) o rganisation of cogn itive maps. On ly the fi rst 
pri nc ipal component was requi red fo r t h is purpose. However the analysis 
extracted the fi rst t h ree components. This was done in o rder that data was 
avai lab le for some structu ral descri pt ion of construa l ,  such as closeness -
d istance scores ,  percentage variances and eigenvalues (see Chapter  3 for 

an i nt roduction  to these concepts) .  

Table 8 .4 d isp lays the e igenvalues and percent variances of the fi rst t h ree 
Pri ncipal Components for each partic ipant. lt can be seen that participants 
T4 and T6 p roduced p ri nc ipal  com ponents that account for  a h i gh  
percentage of the  variance - i n  both cases i n  excess of  one  standard 
deviat ion f ro m the g roup mean . Part ic ipant TS , by compari son ,  has the 

lowest percent variance accounted fo r by the fi rst t h ree com ponents at 
72.5%, which i s  more than one standard deviatio n  lower than the g roup 
mean.  

The reader shou ld note that when exam ining the p lacement of  constructs i n  
construct space (see Figu res 8 . 1 , 8 .4 ,  8 .7, 8 . 1  0 ,  8. 1 3 , 8 . 1 6  and  8 . 1 9 ) ,  the 
analys is p rog ram p laces const ructs in acco rdance with t he i r  left -hand 

po les .  Where closeness and distance scores are described be low, on some 
occasions  d istance expresses s im i larity rather  than d i ffe rence. Th is  has 
occurred because of reversed po larity on some constructs that express 

s imi lar concepts and mean ing .  For instance a construct expressing "self vs. 
others" may be p laced at a distance to one expressing "others' fami l ies vs 
my fami ly" ,  s imply because the left h and poles have been reve rsed such 
that one has been located i n  construct space in acco rdance with "othe rs" 

rat i ngs  and its partner  p laced in acco rdance with "self" rati ngs .  Polarity 
reversal cou ld h ave been carried out by the i nvestigato r p rior  to analysis .  
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S uch a p rocedure seemed p resumptuous howeve r, and cou ld have 
contami nated the i ndividual partic:pant's actual meaning i n  construal . 

The case studies also contai n f igures depict ing each partici pant's cognit ive 
map that resu lted from Laddering technique, p lus a brief verbal descri ption 
of  each cogn it ive map. I n  arranging cogn itive map constructs f rom left to 

rig ht ,  the d i rection (+) or (-) , of the Principal Axis loading has been ignored,  

and on ly the value of that loading taken i nto account. The reason ing for th is ,  
as above , is concerned with the arbitrary polarity of  the o rig i nal construct 
d imensions. I f  a construct has a load ing of + 1 .00 and another construct has 
a loading of - 1 .00, then both constructs have been used by the subject in  an 
identical fash ion .  The on ly difference is  the placement ( left or right) of the 
con struct poles. As stated above , it seemed presumptuous to reverse the 
polarity prio r  to analys is ,  and more objective to al low the analysis to identify 
those constructs used in  a s im i lar fashion .  

INTE R P RETATION OF INDIV IDUAL COGNITIVE MAPS 

The cogn it ive maps represent i l lustrations of each part ic i pant's construct 
system or way of thi nki ng about the context "being a School  Trustee" . The 
maps consist of content boxes and l i nes of l i nkage or i mpl ication  between 
content boxes. 

In the i nterpretation of these cog nit ive maps the reader wou ld do we l l  to 
note that any content on the d iag ram is  defined by that wh ich is  above it 
and that which appears below it .  Often this re lat ionship can be expressed 
by sayi ng that the uppe r box is achievable via the middle box and that th is 

i n  turn is  characterised by the lower box . Or ,  the meaning of the midd le box 
can be defi ned as achieving the upper box by executing the lower box. 

Two depictions of each map were produced . The fi rst was an "orig inal" ; an 
u nb lem ished dep ict ion (for example , see F igure 8 . 2 ) .  In t h i s  ve rs ion  

th ickness o f  l i ne around content boxes disti ngu ished s u pe ro rdi nacy and 

importance of constructs. "Values" and some of the "co re constructs" have 
the th ickest l i nes,  " middle order constructs" and "actions" have the f inest 

l i nes .  The d i fferences in  the pri nt ing sty le of the l i nkage l ines (for example ,  

p la i n b lack vs. dotted or  hatched ) were made on ly fo r ease in fo l lowi ng 
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them through i ntersections with othe r  l i nes. The different styles of the l i nes 

does not represent anyth ing special in  and of themselves. 

The second personal map was a vers ion altered to h igh l ight those aspects 
of the i nd ividual's system that were shared with others in the g roup (fo r 

example ,  see Figure 8.3) .  I n  other  words, th is depicts those features that 
also appeared on  the Group cognitive map. Shared content was pri nted i n  
p la in text su rrou nded by  a sol id l i n e  box wh i le  i ndependent personal  
content was pri nted i n  italics su rrounded by a less d istinct box o r  no box at 
a iL  Shared l i nkages were depicted as th ick sol id l ines wh i le independent 
l inkages were repr�sented by the ind istinct l ines. 

TABLE 8.4 

Size of eigenvalues and percentage variance for the f irst th ree P ri ncipal 
Components. plus frequency of eigenvalues greater than one or greater 

than two for Treatment Group participants. 

PARTIC IPANT E IGENVALUE S  PERCENT No. OF ROOTS 
Comp. 1  Comp.2 Comp.3 VARIANCE >2 > 1  

T1 3 .69 2 .33 1 . 78 78 .0  2 3 
T2 4 .85 1 .77 1 . 1 3  77 . 5  1 3 
T3 4 .20 1 . 88 1 . 1 3  76 .3  1 3 
T4 6 .49 1 . 66 0 . 89 90 . 4  1 2 
T5 3 .96 2 .32 0 .97  72 . 5  2 2 
T6 4 .94 3.65 0 . 59 9 1 . 8  2 2 
T7 3.70 2 .39 1 . 46 75 . 5  2 3 

MEAN 4.50 2 .29 1 . 20 80 . 29 
STD. 

DEVIATION 0 .92 0 .62 0 .39 7 .04 

* E igenvalues  and Percentage Variance calcu lated by C i rcumg rids I l l  g rid 
analysis package. 
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CASE 1 : PARTICIPANT T3 

TABLE 8 .5  

Repertory Grid. E lements. constructs and raw data fo r Participant T3 

LH construct pole 

A. Equ ipment 
B. I nvolvement 
C. Promote the school 
D. Resources avai lab le 
E. Schoo l  
F. Broad p lann ing 
G.  Deve lop ing 
H .  Deve lop envmt. 
I. Project ing standards 
J. Commun ity 

Elements/projects 
1 :  P romoting the school to the commun ity 

2 : Upgradi ng play ing equ ipment 
3 : Community i nvo lvement with school 

4 : Improve teach i ng resou rces 
5 : Set goals for BOT & Commun ity 

6 : Make school resources avai lable 
7 : Learni ng envi ronment at home 

8 : Set & maintai n standards 
9 : Be professional 

1 0  : Dev. team concept I RH construct pole 

4 1 4 4 7 7 4 7 7 7 "Staff & BOT 
6 4 4 4 ·4 4 1 4 4 4 Presence 
1 7 4 7 7 4 4 4 4 1 Promote its resources 
1 1 1 1 1 1 1 1 1 2 Resources u navai lable 
4 1 4 1 1 1 7 2 1 1 Ho me 
2 7 4 4 1 4 7 1 1 1 Specif ic p lann ing  
4 1 4 4 4 1 1 4 4 4 Plan n i ng 
3 1 1 4 4 4 1 4 4 7 Deve lop people 
3 7 7 7 7 4 7 7 4 7 Sett ing standards 
4 4 1 4 1 1 7 4 1 4 Home 

T3's grid revealed a strong tendency to  rate elements at either  the centre o f  
the  construct scales or at the extreme ends of  the  scales. l t  i s  also noted that 
on  construct (D) ,  al l the projects were rated fo r the extent to which they 

made resources avai lable rather than unavai lable. 

P ri ncipal Components analysis of T3's data as depicted on Figu re 8 . 1 
revealed a pattern where 8 of the ten elements were vi rtual ly l ined from left 
to rig ht across the pri ncipal d imension with a clusteri ng of 5 to 6 constructs 
towards the centre of the component, and very l ittle depth d isplayed on the 
second component. In  contrast , the constructs in  construct space seemed to 
be spread to the extremes of the f i rst component with on ly one of  t hem 

p laced near t he  centre o f  t he  d imension . I n  fact constructs seemed to  be 
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spread towards the peri mete r of construct space rather  t han  c luste red 

towards the centre. 

The fi rst Pri ncipal Component accounted for 42.0 1 % of the variance. T3's 
second component accounted for 1 8.8 1 % of the variance. 

Towards  the ce ntre of  the two co m ponents , can be seen  e lements 

construed in s imi lar ways (see Figu re 8 . 1 ) .  Projects 8 and 1 were construed 
as sim i lar. These related to mai ntai n i ng good standards and promoti ng the 

school to the commun ity. Projects 3 and 4 concern i ng teach i ng resources 
and com mu n ity i nvolvement were also construed as s imi lar .  Constructs 

re lat ing to development and the BOT/staff team (constructs G and A} were 
also c lose.  At a distance from these two was construct F ,  wh ich related to 
t he  breadth vs. specificity of plann i ng .  lt cou ld  be i mpl ied from th is  that 
s pecif ic p lan n i ng is d istant from the deve lopment of  the BOT and staff, 
which is matter of broad plan ni ng .  

I nterpretation o f  T3's Cognitive map 

T3's values re lati ng to th i s  context i nvo lved : ( 1 ) the importance of a 
comfortable future l ivel i hood for the community's ch i ldren , (2) the pursuit of 
goals and (3) the enhancement of self-esteem,  (see Figure 8.2) .  

( 1 ) Ensuri ng a comfortable future l ive l i hood for the commun ity's ch i ldren 
was deemed by T3 to be ach ievable by ensu ri ng that t hey were wel l  

prepared for the ir  futu re with i n  the community. Such preparation  i nvo lved 
e nhanci ng  awareness of changes and improvements that cou ld i mpact on 
the schoo l  and community , enhanci ng parental and community i nvolvement 

i n  creat i ng a learn ing  env i ronment that ref lected commun ity wants,  and 
u pdati ng resources and methods to meet future demands. For Trustees, T3 
bel ieved that th is i nvolved pursu ing aims that reflect the future , making the 

tools and resou rces avai lable that would best prepare ch i ldre n  fo r the 

future ,  bei ng commun ity orientated , gett ing parents and commun ity along to 
the schoo l  and by having an attitude or orientat ion towards "deve lopment" .  

(2)  T3 regarded the pursuit of goals and being in contro l  of their pursuit as 
mean i ng for the Trustees, that they should try to contri bute to (3) people's 

se lf esteem .  Th i s  cou ld be done by plann i ng ahead so as to anticipate 
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events and avoid  the upheaval of  u n p lanned pre ssu res .  Faci l itat ing  
consideration of a broader range o f  th i ngs was see n  as , h e lpi ng avoid 
u nplan ned pressures by carry i ng  out specif ic resou rce p lann i ng .  Th is  
wou ld be  ach ievable i f  the  BOT and staff were a coh esive "team" , with 

strong gu ide- l i nes and common goals. T3 advocated the e n hancement of 

u nderstanding the school's teach ing ai ms .  By th is  he meant uti l i sation of 
commun ity and staff ai ms, by p roject ing and mai ntain ing  standards and by 

promoting the school through community newsletters and newspapers. 

TABLE 8 .6  

Principal Components Analysis for Participant T3 for first two components, 
(the choice pole of each construct prioritised in LadderjnQ has been used to 

labe l and identify it}. 

A. E igenvalues 

B. Percent variance of Eigenvalues 

C .  Constructs : P ri ncipal Axis Loadings 

A 
B 
c 
D 
E 
E 
G 
H 
I 
J 

Board/staff resou rce 
Parental presence at school 
Promotion of the school (publicity) 
Resource avai labi l ity 
School  orientatio n  
General ity of plann ing 
Deve lopment 
Deve lopment of learni ng e nvmt. 
Projection (display) of standards 
Community orientat ion 

D.  E lements in Construct Space 

1 Promoting the school to community 
2 Upg rading play equ ipment 
3 Commun ity invo lvement 
4 Resou rce avai labi lity for teachers 
5 Sett ing achievable goals 
6 Schoo l's resou rces avai labi lity to 

the community 
7 Learn ing environment at home 
8 Mai ntai n good standards 
9 Professionalism (project ing stds . )  
1 0  Community orientat ion 

Component 
First Second 

4.20 1 . 88 

42 . 0 1  1 8.8 1  

+0 . 76 
+0.62 
-0 .40 
+0 .46 
-0 .59 
-0 .94 
+0 .7 1  
+0 .86 
-0 .33 
-0 .53 

+0 . 1 8  
-0 .76 
-0 .21  
-0. 1 0  
+0 .35 

+0 . 1 6  
- 1 .00 
+0 .28 
+0 .50 
+0 .6 1  

+0. 1 5  
-0 .43 
-0 .60 
+0 .72 
+0.42 
-0 .01  
-0.02 
+0 .31  
+0 .27 
+0 . 67 

+0 . 1 2  
-0.28 
-0. 1 3  
-0 . 1 4  
-0.29 

-0 . 1 9  
+0 .53 
+0 . 1 3  
-0. 1 9  
+0 .44 
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FIGURE 8. 1 :  ELEMENTS AND CONSTRUCTS FOR PARTICIPANT T3 IN CONSTRUCT 
SPACE AS DETERMINED BY PRINCIPAL COMPONENTS ANALYSIS (CIRCUMGRIDS : 
CHAMBERS AND GRICE 1 986). NUMERALS REPRESENT ELEMENTS AND LETTERS 

REPRESENT CONSTRUCTS AS DEPICTED IN TABLE 8.6. 
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CASE 2 :  PARTICIPANT T4 

TABLE 8 .7 

Repertory G rid. E lements. constructs and raw data for Part icipant T 4 

LH construct pole 

A. Everyone's conce rn 
B. Di rect impact on 

ch i ld ren  
C. E nds 
D. Ch i ldre n  
E .  M inor  detai ls 
F. Po l ic ies 
G. Important 
H. Non-act ion 
I . Re lat ionsh ips 
J .  Wi l l  "die" to get th is 

E lements/projects 

1 : Reduce student-teacher rat io 
2 : I nvolve parents 

3 : B roaden ch i ldren's experience 

1 1 1 
1 1 1 

4 : Improve teache r  qual ity/experience 
5 : Support teachi ng team 

6 : School t ri ps 
7 : Get teacher X a b igger room 

8 : Job as Chairwoman of BOT 
9 : BOT/staff/parent re lat ions 

1 0  : Chi ld ren  " learn to 
learn" 

I RH construct pole 

1 1 1 3 1 1 
1 1 1 4 1 1 

Teachers o n ly 
I ndi rect impact on  
ch i ld ren 

2 3 2 5 5 7 7 7  
1 1 1 1 1 1 4 5 
7 7 7 7 7 5 5 2  
6 5 6 5 5 3 2 1 
1 1 1 1 1 3 3 6  
7 7 7 7 7 7 7 7  
7 4 7 4 7 7 7 4  
1 2 2 1 2 4 4 4  

5 1 
1 1 
7 7 
5 7 
1 1 
7 1 
1 4 
2 1 

Means 
"Agents" of learn ing 
Major  deta i l s  
Goals 
U n i mportant 
Act ion 
Act ions 
Won 't "d ie" to get th is 

T4 was a particularly difficu lt subject to deal with .  Quick visual i nspect ion of 
her g rid reveals an ove rwhelmi ng tendency to score at the ext reme ends of 

the construct rat ing scales. Also it wi l l  be noted that she tended to score 

almost all e lements at one extreme of the  construct d imens ion  to the  
exclus ion o f  the other. For i nstance , she scored a l l  but one e lement as  " 1 " 

on  Const ruct d imens ion (A) , and scored a l l  but one e lement  as "7" o n  
Construct di mension ( H ) ,  (see Table 8.7,  above) . 

This partic ipant responded to ladderi ng i n  a fashion not experie nced by th is 

i nvestigato r with any other respondent, i n  th is  o r  previous appl icati ons  of  
the method. Some subjects occasi onal ly have difficu lty reach ing the apex of  
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the Value ladder, and considerable effort may be required on  the part of the 
pract itione r  to fac i l i tate e l icitat ion  of supe rord inate constructs.  T4 was not 
on ly one  of  these subjects ,  but got herself  i nto an u n reso lvab le ci rcular 
argument i n  her fi rst few ladders. For example, with regard to construct (A) , 

she chose to prio rit ise projects t hat related to al l  conce rned i n  education , 

rather  than those that re lated to teachers on ly. When asked "Why ?" she 
had made that choice ,  she stated that it was someth ing that she could relate 
to more easi ly. On fu rther "Why ?" enquiry ,  she stated that someth i ng she 

cou ld to  re late to easi ly was i m portant because it would have i nstant 
mean i ng for her. When asked "Why" i nstant mean ing was important, T4 
responded, because she could re late to it more easi ly .  

The i nvest igator pursued th is  particular ladder for a fu l l  twenty mi nutes, but 
the part ic i pant conti nued to respond that someth i ng she cou ld re late to 
eas i l y  p rovided i nstant mean i n g  fo r her, and that th is  i n  turn was because 
she cou ld relate to it more eas i ly .  T4 was unable to break th is c ircular mi nd
set and for this subject the f i rst attempt at Value Ladderi ng had to be 
abandoned,  and tried again at a later date. The i nterven i ng time period of 7 
days seemed to p rovide cond it ions at the second attempt that enabled 
successfu l ladderi ng to occur. 

T4 produced constructs and const ruct- l inkages that were shared with other 
participants but it was interest i ng  to d iscover at the feedback session that 
she  assigned,  i n  some cases , v i rtual ly the reve rse meani ng to concepts 
compared to her col leagues. Fo r example most of t he  trustees produced a 
statement of the nature " lt i s  i m portant to prepare ch i ld ren  for the future". For 
every other  Trustee ,  th is statement meant " lt is important fo r the chi ldren that 
we prepare them fo r the futu re" .  Participant T4 i n  contrast ass igned the  
mean i ng  " l t  i s  i mportant for the future, that we prepare ch i ld ren" .  I n  one  
case "chi ldren" are t he  subject and "the future" i s  the o bject , whereas i n  t he  
othe r  case the  reverse app l ies .  On  top o f  t h i s  T 4 was s l ightly upset by t he  
thought that t he  other trustees had not i nterpreted as  she  had. 

T4's fi rst P ri nciple Component accounted for 64.92% of the variance in her  
data (see  Table 8 .8 ) .  On  t h i s  component e lements tended to  be  clustered 

towards the centre of construct space (see F igure 8 .4 ) .  Component 2 ,  
accounted for 1 6.59% o f  the variance. 
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Figure 8 .4 shows that constructs A and B were used in  vi rtual ly an identical 

fash ion .  These constructs re lated to the  extent to which the e lements 

"related to all conce rned in education" and the  deg ree of "di rect i mpact on  
ch i ld ren" .  Constructs D and G ,  "conce rn w i th  ch i ld re n" and "i mportance" ,  

were also used i n  an almost identical way, strong ly implying that th ing s that 
concerned the chi ldren  were of utmost importance. The closeness of these 
constructs as displayed on Figure 8.4, also i mpl ies that th i ngs concerned 

with the less di rect agents of ch i ld ren 's learn ing (fo r example .  staff and 
BOT) , were less important. T4 has al ig ned E lement 8 ,  the task of  "BOT 
Chai rwoman", as being close to th is impl icati on ,  i ndicati ng that she fe lt her  
own performance i n  th i s  ro le was less crucial than othe r  ch i ld re lated issues 
that the BOT must face. Constructs E and F appear at the extreme d istance 
from these constructs  on component 1 .  However, the po larity appears to 
have been reversed for constructs E and F i ndicati ng  that they too have 
been used in a s im i lar fash ion  to A, B and  e lement 8. E and F are 
concerned with importance ("major  vs. m i no r  detai ls" )  and whethe r  the  

projects re late to goals or pol icies , i t  being suggested that goals alig n  more 
closely with important impact on chi ldren than do pol icies .  

A close cluste r of e lements can be found towards the centre of  construct 
space . Th is  c luster appears to be re lated to  ph i l osoph ical issues for 
education ,  such as teacher qual ity and support ,  com mun ity involvement ,  
teaching sty les and aims. 

I nterpretation of T4's cognitive map 

T4's values as displayed i n  Figu re 8 .5 i nvolved : ( 1 ) the  importance of 

i ndependent learn ing as a l i fe ski l l ,  (2) an improved futu re world, and (3) 
the paramount importance of ch i ldren's needs as a core construct. 

( 1 ) Acco rd i ng  to T4 the  l i fe ski l l  of i ndepe ndent learn i ng may be 

accompl ished by produci ng happy ch i ldren  who are receptive to  learn i ng .  

F o r  Trustees th is  suggested they shou ld b e  concerned about re lationsh ips 
between people. For example , the BOT cou ld g ive teachers autonomy, and 

encourage parents to feel  comfortable and to fee l  as i f  they are valuable 
contributors .  
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(2)  l t  was T4's view that production of a bette r ,  saner  world for  the future 

cou ld be reached by produci ng better cit izen s  for  tomo rrow and by 
develop ing ch i ldren  who were carers, sharers , d iscoverers , lateral t h i nkers 
and who were "open" .  This was reflected i n  t h e  ach ievement of some of 
"those th ings on the long l ist of th i ngs to do" , and by acknowledg i ng t hat 
ch i ldre n's needs were of  paramount importance . That long l ist of th i ng s  to 

do i ncluded obtai n i ng Government money ,  o btai n i ng b igger c lassrooms 

and deve lopi ng faci l i t ies. 

(3)  T 4 cons idered t hat the core construct of ch i ldren 's needs bei ng  of 
paramount impo rtance meant, for the Trustees , being party to produci ng 
better cit izens  for  tomorrow. Th is  m ight  be done by : maximis ing ch i ldren's 
opportun it ies,  in tu rn by deal ing  with u rgent m atters without de lay ; he lp ing 
a l l  part ies  to work wel l  together to the benefit  o f  ch i ldre n ,  i n  turn by 
attend ing  to major  b road based issues ;  h avi ng  an or ientatio n  towards 
ch i ldre n ;  attempt ing to  g ive our  ch i ldre n  the "best" ; priorit is ing act ions that 

have d i rect impact o n  chi ldren's learn i ng ;  and , by achieving "some of those 
th i ngs  on the long l i st of th i ngs to do". Th is i nvo lved pursuit of a more 
des i rab le  stude nt-teacher  ratio ,  acqu isiti o n  o f  h i gh  qual ity teachers ,  
perhaps encouragi ng teachers to "un learn" some current teachi ng methods,  

present ing diffe rent subjects (for example. langu age ,  mathematics, natural 
science )  to students u nder a common theme ,  e ncouraging  more school 
t ri ps and ventu res out of the classroom, and by provid ing support and 
encouragement to the teach ing team. 

The concept " importance" for T4, meant max imis ing chi ldren's opportun it ies 

by dea l i ng  i m med iate ly with u rg e nt matte rs such as : reduc ing  t he  

teacher/pup i l  rat io ,  getti ng more money fo r education and by  attract i ng  
teachers of  "cream" qual ity i nto the  profession .  Pursuit o f  goals was deemed 
by T4 to mean avoidi ng narrowness by teach ing  ch i ldren  to " learn to learn" 
and to have fun  do i ng so. T4 bel ieved that be ing  ch i ld o riented meant 
acknowledg i ng t he  i mportance of ch i ldren 's needs by broaden i ng the i r  
experi ence and present ing them with a variety of stimul i .  "Commitment" for 

T4 meant improv ing chi ldren's education by i nvolving as many parents as 
poss i b le ; or  perhaps th is  def i ned what s h e  felt Trustees shou ld be 

particu larly committed to. 
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TABLE 8.8 

Principal Components Analysis tor Participant T4 tor first two components. (the choice pole of each construct prioritised in Ladderino has been used to 
label and identify it). 

A. E igenvalues 

B. Percent variance of E igenvalues 

C .  Constructs : Pri ncipal Axis Loadings 

A 
B 
c 
D 
E 
E 
G 
H 
I 
J 

Breadth of those conce rned 
Directness of impact on ch i ldren 
Ends & means 
Extent of concern with ch i ld ren 
I mportance (major/minor  detai ls) 
Goal orientation 
I mportance (vs. un i mportance) 
Activeness 
Concern with re lat ionsh ips 
Commitment (" I ' l l  d ie for th is") 

D. E lements in  Construct Space 

1 Reduce student teacher ratio 
2 Parent i nvo lvement 
3 B roaden ch i ldren's  expe rience 
4 Enhance teacher  quality/experience 
5 Support teaching team 
6 More school tri ps/visitors to schoo l 
7 Get bigger  classroom for teacher X 
8 Be a reasonable BOT Chai rwoman 
9 BOT, parent teacher harmony 
1 0  Ch i ldren to " learn to learn" & enjoy. 

Component 
First Second 
6 . 49 1 .66 

64. 92 1 6 . 59 

+0 .84 
+0.84 
+0 .78 
+0 .90 
-0 .98 
-0 .95 
+0 .98 
+0 . 34 
+0 . 02 
+0 .85  

-0 .32 
-0 .20 
-0 .28 
-0. 1 7  
-0 . 1 3  
+0.29 
+0.46 
+ 1 .00 
-0. 1 4  
-0 .50 

-0 .46 
-0 .46 
+0.42 
-0. 1 2  
+0 . 1 1 
-0 .24 
-0. 1 1 
+0 .65 
+0.64 
+0.36 

+0. 02 
-0.06 
+0.05 
-0.02 
+0. 1 9  
+0 .33 
+0.32 
-0 . 1 1 
-0. 1 6  
-0 .57 
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FIGURE 8.4: ELEMENTS AND CONSTRUCTS FOR PARTICIPANT T4 1N CONSTRUCT 
SPACE AS D ETE RMINED BY PRINCIPAL COMPONENTS ANALYSIS (CIRCUMGRIDS : 
CHAMBERS AND GRICE 1 986). N UMERALS REPRESENT ELEMENTS AND LETTERS 

REPRESENT CONSTRUCTS AS DEPICTED IN TABLE8.8 . 
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CASE 3 : PARTICIPANT T6 

TABLE 8 .9 

Repertory Grid. Elements. constructs and raw data fo r Participant T6 

Elements/projects 

1 :  Clari fy community goals 

LH construct pole 

A. Staff deve lopment 7 
B. Deve lopment 4 
C. Develop shared vis ion 1 
D .  School cu lture devpt . 1 
E .  Commun ity l iai so n  1 

2 : Deve lop staff co l lective vis ion 
3 : Structure for teacher/team respons ib i l ity 

4 : Staff development 
5 : Self development 

6 : To work in  classes 
7 : Create outs ide learn i ng 

networks 
8 : Admin fo lders for classes 

9 : Make school 
parent-friendly 

1 0  : Office admin istration  

I RH construct pole 

1 1 1 1 1 6 4 7 4 Parent development 
1 1 1 1 1 4 7 4 7 Adm in istrat ion 
1 1 1 1 1 2 4 1 4 Me i n  class 
1 1 1 1 2 2 7 1 7 Self deve lopme nt 
1 7 5 5 4 1 7 1 6 Capita l is ing o n  the 

past 
F. Devpt. of vision 1 1 1 1 1 2 3 7 

1 1 2 1 7 
7 1 7 3 6 
7 1 7 1 7 
6 4 4 1 6 

3 7 Management of detai ls 
1 7 Organ ise materia l  G. Clari fy goals 1 1 1 

H .  Organise for change 1 1 7 
I. My communic'n ski l ls 1 1 7 
J .  Commun ity u'standing 1 1 7 

1 3 Organise past matte rs 
1 4 Teachers' ski l ls  
1 4 Implement ing vis ion  

Visual i nspection o f  T6's raw data i n  Table 8 .9  indicates that he ,  l i ke some 
of the other  part icipants , tended to sco re at  the extreme ends of  the  
construct scales .  Fu rthermore ,  he  tended to score e lements 1 to  5 towards 
the extreme left hand construct pole . 

Table 8 . 1 0  shows that both of T6's fi rst two pri nci pal  co mpo n e nts 
accounted fo r qu ite large po rtions of the variance. Pri ncipal compone nt 1 
accounted for 49 .37% and component 2 accounted for 36.52%. 
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Two d isti nct clusters of constructs are identifiable in  Figu re 8.7.  The fi rst of 
these,  compris ing constructs C,  D ,  F and G, appeared to be concerned with 
development of a shared schoo l and community vision ,  cultu re and goals .  

Constructs H ,  I and J are also c losely placed . These constructs each 
i nvolve contrasts with teacher assistance and d evelopment (for example. 

own ski l ls development vs .  staff ski l ls  deve lopment ,  he lp ing staff vs . 
o rgan isi ng change) .  These th ree constructs are d istant from Construct A 

which also i nvo lves a contrast with staff development ,  but i n  th is case "staff 
development" makes up  the opposite pole. 

I nte rpretation of T6's cognitive map 

T6's values and core constructs re lati ng to th i s  context involved : ( 1 ) the 

wo rld 's  need for co mpete nt co nf ident sel f  manag i ng people , (2 )  the 
paramount impo rtance of ch i ld re n 's needs ,  (3) the  generat ion  o f  an  
i deal i sed sharing g lobal  commu n ity and v is i o n  (th at i s ,  one  w h e re 
commun it ies share with one another rather than retai n  th ings for thei r own 
e xclus ive benefit) , and (4) deve lopment of  the  ski l l s  requ i red to enable 
ch i ld ren  to act in  cari ng and shari ng ways (see F igu re 8.8). 

( 1 )  T6 considered the production of  competent ,  confident, self manag i ng ,  
e mpowe red people as  attai nable by deve lopment  o f  t he  schools most 

valuab le resource - its teachers. This meant deve loping them to become 
conf ident ,  motivated se lf-deve lopers. For the  Trustees th is  m ight mean 

provid i ng  i ndividual staff members with the he lp  they needed , accept ing  
people as they are and ce lebrati ng any small advances. 

T6 deemed that (2) acknowledg i ng the paramount i mportance of chi ldre n's 
needs ,  meant for the Trustees , that they were (3) contributi ng to a shared 
g lobal community and vision ;  a community that cared for its members and 
enab led a sense of belong i ng .  T6 bel ieved this represented : en hanci ng 
co m m u n ity- school  ag reement and mutual u nde rstand i ng ,  deve lop ing  
e d u cat i o n  as  a part ne rs h i p  i n  wh ich  both t he  schoo l  and the  

parents/community were i nvo lved , and developing a supportive commun i ty 

wi l l i ng  to help i n  provid ing an education that advantaged the chi ldren .  T6 
also regarded the ideal i sed shari ng g lobal  co m m u nity and vi s ion  as 
ach i evab le ,  or  at least T6 could contri bute to it , by enhancing his own 

commun ication ski l ls .  Not on ly would he do th is  so that he could learn from 
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others ,  but also so  as to  avoid people m isinterpreti ng h im ,  i n  o rder  that that 
they ,  i n  turn , cou ld learn from h im .  Th is  i nvo lved T6 i n  imp rovi ng h i s  

l i ste n i ng and p resentati o n  ski l l s  and deve lop i n g  a m o re co m p lete 
repertoi re of personal commun ication media. 

(4) Accordi ng to T6 to p roduce chi ldren who are ski l led in acti ng i n  a cari ng 
and shari ng way , meant produci ng committed , se lf-motivated teachers who 
p rovide i ndustrious ro le models and model classroom envi ron ments . Th is  
i mpl ied the deve lopment of  un ity , cohes ion and a sense of d i rectio n .  
Deve lop ing commitment and owne rsh ip  t o  a Schoo l  cu ltu re , i n  T6's v iew, 
meant deve lop i ng educati on  as a partnersh i p .  Th is wou ld i n vo lve 

deve lopment of an i nformed parent g roup who cou ld choose to accept o r  
reject the schoo l .  
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TABLE 8. 1 0  

Principal Components Analysis for Participant T6 for first two components. 
(the choice pole of each construct prioritised in Ladderi ng has been used to 

label and identify it). 

A. E igenvalues 

B. Percent variance of  Eigenvalues 

C. Constructs : P ri ncipal Axis Loadings 

A 
B 
c 
D 
E 
E 
G 
H 
I 
J 

Extent of parent development 
Staff/se lf development 
Deve lopment of shared vision 
Development of school "cu ltu re" 
Commun ity l iai son ; publ ic re lat ions 
Deve lopment of own & group vis ion 
Clarificat ion of commun ity goals 
Degree of i ndiv. staff help 
Own commun ication ski l ls 
Devt.  of community understanding 

D. E lements i n  Construct Space 

1 Clarify community goals 
2 Develop staff col lective vis ion 
3 Organ ise teacher team structu re 
4 Staff Deve lopment 
5 Self  Development 
6 To work more i n  classrooms 
7 Create external learn ing network 
8 Admin .  fo lders for classrooms 
9 Make schoo l "parent friendly" 
1 0 Office admin istration 

Component 
First Second 

4 .94 3 . 65 

49 .37 

-0 . 0 1  
+0 .68 
+0 .88 
+0 .9 1  
+0 .70 
+0 .85 
+0 .9 1  
+0 .45 
+0 .57 
+0 .55 

-0 .43 
-0 .52 
+0.07 
-0 .02  
-0 .32 
+0 .02 
-0 .24 
+ 1 . 00  
-0 .36 
+0.79 

36 .52 

-0 .84 
-0 .68  
-0 .36 
-0 .28 

+0 .58 
-0 .42 
-0 .23 

+0 .76 
+0 .73 
+0 .77 

-0. 48 
-0 . 1 3  
+0 .72 
+0 .63 
+0 . 1 0  
+0 .47 
-0 .44 
-0 . 0 1  
-0 .52 
-0 .34 
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CASE 4 ; PARTICIPANT T1 I 

TABLE 8 . 1 1 

Repertory Grid. Elements. constructs and raw data for Participant T1  

E lements/projects 

1 :  Charti ng ch i ldren's educat ion 
2 : I ncrease physical activity i n  school (sport )  

3 : E lection  to BOT 

LH construct pole 

A. Broaden ch i ldren 1 6 6 
B. Expe rience fo r schoo l  7 4 7 
C .  Personal g oal 1 7 1 
D .  Easi ly committed to 1 3 1 
E .  Fami ly i mportance 1 6 6 
F. Board respons ibi l ity 4 6 2 
G .  Ch i ldre n's futu re 1 5 6 
H .  State education 6 2 2 
I. Bus i ness 5 6 2 
J .  Di rect i nf luence 1 6 2 

4 : Dev. own ch i ld's sporti ng  activit ies 
5 : Get f inancial  deal for the school  

6 : Provide i ncome base for futu re 
7 : Balanced educ' views on BOT 

8 : Su pport own ch i ld re n's 
p rojects 

1 6 7 3 2 
2 1 2 1 7 
3 1 1 5 1 
2 1 1 3 2 
1 6 1 6 3 
5 1 4 7 6 
2 5 1 2 6 
4 1 5 6 2 
6 1 1 2 7 
1 5 1 2 1 

9 : Wife & I : Own time togeth 
1 0  : Read pre-cursor i nto . 

I RH construct po le 

7 3 Stabi l ise envi ron ment 
6 2 Experience for fam i ly 
1 7 School goal 
1 6 Difficu lt to commit to 
1 6 Com munity importance 
2 2 School  respons ibi l ity  
1 2 Ch i ld re n's present 
6 2 P rivate education  
7 2 Pleasu re 
1 2 I nd i rect i nf luence 

As i ndicated i n  Tab le 8. 1 2 , T1 's fi rst pri ncipal component accounted for 
36 . 89% of the variance , and the second princi pal component accou nted for 

22.33% of the variance .  The th i rd component accounted for 1 7 . 8% of the 
variance. 



TABLE 8. 1 2  

Principal Components Analysis for Participant T1 for first two components. 
(the choice pole of each construct prioritised in  Ladderi ng has been used to 

label and identify it). 

A. E igenvalues 

B. Percent variance of E igenvalues 

C.  Constructs : Principal Axis Loadings 

A 
B 
c 
D 
E 
F 
G 
H 
I 
J 

Breadth of chi ldren's horizons 
Experience to the school  
Schoo l's goals 
Ease of commitment 
Community i mportance 
Responsibi l ity of Board 
Importance of ch i ldren's present 
Private Educat ion 
Busi ness orientat ion 
Di rect/personal nature of  influence 

D. E lements in Construct Space 

1 
2 
3 
4 
5 
6 
7 
8 
9 
1 0  

Charti ng Ch i ldren's  Education 
Increase physical activity in  school 
Election to BOT 
Deve lop own ch i ld 's sport 
Get best fi nancial deal for schoo l 
Provide sound income base 
Get balance of views o n  the BOT 
Support own ch i ld 's projects 
Ensure wife & I have our  own time 
Read BOT precu rso r  in formation 

Interpretation of T1 's Cognitive map 

Component 
First Second 

3 .69 2 .33 

36 .89 22 .33 

+0 .34 
-0 .77 
+0.57 
+0 .48 
+0 .93 
-0 . 2 1  
+0 .55 
-0 .74 
-0 .56 
+0 .57 

- 1 . 00  
+0 .69  
+0 .56 
-0 . 66  
+0 .85  
-0 .26 
+0 .29 
-0 .42 
-0 . 82 
+0 .78 

-0 .66 
+0.37 
+0 .68 
+0.66 
+0. 1 2  
+0 .68 
-0 .03 
-0 . 0 1  
+0 .48 
+0 .2 1  

+0 . 1 5  
+0 .62 
-0 .63 
+0.49 
-0 .73 
-0 .68 
+0.35 
+0 . 42 
-0 .36 
+0.39 

Figu re 8 . 1 1 depicts T1  's cog n itive map. T1 's values re lat ing to th is context 

i nvo lved : ( 1 ) h i s  view that education is  a fundamental pri ncip le of  the 
western world, (2) the  i m portance of  one's past in  ch i ld reari ng , the  
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i mportance · of (3) successfu lness ,  (4) t rust , (5)  personal satisfactio n ,  (6) 
quality and (7) havi ng a goal ori entatio n .  

( 1  ) l t was T 1 ' s  v iew that educat ion  is  a necessity i n  Weste rn c ivi li sation .  

Fu lfi lment o f  th is  necessity was ach ievable by establ ish ing the  background 
e x pe ri e nces  and  fou nd at i ons  fo r change .  Fo r Tru stees t h i s  was 

character ised by p ri o rit i s i ng  projects i ntended to broaden ch i ld re n 's 

ho rizons .  For examp le ,  T1 bel ieved that one  way of do ing  th i s  was to 
emu late your  own educat ional experiences in p lan n i ng o r  charti ng your 
ch i ld's educatio n .  

Fu lfi lment o f  t he  pri nc ip le that one's past experiences were t he  biggest 
i nf luence o n  t he  way one  educates chi ldren  was deemed by T1 to be 

achi evab le  by us ing the  past and present as t he  bu i ld i ng b locks for 
ch i ld ren 's futures.  This in turn was characte ri sed by focussing on act ions 
that affect ch i ldren's present day l ife. As an example,  it was T1 's view that 
he cou ld do th is  by in fl uencing ch i ld re n  with experiences ,  knowledge and 
i nterests based on  his own past . 

(3)  T 1  cons idered that success was ach ievab le by p rovi d i ng goa ls ,  
leadersh ip  and a good example to  fo l low; th i s  in  tu rn was characterised by 
the BOT hav ing a business orientation , among other  th ings.  

(4)  Trust ,  acco rdi ng to T 1 , meant e nhanci ng confidence i n  the  parent 
commun ity who have expectations of the Trustees. This i nvo lved actual ly 
see ing th ings t h rough to thei r conclusion. A means for see ing th i ngs quickly 

and effic ient ly to the i r  conclus ion i nvolved pri o rit is i ng  p rojects that one 

cou ld easi ly commit oneself to ; such as T1  gett ing h imse lf e lected to the 
BOT. 

(5 )  Person a l  sat i sfact i on  was v iewed as ach i evable by e n hanc ing 
community satisfaction ,  i n  turn i nfluenced by having a balance of views and 

att i tudes i n  decis i on  maki ng .  Th i s  i nvo lved capita l i s i ng o n  peop le's 

strengths and biases. T1 considered his knowledge of the privately funded 
educat ion system to be one of h is own strengths (he had been educated i n  

p rivately fu nded schoo ls ,  and h i s  e ldest daug hte r attended a p rivate ly 
fu nded secondary schoo l ) .  H ence he deemed issues co ncern i ng the 
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school 's fi nancia l  s ituati on a s  those i n  which h e  shou ld b e  specifica l ly 
i nvo lved . 

(6)  T 1  be l i eved that do ing a g ood job for the schoo l ,  i n  other words 

performing as a h igh quality Trustee ,  i nvo lved oversee ing the goals the 
school  set. l t  a lso meant the avai lab i lity of  Trustees who were ski l led and 

we l l  able to represent the com mu n ity . Th is  was characteri sed by the 
establ ishment of school goa ls  and by bring ing outside experience i nto the 
school e nvi ronment. Fo r example ,  T1 had targetted i ncreased sport i ng  
act ivity as  a goal that should be establ ished ,  and saw h is  own experience 
as a busi nessman as an example of b ring ing experience i nto the school .  

(7)  School goals were deemed ach ievab le by focussing on  the school as a 

fou ndat ion  o n  wh ich com m u n ity mem bers cou ld deve lop  pe rsona l  
objectives. For the BOT th i s  i nvo lved p rio rit i s i ng  th i ngs  o f  commun ity 

importance. T1 fe lt that to do th is a broad representative sample of the 
community was required on the BOT. "Commitment" fo r the Trustees meant 
ensuring projects were done quickly ,  effic ient ly and thoroug h ly i nc luding 

identi fication of downstream effects. Th is  was i nf lue nced by the se lect ions 
of T rustees to the BOT, hav ing jo i nt d i scussions ,  capita l i s i ng on the 
experience and expertise that was offeri ng ,  havi ng a balanced BOT and by 
bei ng prepared to question  change wit hout stand ing in  its way . 
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CASE 5 : PARTICIPANT T2 

TABLE 8 . 1 3  

Repertory Grid. Elements. constructs and raw data for Participant T2 

Elements/projects 

1 :  Doi ng "parent he lp" i n  classroom 
2 :P iano lessens for own chi ld 

3 : Pre-school cou nci l  
4 : BOT train i ng  

5 : Regular fam i ly exerci se 
6 : BOT m ai l  d istribution  system 

245  

7 : Est .  BOT commun ity involvemt. 
8 : Est. channe ls of commun ic' 

9 :  1 989 Gala 

LH construct pole 

A. Personal g rowth 6 5 5 
B .  School activity 4 7 2 
C. Di rect chi ld i nteract'n 1 1 6 
D .  On-go ing fu nct ion 1 1 1 
E .  Goal to be ach ieved 4 4 4 
F. Ch i ld i nteractio n 2 2 6 
G. Board activity 6 4 2 
H .  Com munity re lated 1 3 4 
I. Adm in i strat ion 7 7 1 
J. Pri mary school 1 1 6 

4 5 7 5 5 
1 7 2 2 2 
7 1 7 6 6 
1 1 6 5 5 
2 2 2 1 2 
7 3 5 5 6 
2 4 1 2 3 
6 4 7 2 2 
1 7 1 2 2 
2 4 2 2 2 

1 0  : E lection  to BOT 

I R H  construct pole 

7 2 Service to others 
2 4 Personal fami ly activity 
6 6 Admin .  ( less di rect) 
7 7 Defi ned goal 
7 7 A task completed 
6 6 Personal 
2 1 C lassroom activity 
2 2 I nvolves BOT on ly 
1 4 Non-adm in i strat ion 
2 1 Pre-schoo l  

The fi rst Pri ncipal component to emerge from T2's data accou nted for  48. 46 
of the variance (see Table 8. 1 4 ) .  T2's second Pri nc ipal Com po n e nt ,  
accounted for 1 7.67% and the th ird accou nted for 1 1 .3 % .  

T2 was teaching her daughter to play the piano, and was a frequent "Parent 

He lper" i n  both of her own schoo l-aged ch i ld ren 's  c lassrooms.  These two 
projects were l i sted as e lements. Both were loaded h ig h ly for the i r d i rect 
ch i ld i nteracti on  and we re construed i n  an a l m ost ide nt ical fas h i o n .  

Estab l ishment o f  both community i nvolvement and meaningfu l  chan ne ls of 

com m u n icati on were also e lements that were const rued i n  an  a lmost 

identical fash ion o n  the con struct d imens ions .  Constructs C and I both 
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re lated to  admin i strat ion vs .  non-admin istrat ion wi th  the  imp l icatio n  from 

scoring  on construct C ,  that non-administration aligns  with di rect inte raction 

with ch i ld ren and admin istration  a l igns with i nd irect i nteract ion with them. 

Figu re 8 . 1 3  i ndicates that these two constructs are at  ext reme po les of  the 
P ri ncipal  Compo nent ,  and s i nce the polarisat ion o n  these constructs has 
been reversed , these results i ndicate that the two constructs were used i n  a 
very s im i lar  fash ion .  Th is is re i nforced by noti ng the posit ion of const ruct F 
on  Figu re 8. 1 3 , which re lates to the extent of chi ld i nteraction involved. 

I nterpretation of T2's Cognitive map 

T2's fundamental val ues, as depicted i n  Figu re 8 . 1 4 , i nvo lved ( 1 ) re l iabi l ity 

(as i n  bei ng a re l iab le person ) ,  (2) the importance of striving to improve , (3) 
possess ion  of  an ach i eve ment orientat io n ,  (4) h avi ng an o ri entat ion 
toward s  ch i l d re n ,  and (5 )  t he  importance of p rovid i ng  app ropriate 
opportu n it ies. 

( 1 ) For T2 and the other Trustees to be regarded as re l iable they must do 
what they say or promise ,  and for the Trustees th is  wou ld mean the 
execution  of  obl igat ions without delay. lt was also concerned with Trustee's 
adm in i st rative practices . At a behavioural leve l t h i s  meant ,  fo r example ,  
active ly  contri buti ng to fundrais ing ventures and also stream l i n i ng the 
handl i ng  of  Board mai l .  

(2) An i mprovement o rientat ion for the school was attai nab le accord ing to 
T2 , t h rough  e n h anceme nt of pare ntal u nderstandi n g .  Th i s  i m p l ied 

prioriti s ing commun ity re lated th i ngs ,  (for example ,  devising strategies such 
as meetings and morn ing teas to get parents i nto the school ) .  

(3 )  An ach i evement o rie ntat ion  had to do with imp rov ing resu lts by 
focussed acti on .  This was characterised by the executio n  or pursuit of 

defined goals .  To do this T2 advocated that Trustees consciously determine 
the def in ite foreseeable end of  any action.  

(4) The Board of Trustees exists to act for the ch i ldren .  Th is  meant fo r T2 , 
that it was i m portant that the Board did what is  best for ch i ld ren .  This was 
possi b le by the  Trustees: executi ng the i r  desig nated funct ion with in  the i r  

designated sphere of  action ,  engag ing i n  classroom activities ,  do ing schoo l 
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re lated th i ngs and by enhanci ng the i r  contributions to the  BOT by  exploiti ng 

st rengths.  This might i nvolve , for example , separat ing persona l  and BOT 
act ions , and by he lpi ng in  the classroom .  T2 saw one of he r stre ngths as 

adm in i st rative abi l ity and he nce fe lt she  cou ld contri bute to ch i ldren 's  

needs by immersing herse lf i n  the BOT's admin ist rative functions .  

(5) lt was T2's view that p rovid i ng  ch i ldren w i th  the most appropri ate 
opportunit ies , cou ld be accompl ished by enhanci ng thei r performance both 
at school  and for the future.  This was reflected in the Trustees' commitment 
to the Board. T2 considered that commitment to the Board meant fo r the 
Trustees : Enhancing ch i ldre n 's  performance , now and fo r the futu re , by 

priorit i s ing schoo l activities (such as be i ng on school g roups such as the 
BOT) , and by execution of admin istrative functi ons (such as p reparing  BOT 
m inutes and agendas) .  
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TABLE 8. 1 4  

Principal Components Analysis for Participant T2 for first two components. 
(the choice pole of each construct pdodtised in Ladderino has been used to 

label and identify it). 

A. E igenvalues 

B. Pe rcent variance of Eigenvalues 

C. Constructs : Principal Axis Loadings 

A 
B 
c 
D 
E 
F 
G 
H 
I 
J 

Extent of service to others 
G roup/school activit ies 
Admin ist ration/i nd i rect i nteraction 
Goal  defi nit ion 
Goal  to be achieved 
Orientation  to ch i ld i nteraction 
Activity at classroom level 
Extent to which commun ity related 
Admi n istrat ion 
Extent of prio rity of p rimary school 

D.  Elements i n  Construct Space 

1 
2 
3 
4 
5 
6 
7 
8 
9 
1 0  

Parent Help ing i n  classroom 
Piano lessons for own ch i ld 
Work on  pre-school  cou nci l 
BOT Trai ni ng program 
Regu lar fami ly exercise together 
Streaml ine BOT mai l d istribution 
Establ ish community i nvo lvement 
Establ ish communication  channe ls 
School Gala arrangements 
E lection to BOT 

Component 
First Second 

4 . 85 1 . 77 

48 .46 

-0 .03 
-0 .86 
+1 . 00 
+0 . 59 
-0 .42 
+0 .94 
-0 .89 
+0 .38 
-0 .97 
+0 . 1 6  

- 1 .00 
- 1 .00 
+0 .36 
+0 .54 
-0 .89 
+0 .63 
+0 .30 
+0 .30 
+0 .49 
+0 .26 

1 7.67 

+0 .38 
-0 . 1 0 
-0 .03 
-0 .65 
-0 .45 
-0 .06 
+0 . 1 1 
+0.70 
-0 . 1 5 
+0 .54 

-0 .07 
-0. 0 1  
+0.42 
+0.43 
+0.35 
+0.28 
-0.0 4  
-0. 1 0 
-0.46  
-0 .79 
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FIGURE 8. 1 3 : ELEMENTS AND CONSTRUCTS FOR PARTICIPANT T2 IN CONSTRUCT 
SPACE AS DETERMINED BY PR INCIPAL COMPONENTS ANALYSIS (CIRCU MGR IDS : 
CHAMBERS AND GRICE 1 986). NUMERALS REPRESENT ELEMENTS AND LETIERS 

REP RESENT CONSTRUCTS AS DEPICTED IN TABLE 8. 1 4. 
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CASE 6 : PARTICIPANT T5. 

TABLE 8. 1 5  

Repertory Grid. Elements. constructs and raw data for Participant T5 

LH construct pole 

A. For self 
B. Open ing up  
C. School  based 
D.  E njoyment 
E.  Me i nactive 
F. Organis ing se lf 
G. Futu re 
H .  I mportant 
I . Parent oriented 
J. Natural p rog ression 

Elements/projects 
1 :  Organise l ibrary & resource roo m  

2 : Carry out fundraisi ng 

7 7 
3 1 
1 1 
2 4 
7 7 
4 4 
4 1 
1 1 
7 4 
1 7 

3 : En rol own ch i ld in  swimming lessons 
4 : Learn to  p lay gu itar 

7 
7 
7 
1 
4 
2 
2 
1 
7 
1 

5 : Generate sub-committee confidenc 
6 : Com mun ity involvement 

7 : Listen to eve ryone's ideas 
8 : Get to know more parents 

9 : Do extra th i ngs with 
ch i ld ren  

3 7 7 4 4 
3 1 1 4 1 
2 4 7 4 4 
2 4 4 6 1 
7 7 7 4 7 
1 4 7 4 1 
1 1 1 1 1 
1 1 1 1 1 
3 4 4 4 1 
5 7 7 4 7 

1 0  : Create & use fi l ing 
system 

I RH construct po le 

7 1 For ch i ldren 
1 4 Narrowing  down 
1 2 Commun ity based 
4 7 "Hu m-d ru m" 
7 7 Me active 
1 1 Organ isi ng  others 
1 1 Past 
1 4 U n important 
7 1 Ch i ld o riented 
4 7 Carefu l ly sequenced 

T5's fi rst P ri nci ple Component accou nted for just 39 .56 % of the variance , 
as shown o n  Tab le 8 .  1 6 . Compo nent 2 accounted for 23 . 1 9% of t he  
variance and component 3 accou nted for 9.7%. 

lt is not su rp ri si ng that p rojects 2 and 5 appear ve ry close together  on  

Fig u re 8 . 1 6 si nce both p rojects were concerned with fu ndrais ing .  Also 

P roject 1 ,  reo rganisi ng the l ibrary ,  appears in construct space very c lose to 

construct G which was concerned with past vs. futu re .  Reorganisat ion of t he 
l ibrary was a past project recently completed by T5 . 
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I nterpretati on of  T5's cognitive map 

As shown i n  Figure 8 . 1 7 , T5's values re lati ng to th is  context i nvo lved the 
importance of : ( 1 ) adaptabi l ity, (2)  openness to accept change, (3) "teams", 

(4) to lerance and cari ng ,and (5) g oals. 

( 1 ) T5 bel ieved adaptabi l ity to change could be real i sed by better equ i p ing 
ch i ld re n  to fit into the  local  commun ity. For  Trustees  th is  i n vo lved 
encou rag i ng  the i nc lus ion of local values i n to the schoo l .  To do th is  

Trustees  wou ld need to  get  to know more parents,  perhaps by motivat ing 
parents to get involved in school  p rojects. 

(2) Ope nness to change was regarded by T5 as effected by activati ng 
beneficial change. This represented the careful  cons id e ration  of change 

(not j ust change fo r change sake ) ,  provis ion of suffici e nt in fo rmat ion to 
e nable sound debate and equ ip ing chi ldren bette r to fit i nto the commun ity. 
At a be haviou ral level these th ings were reflected in spend ing time th inking 
before maki ng hasty decis ions ,  havi ng meeti ngs  to get ideas,  maki ng l i sts 
of parents and telephoning them,  and by maki ng enquiries to discove r who 
the experts are on  part icu lar  issues and approach i ng  them to ga in  
coope rati on .  

(3 )  T5 rega rded the "team" co ncept as co ntro l lab le by  havi ng the 
confide nce in  yourself and others ,  and/o r by breed ing  co nfidence i n  a l l  
parties ,  so as to  provide a comforti ng framework that faci l itated de legatio n .  

This impl ied o rganisi ng other  peop le ,  ensuring there was back-up support ,  
and  by  pursu ing carefu l ly sequenced p rojects .  Fo r examp le ,  t h i s  mig ht 

mean taki ng a personal  approach  with parent-commun ity members to 
active ly get to know them.  

(4 )  Acco rd i ng  to T5 a to le rant and cari ng world was i nf lue nced by 

e nhanced parental understand ing and u n ifi ed cari ng  s upport fo r t he i r  
c h i ld re n 's educati on .  Th is  was c haracterised by i ncreasi ng pare nts'  
p resence and involvement i n  the schoo l .  For T5 th is meant making l i sts of 
w i l l i n g  h e lpers ,  te lephon i ng  pare nts to  g e n e rate i nt e re st ,  and by 

i nvo lvement in after hours activit ies such as weekend spo rts and school 
cabarets. 
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(5) lt was T5's view that pursuit of goals was attai nable by c lari fyi ng o ne's 

va lues and  havi ng to le rance fo r other peop le 's valu es .  Th is  meant 

i m p rovi n g  co mmun icati on  and i nte ract ion betwee n  paren ts and the i r  
ch i ld re n  so that they better unde rstand and are aware of  each  others view 

po int .  As a Trustee and as a teacher ,  T5 fe lt that to do th i s  she shou ld 
educate he rself on topics or  questions  of issue. 

TABLE 8. 1 6  

E.rinQir;lal CQ[]r;lQOeots 8nal�sis fQr EactiQir;lant I5 fQr first twQ QQm(;lQnents. 
(the QhQiQe QQie Qf eaQh QQnstDJQt QriQriti�ed in Ladgeri ng ha� been u�ed tQ 

label and igentif� it). 

QQ[]QQnent 
Eirst SeQQOd 

A. E i genvalues 3 . 96 2.32 

B. Percent variance of E igenvalues 39 .56 23. 1 9  

C. Constructs : P rincipal Axis Loadings 

A Target of p roject (Chi ldren  vs. self) +0 .73 +0.59 
B Open ing u p  +0 .36 -0 .90 
c Extent to which schoo l based +0 . 1 9  -0. 1 4  
D E njoyment -0 .77 -0 .20 
E Personal activeness -0 .43 +0.65 
F Organisation of others +0 .2 1  +0.48 
G Future orientation +0 .66  -0 . 1 2  
H Importance -0 .63 -0 .50 
I Orientation  towards ch i ldren +0.93 -0 .09 
J Sequenci ng of events (P lanning) -0 .86  +0 .43 

D. E lements in Construct Space 

1 Reorgan ise Library & resource room +0.77 +0.05 
2 Fundraisi ng -0 . 1 7 +0.46 
3 Re-en ro l  own chi ldren i n  activit ies +0 .99 -0 .65 
4 Learn guitar -0 .20 -0. 1 7  
5 Fundrais ing committee confidence -0. 1 3  +0.42 
6 I ncrease community i nvolvement -0 .04 +0.52 
7 Listen to a l l  ideas before decid ing -0.03 -0 .40 
8 Get to know more parents -0. 56 +0.07 
9 Do extras with ch i ld re n  +0.37 +0.27 
1 0  Create & use f i l ing system - 1 . 00 -0 .57 
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FIGURE 8. 1 6 :  ELEMENTS AND CONSTRUCTS FOR PARTICIPANT T5 1N CONSTRUCT 
SPACE AS DETERMINED BY PRINCIPAL COMPONENTS ANALYSIS (CIRCU MGRIDS : 
CHAMBERS AND GRICE 1 986). NUMERALS REPRESENT ELEMENTS AND LETTERS 

REPRESENT CONSTRUCTS AS DEPICTED IN TABLE 8.1 6 
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CASE 7 : PARTICIPANT T7 

TABLE 8. 1 7  

Repertory Grid. E lements. constructs and raw data for Participant T7 

Elements/projects 

1 : Arrange visit to marae 
2 : Upgradi ng p layi ng equipment 

3 : Med. school application for own ch i ld 
4 : Parent involvement i n  school 

5 :  Tidy my desk 
6 : Write report on pupi l leavi ng 

7 : Sort out my class ro l l  
8 : Summarise i ndiv .  ch i ld 

p rog ress 
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9 : Get gear for next study 
topic 

1 0  : Own ch i ld's 2 1 st 
b i rt hday 

LH construct pole I RH construct po le 

A. For parent body 5 4 1 2 7 5 3 6 6 1 For my class 
B. Immediate need 1 3 1 5 1 2 1 3 3 4 Distant need 
C .  Benefit ch i ld re n  3 6 7 7 7 3 6 3 2 7 Benefit parents 
D. For own fami ly 6 7 1 7 3 6 6 7 7 3 For others' fami l ies 
E .  P repari ng 1 1 1 1 1 7 1 7 1 1 Sum mari s i ng  
F. P lann i ng 1 4 3 4 7 5 4 6 5 4 Do ing  
G .  Achieve fo r  others 2 2 2 2 6 2 5 6 6 5 Achieve for self 
H .  For own benefit 4 6 6 7 1 6 4 4 4 5 Someone else's 

benefit 
I . For efficiency l ater 3 3 3 6 7 6 6 6 3 2 For effici ency now 
J. Sort ing out self 5 5 5 6 1 6 2 6 2 6 Sort ing out others 

T7's P ri nc ip le Components accounted for 37.03%, 23.87% and 1 4. 62% of 
the vari ance respectively (see Table 8 . 1 8 and Table 8 .4 ) .  

P roject 6,  a report to be written about a student who was leavi ng to go to 

another  schoo l ,  appears on Figu re 8. 1 9 , very close to const ructs E and D, 

wh ich  take n  together  express su mmari sat ion  for the be n efit of  othe r  
people's fami l ies .  This was a task that would benefit that student and h i s  o r  
her  fam i ly as  he/she entered a new schoo l .  
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Organis ing th ings for T7's own fami ly members ,  such as a b i rthday party 

(Project 1 0) or  applicat ion to attend Medical school (Project 3) are depicted 
on Figu re 8. 1 9  at a di stance from constructs re lating to o rgan isi ng th ings fo r 
other people's benefit (constructs D,  G ,  H and J ) .  

I nterpretation of T7's cognitive map 

Figu re 8 .20 i nd icates that T7's values re lat ing to th is  context i nvolve ( 1 ) 
enabl ing chi ld ren to g row, (2) se lf esteem and, (3) the v i rtues of t rust and 
re l iabi l ity .  

( 1 ) lt was T7's view that enabl ing chi ldren to g row, to become ski l led and 
caring ,  may be reached by promoti ng ch i ldren to the h ighest priority and by 
act ing to benefit other people's fami l ies.  Fo r Trustees this co nce rned them 

in  doing th i ngs that benefit ch i ld ren and i n  p rovid ing occas ions  when 
parents could get into the schoo l .  

(2 )  T7 considered that en hanc ing people's se lf esteem meant fo r the  
Trustees, enab l ing people to  feel good about themselves by  : developi ng a 
st rong su pport ive body who provided secu rity , putti ng ideas to the test of 
experience so as to achieve g rowth ,  e l im inat ing the large r  more stressful 
jobs fi rst and, by enhancing ach ievement of goals. At a behavioural level 
th is might i nvo lve T7 and her  col leagues in actively ensuri ng  that they do 
not stand aloof. Not only must they attempt to get parents i nvo lved with the 
school but also actual ly get invo lved with them. 

(3)  Gai n i ng trust and being seen as re l iable were deemed by T7 to be 
ach ievable by do ing th ings that advantaged othe r  people .  Th is  suggested 
that Trustees shou ld attempt not o n ly to recog n ise what needed to be 
treated with immediacy, but also to do them immediately. 
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TABLE 8. 1 8  

E[im�ical Comcooeots 8oal�sis fQ[ Eanie�icaot IZ fo[ fi[st t�o e�or:ncooeots. 
(the QhQiQe QQie Qf eaQh QQnstruQt priQriti�ed in  Laddering ha� been u�ed tQ 

label and identif� it). 

Comcooeot 
Ei[sl Sec;ond 

A. E igenvalues 3 .70 2.39 

B. Percent variance of Eigenvalues 37.03 23.87 

C. Constructs : Principal Axis Loadings 

A Degree of i n  classroom work +0.86 +0 .30 
B I mmediacy -0 .35 +0 .38 
c Extent of benefit for chi ldren  -0 .36 -0 .65 
D Benefit to others' fami l ies +0.24 +0 .7 1  
E P reparat ion +0.28 +0 .78 
F Action +0.72 +0.08 
G Others' ach ievement +0 .74 -0 .24 
H Organisation  for others'  benefit -0 .84 +0 .43 
I Immediacy of efficiency +0 .58 +0.22 
J Sorting out other  people -0 .69 +0 .57 

D .  E lements i n  Construct Space 

1 Arrange visit to marae -0.20 +0.08 
2 P lan fund rais ing ideas -0 .36 +0 . 1 1 
3 Med. schoo l  applicat ion for own chi ld -0.73 -0 .58 
4 Parent i nvolvement & comfort -0 .58 +0.23 
5 Tidy my school desk + 1 .00 -0 .68 
6 Write report on pupi l  leaving school +0. 1 0  +0 .85 
7 Sort out my class Rol l  (for BOT) +0 .25 -0 .35 
8 Summary students' progress +0 . 6 1  +0 .81  
9 Get gear for next topic +0.52 +0.08 
1 0  Son's 2 1 st b irthday party -0. 6 1  -0.54 
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8 .4 .2 .  TREATMENT G ROUP COLLECTIVE RESULTS. 

A total of 290 KWIC l i st cards  were exam ined fo r commo nal i ty .  60 
constructs of  commonality were fi nally identif ied. The twenty-five constructs 

that ranked h ighest for com monality are shown in Table 8 . 1 9 .  The fu l l  l ist 

can be found i n  Appendix Ill. 

TABLE 8 . 1 9 

CQMfy'QNALITY OF CONSTRUCTS :THE 25 CONSTRUCTS RANKED H IGHEST FOR 
C0Mfy1QNALITY 

RCOMMONALITY SCORER IS TH E NUMBER OF GROUP ME MBERS WHO PRODUCED TH E 
CONSTRUCT A N D  RH E I RARCHY LEVELR D E P I CTS THE P R EDO M I N ANT LEVEL O F  
SUPERORDINACY OF T H E  CONSTRUCT ON CONSTRUCT SYSTEMS. RVALUE R MEANS LADDER 
APEX OR SU PERORDINATE CONSTRUCT, RCONSTRUCTR MEANS REP. TEST AND VALU E 
LADDER ELICITED CONSTRUCT AND RACT" MEANS ACT LADDER ELICITED CONSTRUCT. 

RANK CONSTRUCT COMMONALITY HEIRARCHY 
s::a:£ LEVEL 

GOAL ORIENTATION 7 VALUE/CONSTRUCT 
2 INVOLVEWENT 7 CONSTRUCT/ACT 
3 FUTURE OR IENTATION 6 V ALUE!CONSTRUCT 
4 RPARAfy'QUNT IMPORTANCE OF CH ILDREN'S N EEDSR 4 VALUE 
5 BENEFIT CHILDREN 4 CONSTRUCT 
6 COMMITIMENT 4 CONSTRUCT 
7 SCHOOL ORIENTATION 4 CONSTRUCT 
8 MUTUAL UNDERSTANDING 4 CONSTRUCT 
9 KNOW THE CH ILDREN (INTERACTION) 4 CONSTRUCT/ACT 
1 0 CARING 3 VALUE 
1 1 ACHIEVEfv£NT 3 CONSTRUCT 
1 2 ACTION 3 CONSTRUCT 
1 3 CHANGE ORIENTATION 3 CONSTRUCT 
1 4 CHILDREN ORIENTATION 3 CONSTRUCT 
1 5 COMMUNITY ORIENTATION 3 CONSTRUCT 
1 6 PEOPLE DEVELOPtJENT 3 CONSTRUCT 
1 7 IMPORTANCE 3 CONSTRUCT 
1 8 DEVELOPING STRENGTHS 3 CONSTRUCT 
1 9 SUPPORTIVENESS 3 CONSTRUCT 
2 0  FINANCIAL MANAGEMENT 3 ACT 
2 1  FUNDRAISING 3 ACT 
2 2  MEETINGS 3 ACT 
2 3  ACQUAINTANCE WITH PARENTS 3 ACT 
2 4  RESOURCE & FACILITY MANAGEMENT 3 ACT 
2 5  TRUST & R ELIABILITY · 3 VALUE 
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When carry ing out th is  analysis t h e  i nvestigator was struck by t h e  way 

different i ndividuals produced the same constructs , but at d i ffe rent leve ls 
with i n  their con struct h ierarchy .  Fo r example the concept of deve lopi ng 

people's stre ngths appeared in two cog nit ive maps as a resu lt of Value 

ladder e l icitat ion and appeared on  a th i rd cogn itive map as a resu lt of Act 
Ladder  e l icitation .  Also some respondents p roduced more Value Laddered 

responses  than  Act ladde red responses ,  wh i le  othe rs p roduced the  
converse , more Act Laddered responses than Value Laddered ones.  

For th is reason Table 8. 1 9  i ncludes a co lumn stat ing the h ie rarch ical level 
of the predominant occu rrence of each construct. Constructs at the apex of 
a syste m are l i sted on Tab le  8 . 1 9 as "Values" and val ue  ladde red 

responses are label led as "const ructs" . "Const ructs" a lso i nc lude the  
orig i nal constructs e licited by  Repertory Test. Responses produced th rough 
Act Ladderi ng are label led as "Acts" . For example, the fi rst o n  the l ist, "Goal 
orientat ion" appeared about as frequent ly as a fundamental value at the 
apex of  peop le 's  ladders , as it appeared embedded e lsewhere i n  more 
subord inate leve ls of the value ladders. The paramount i m portance of 
Ch i ldren's needs, produced by 4 respondents , occu rred in each case as a 
superord inate construct or  value .  Constructs relat ing to fu ndrais ing had 
some commonality at the Act laddering leve l .  

The most common ly shared constructs re lated to Trustees  bei ng goal  
orie nted (that i s ,  i ncl i ned towards the  setti ng and pursuit of goals)  and 
concern with parent community invo lvement. These constructs were shared 
by all 7 participants. Six of the seven Trustees expressed an orientation  
towards the futu re .  The  next most common constructs ,  each w i th  a 

frequency of fou r (more than half the  g roup)  related to " the paramount  

importance of ch i ld ren's needs" , an o rientat ion towards benefit ing ch i ldre n ,  
commitment, having an orientation  towards the school (that i s ,  t o  prio rit ise 
school  bus iness) , a desire to enhance mutual understand ing  between a l l  

parties, and actual ly interacting with and getti ng to know the ch i ld ren .  

Figu res 8 .3 ,  8 .6 ,  8 . 9 ,  8. 1 2 , 8. 1 5 , 8. 1 8  and 8 .21  depict fo r  each i ndividua l ,  
t hose parts of the i r  cog n itive maps which they s hared wi th  the  g roup 
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cog n it ive map (Figu re 8 .22 ) , and hence wh ich  t hey shared wit h othe r  

part ic i pants .  Pu t  anothe r  way , these figu res rep resent t hose parts  of 
ind ividual maps, which participants contributed to the g roup cognitive map. 

Not a l l  o f  the 60 common constructs were i nc luded o n  F igu re 8 .22 The 
crite ria for i nc lus ion on Figu re 8.22 are descri bed below. However of the 
60 const ructs identified , participant T5 contributed the most at 27 const ructs. 

Part ici pants T1 and T7 shared 26 and 25 constructs respective ly, with the 

g roup map. Participants T3 and T2 both contributed 21 constructs and T 4 
and T6 both contri buted 1 9. 

Figu re 8 .22 represents the fi rst (that is ,  pre-workshop) vers ion of the BOT 

g roup  cog nitive map .  lt s hows those aspects of the i ndiv idual cog nitive 
maps that were shared by t he  g roup members.  The g roup members n ot 
on ly shared the content of the boxes shown on the map but also shared the 
l i n kages between part icu lar  content boxes (thoug h the  latte r was more 
rare) .  

The  e xtent t o  which the  content boxes i n  F ig u re 8 .22  were shared,  i s  
d isce rn ib le  by  the th ickness of  the  l i ne  formi ng the  box .  There are t h ree 

th icknesses of l ine .  The th ickest l i ned boxes i ndicate that at l east 6 of the 7 
g roup  members shared that construct .  The next th ickness means that 4 o r  5 
of t he  g roup members sha red the construct .  The t h i n nest l i ned boxes 
rep resent constructs shared by 3 g roup members ,  o r  by 2 g roup members 
who also shared a common i m pl ication l inkage to that construct .  Where two 
people shared a const ruct ,  but l inked it to other  const ructs in a completely 

id iosyncratic man ner, the com monality has not been d isp layed in Fig u re 
8.22.  That is  why only 31  of the  reported 60 com mon constructs have been 

inc luded in Figu re 8.22. I nc lus ion of a further 29 constructs shared on ly by 
two peop le seemed an u n necessary exercise in c lutteri ng the cogn it ive 
map. Also ,  at a frequency of o n ly 2 ,  they were viewed by the investigator as 

not sufficiently representative of g roup commonality. 

No m o re than two peop le ag reed upon  or shared l i nkages between 
constructs. Hence the th icker l i nkage l ine i ndicates that 2 people shared 
that l i nkage ,  and the remai n i ng th inner l i nes indicate that just one person 
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made the impl icative l i nk. For example the "Trust and Rel iabi lity" con st ruct 
on the far left hand side of F igure 8 .22 was s hared i n  content by t h ree 
Trustees but not one of them l inked this construct with any other  construct 
depicted o n  the map. 

The co l lect ive Group cog n itive map has been descri bed be low in a s im i lar 
fash ion to the way i ndiv idual cogn it ive maps were descri bed earl i e r. 

However o n ly shared l inkages and majority shared constructs (frequency of 
4 or more) are described . 

The g roup were unani mous i n  the  view t hat t hey s h o u ld have an 
o rientat ion  towards sett ing and pursu i ng  goa ls .  Th i s  g oal o ri entat ion  
appeared to  be  re lated to  the  enhancement of both the futu re and people's 
se l f  esteem by develop ing mutual understand i ng between a l l  part ies 
(parents ,  t rustees, teachers and pupi ls )  and by avo idi ng the stress of  

unantici pated events .  I n  many respects the  goal  or ientatio n  represented 
plan n ing . l t  is i nteresti ng to note , however ,  that a l l  part ici pants made 
refe rence to goal setti ng but not to p lan n i n g ,  alt hou g h  at i nd iv idua l  
feedback sessions  i t  was revealed that the co ncept of  p lan n i ng was 
embedded in other const ructs ,  such as "goal setti ng" .  Fo r one  partic ipant 
plann ing was embedded with in her notion  of "administrat ion" .  

Every member  in the g roup  considered the e n hancement of parental 

involvement as important. lt was deemed that Trustees cou ld i nf luence this 

by : ( 1 ) havi ng an "achievement orientation"  (by which they meant, an 

i nc l inat ion to get th ings completed ; to ach ieve the i ntended resuh) , (2 )  
arranging for the actual physical presence of  parents at the schoo l ,  and (3) 
i nteract ing with and getting to know the ch i ld ren .  

A l l  but one member  o f  the  Board made reference to having  an orientat ion  

towards the futu re .  A lthough  at t he  feedbac k  sessi on  th is  part ic ipant 
endorsed the contention  that a futu re o rientatio n  was important ,  and that it 
was a notion that had simply failed to be e licited in the Repertory Test and 
Ladderi ng processes. An o rientation towards the future related d i rectly to 
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the i mportance placed o n  p reparing chi ldren  for the  future. Accord ing to  at 
l east 2 g roup  membe rs t h i s  was i n flue nced by  havi n g  a "change 

o rientation" ,  which meant having a progressive att itude of  open ness and 
p re paredness fo r change in contrast to being res istant to  change .  The 

futu re o rientat ion was also a ref lect ion of the "paramount  importance" 

assigned to the question  of ch i ldren's needs, wh ich  ,i n  turn involved doing 
t h i ngs  that advantaged ch i ld ren .  Among othe r  t h i ng s  th is rep resented 

Trustees having an attitude towards the deve lopment of people , and also 
went some way towards defi n i ng occurrence s  of  the term " impo rtance". 
" Importance" meant do i ng th ings to benefit ch i ld re n ,  a not ion which two 
members felt could be served by ensuring t he re was a balance of v iew 
poi nts o n  the Board and by enabl ing the express ion of those views. 

The term "commitment" appeared to mean : p repare chi ldre n  for the futu re 
and deve lop a sense of d i rection ,  by i nvo lv i ng  pare nts and by g ivi ng 
h ighest priority to issues affect ing children.  Or at least this is what the g roup 
felt they shou ld be committed to.  

Two participants shared a chai n  of constructs whereby they bel ieved it  was 
important to have caring people i n  a cari ng world. lt was thei r view that th is 
cou ld be accompl i shed by provid ing positive role models for the ch i ldren 
and that th i s  in turn  concerned the development  or e stab l is h ment of a 
sense of di rection .  

The re also existed a shared l inkage between concepts o f  fi nance , monetary 
and budget contro l o n  the one hand and schoo l  resou rces and faci l i t ies 
contro l and management on the other  hand. 

Feedback sessi o n s  with all 7 partic i pants conf i rmed the  conten t  and 

l i n kage s  of the i r i nd iv idua l  cog n it ive maps ,  and made e xp l ic i t  the  
relationsh ips between the i r  cogn itive maps and the  g roup cogn itive map. 
When al l  feedback sessions had been comp leted a workshop was cal led 
for the ent i re g roup.  
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At  t he workshop the g roup  members made i t  c lear  that they fou nd the  
cogn itive map depicted i n  F igu re 8 .22 to  be unwieldy, complex and visual ly 
"too busy". They tended to react agai nst its visual complexity rather  than 

respond to its content , and indicated that they wished to discard that model 
and generate a new one. U nfortunately , at th is stage the three teachi ng staff 

o n  the Board t ried to domi nate th is part of the workshop,  and wished to 
impose a complete ly new model equivalent to one that they had been using 
for a different set of issues at the school .  The model they sought to impose 
contai ned no h ie rarch ical representation and went well away from bei ng 
an explanatory const ruct system style of mode l .  Furt he rmore ,  thei r model 
tended to ignore almost the enti re content of the g roup cognitive map. 

A large portion of the workshop session therefore invo lved the faci l itator  
and the non-teaching Trustees i n  steeri ng the teach i ng staff back to the 
exercise at hand, an exercise i n  which they had invested considerable t ime,  
energy  and disclosu re . They had worked t h rough t h rough a process and 
they wished the f inal outcome to reflect that specif ic p rocess and n ot a 
model that emanated from a text book session at the school .  I n  other words 
a sizeable portion of part ic i pant's contributions to the shared map wou ld 
have been lost in the somewhat sty l ised and impoverished model p roposed 
by the teachi ng staff. Th i s  debate and negot iati o n  was an extreme ly 
valuable and important featu re of the ent i re team bu i ldi ng program si nce , 
after some creative thi nking by al l  participants , it lead to the development of 
a 3-d imens ional h ie rarch i cal model t hat cons isted of 5 i nterre l ated 
h ie ra rchical ly arranged cog n itive maps . 

Th is model is  both depicted g raphical ly and described verbal ly i n  Sect ion 

8 . 4.3 ,  which entai ls a repri n t  of the Po licy fo r Act ion that the BOT fi na l ly 
adopted.  The pol icy com m e nces with the school 's  Missi on  Statement .  

P reparation of Mission Statements for al l  schools was a requ i rement of the 
Tomorrow's Schools p rog ram .  The g roup model contains  sub-mode ls  that 
descri be the school 's values , the BOT's ro le and the  i nterre lationsh i p  of 
these with the teachi ng staff , the community and the pupi ls .  By 9.00am on 
the  day fol lowi ng the workshop ,  there appeared i n  the  school staff-room a 

3-d imensional ve rsion of t he  model made of Table-tenn is  bal ls and p ipe 
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c leaners .  At the  t ime of writ ing th is  chapter, that model was sti l l  hangi ng 

fro m  the cei l ing of the Pri nc ipal 's office. 

Up unt i l  the workshop ,  the  i nvestigator had not d iscussed nor  d isclosed to 

any Trustee detai ls  of the  content of any othe r Trustee's cogn it ive map, 
except that which appeared as shared constructs on the g roup cog n itive 
map. l t  had been made clear to the partici pants that with in  the code of 

eth ics adhered to by the i nvest igator and with i n  the boundaries of  h i s  
p rofess ional reg ist ratio n ,  a l l  material was confident ial to h imse lf and  the  

i ndividual sou rce of that mate ria l .  l t  was up  to  participants to take the 
i n i t iat ive themselves i f  they were prepared to ,  or  wished to d isclose the 
contents of the i r  cogn itive maps to othe r  g roup members. At the workshop,  
part ici pant T1 vo lunteered to d isclose h is  cogn itive map to the rest of the 
g roup  and th is lead to a spo ntaneous exchange of i ndiv idual cog nit ive 

maps ( includ ing the vers ions that indicated each i ndividual's contribution  to 
the  g roup map) . At the  conclus ion -of the workshop a c losure ceremo ny 
i nvolved participants i n  acknowledg ing the value t hey had gai ned from the 
exercise. There was u nanimous agreement at t his stage that the workshop 
h ad bee n  valuable and that in particu lar, the exchange of cog n itive maps 
h ad been of the most value.  

Anothe r  noteworthy featu re of  the workshop  i nvo lved a statement by 
participant T6. He  revealed that he had been sceptical about the procedure ,  
but  when h e  received h i s  copy o f  h i s  cog n it ive map at the  feedback 
sess ion ,  it was unquestionab ly " h im" .  He stated that he could not dispute 
the  model because it descri bed h is att itudes and bel iefs precisely .  The re 

was general support from the rest of the g roup who i ndicated that they had 
the same experi ence when they received thei r i ndividual cognit ive maps. 
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8.4 . 3 .  R E P R I NT O F  SCHOOL B OA R D  O F  TR U STE E S  

P O LICY FO R A CTI O N  

M I S S I O N STAT E M E NT 

"To cre ate a f r i e n d l y  b u t  c h a l l e n g i n g  e n v i ro n m e n t  to  
e ncou rage a l l  ch i l d re n  to  take a g rowi ng respo n s i b i l i ty for  
th e i r  own q u a l i ty learn i n g and behavi o u r  and to ach i e ve 
th is  i n  partne rs h i p  with the home."  
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TH E B O A R D ' S  R O L E  

T o  e n a ble ach ieve m e nt of t h e  s c h o o l ' s  va l u e s  th ro u g h  
g o a l  d i rected act i o n s  devoted to deve l o p i n g t h e  p u p i l s_ ,  
the staff and the com m u n ity . 

The Board's ro le can be depicted as a pyramidal structure (see F IG U RE 1 ) , 
whereby the Board mediate the school 's values, goals and ideals i n  re lat ion 
to the pupi ls ,  the staff and the community. 

Specifical ly : 

1 .  The Board's purpose is to manage the school 's values as they re late to 
the th ree pri nciple g roups of people i nvolved in the school : the pupi l s ,  
t he  staff and the commun ity. 

Referred to collectively,  the pupi ls,  the staff . the Board and t h e  community wi l l  
be known as t he school .  

2. The Board wi l l  set goals tor the school and .actively encou rage the 
pu rsuit of  and ach ievement of  these goals .  

3. The Board wi l l  act as the school's agency fo r change and improvement 
and mediate the pursuit of the values .with the schoo l .  

4. The Trustees' ongoing prog ram wi l l  be to constantly ask : 

" How can we achieve the goals ,  objectives and ideals embodied 
i n  the the school 's values and reflected in the miss ion 

statement ?" 

"What sorts of actions ,  e nvi ronments and symbols are di rectly 

compatib le with and reflect the school's values ?" 



F I GURE 1 .  MODE L OF THE BOARD OF TRU STEE S '  RO LE .  
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Partnersh ip : 
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com m u n i ty  
s u p p o rt ,  

The Board of T rustees acknowledge the importance of prepari ng  a futu re 
world of confident, sk i l led , cari ng peop le who feel  good about themse lves 
and value other  people .  To ach ieve this preparat ion the Board wi l l  : 

1 .  Treat ch i ld rens' needs as thei r h i g hest p rio rity. 

2 .  Deve lop a teach ing envi ronment that faci l i tates ch i ldrens' 
acquisitio n  of the ski l ls they need to assume an i ncreas ing 

responsib i l ity for  thei r own qual ity learn ing and behaviou r. In  other  
words, to  become active , motivated learners rather than passive 
receptors of  information .  

3 .  Invo lve the schoo l/parent commun ity i n  school activities ,  and 

in  so doi n g ,  aim to help al l  parties to deve lop a mutual and 

supportive u nderstanding of one another .  



Set goals 
t hat move 
the school 
towards 
its values 
& Ideals.  

I 
Be active 
in  pursuit of 
i mprovements 

I 
The pupi ls I 

Specifical ly : 
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TH E B O A R D  O F  TR U STEES 

S c h o o l ' s  
Va lues  

B e  open t o  Pr ior i t ise P r u d e n t  Cap ita l i se 
& p repared s c h o o l  f i n a n c i a l  on  T rustee' s  
to change & act iv i t ies m o n e t a r y  s t re n g t h s  
i m p rove & fi n a n cia l  & expand 

p ra c t i c e s  t h e i r  
k n o w l e d a e .  

I I 
Have t he Man a g e  & 
commit·  d e v e l o p ,  
ment to res o u rc e s ,  
t h e  school faci l it ies & 
e x pected c om m u n i t y  
o f  the i nvolvement in  
Board by fu n d ra i s i n g .  
t hose who 
e l ect e d  
t h e m .  

I J I The Staff I I The Com m u n ity 

To achieve the schoo l's values ,  as embodied in the miss ion statement the 
Board of Trustees wi l l  : 

1 .  Set achievable goals fo r the schoo l .  This i nvo lves the  active pursuit 
of improvements for the school .  The Board wi l l  be p roactive rather than 
s imply reactive to agenda items. 

2 .  Be open to and p repared for change that improves the schoo l .  The 
Board wi l l  avoid resi stance to change and complacency of the status 
quo .  

3.  P lace h igh  p rio rity on school activities. As the elected representatives,  
th is  i nvolves being com mitted to the school .  

4 .  Adopt prudent fi nancial ,  monetary and budgetary po li cies and 
practices.  This is characterised by ski l led manag ement and 
deve lopment of the school 's resources and faci l i t ies , and by the 
plann ing and impleme ntat ion of community i nvo lved fundraising 
activities. 

5 .  Capital ise on the strengths inherent among the Trustees and develop 
i n  them an expanded knowledge and i nformatio n  base. 
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TH E P U P I LS 

School va lues 

The Board I I 
The staffl I The Co m m u n ity I 

De v e l o p  
c h i l d re n ' s  
st rengt h s  

Estab l i s h  
q u a l i t y  
lea rn i n g  
e n v i r o n -
ments & 
staff  

Specifical ly : 

The pupi ls  
a re t he 
h i g h e s t  
prior i ty 

Co n stant l y  
assess t he 
benefit of 
act ions for 
the c h i ldren 

I n teract 
with & g et 
to know 
the pupi l s  I 
Get to know Do not stand 
t heir  a loof from 
parents too t h e  c h i l d ren 

To achieve the schoo ls' values , particu larly regarding the paramount 
importance of ch i ldrens' needs and the endeavour  to deve lop young people 
adept in  the ski l ls requ i red to take responsib i lity for the i r  own actions ,  the  
Board wi l l : 

1 .  Treat the pupi ls as the h ighest priority. This means that the Trustees 

wi l l  constantly review proposals and actions for the i r benefici al i mpact 
on the pupi ls .  Above all the Trustees must not lose s ight of or neg lect 

he ch i ld re ns' needs. 

2. I nteract with and get to know the pupi ls as much as possible . Th is  

i nvolves gett i ng to know thei r parents too ,  and ensuri ng that the 
Trustees do not stand aloof of  the pupi ls .  

3 .  Establ ish ,  with in  their means ,  learn i ng envi ronments conducive to the 
deve lopment of pupi ls strengths and g radual improvement of the i r  
weaknesses. 



Pupi ls  I 

Specifica l ly : 

278 

TH E STA F F  

P rovide positive role models 
to t h e  ch i ldren 

Seek, employ and d evelo p  
sk i l led ,  comm itted staff w h o  

are capable of provid ing 
model  learn ing enviro nments 

D evelop staff  mem ber's 
strengths ,  knowledge & 

access to i nfo rmat ion. 

E n courage staff t ra i n i n g ,  
education a nd g rowth 

e xpe r i e n c e s .  

To ach ieve the school's values, as embodied in  the m i ssion statement, the 
Board wi l l : 

1 .  Aim to provide positive role models to the chi ldren .  This i nvo lves 
seeking ,  employing and developing committed , sk i l led staff who are 
capab le of providing model learn ing envi ronments .  

2 .  Encou rage the deve lopment of staff member's st re ngths and 
enhance the i r  knowledge and access to i nformat ion .  Th is 

invo lves the provis ion of on-goi ng education ,  t rai n ing  and g rowth 
experiences for the staff , i n  accordance with the i r  i ndividual and 
col lective needs. 
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TH E CO M M U N ITY 

The Board 

Be o rie nted 
towards t he � comm u n i ty 

I nvo lve ment i n  En ha nce comm u n ity 

Specifical ly : 

fundra is ing and 
re s o u rce 
d e v e l opme n t  

I 
Capital ise on 
people's s t ren g t h s  

awareness & 
k n o w l e d a e .  

I 
Keep the com m u n ity 
i n f o r m e d .  I 
Get the com m u n ity 
into the school 

The te rm "commun ity" refers to both the parent commun ity and the wider 
schoo l community wh ich i ncludes the school 's ne ighbours ,  local 
shopkeepers and the school 's extended fam i l ies .  

To funct ion with i n  the school's values, particu larly with regard to 
partnersh ip in education , community supportiveness ,  invo lvement and 
m utual understandi ng , the Board wi l l  : 

1 .  Mai ntai n an acute awareness of the commun ity and an orientation  to 
i nclude the community in school activiti es. Try not to neg lect , ignore o r  
stand aloof of the community. 

2 .  Try to enhance the  knowledge and awareness o f  the commun ity. Th is  
i nvolves getti ng the parents and community i nto d i rect i nterface o r  
commun icat ion with the  school .  

3 .  Encou rage the commu nity i nto fundrais ing and other resou rce 
development activit ies. This i nvo lves ident i fy i ng and capital is ing on  
the strengths, expertise and wi l l ingness o f  t he  people i n  the 
community. 
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8 .4 .4 .  COMPARISON OF TREATMENT GROUP AND CONTROL G ROUPS. 

Differences i n  P re-test and Post-test responding were analysed by One-way 
Ana lys is  of Variance for  d ifferences between g ro u ps and by Hest fo r 
d i fferences with i n  g roups .  ANOVA Summary tables of s ign if icant between 

g roups resu lts are i ncluded I N  Appendix III. 

Of the 20 items surveyed on ly one significant differe nce was found between 

g roups  at  the P re-test adm in i st rat ion  of  the Board of Trustees Ro le  
Questionna i re .  Th i s  occu rred on  an  item re lated to t he  extent to  wh ich 
Trustees fe lt that the i r Board was d i rected towards clearly defi ned goa ls .  
Control G roup A Trustees i ndicated on the Pre-test that to some extent they 
we re not d i rected towards  clearly defi ned goa ls  (see Figu re 8 .24 ) .  I n  
cont rast the Treatment G roup fe lt that they we re d i rected towards clearly 
defi ned goals ( F=5. 1 ,  df=2,  p<0.05) .  

Figu re 8 .24 and Tables 8.2 1  and 8.22 show that on th is item,  both Control 
G roup  B and the Treatment G roup recorded a s ign i ficant increase at Post
test for the extent to which they were di rected towards clear goals, (Control 
G roup B : t= 3 .8 1 , df=5,  p .<0 .05 ;  Treatment Group  : t= 3.24, df=6 , p .<0.05) .  
Contro l  G roup A who had sco red most negat ively on  th is i tem at pre-test, 
did not reco rd a s ign i ficant movement towards a more positive resu lt (see 
Table 8.20 ) .  

O n  a l l  other  i tems at P re-test admi n istrat ion , t h e re was stat ist ical ly no  
difference between the  th ree g roups . However at Post-test admin istrat ion of 
the quest ionnai re ,  sig n i ficant between groups d iffe rences had occu rred on  
6 of the  20 items (30% of items) .  F igures 8 .25 ,  8 . 27 ,  8 .29 ,  8.3 1 and 8 .33 
show that at the post-test admin istrat ion of t he  q uestionnai re ,  sig n if icant 
differences had emerged for the extent to which the d ifferent g roups felt that 
the i r  Trustees ag reed with one another, he ld s im i lar bel iefs and values to 

o n e  another ,  we re c lear about the i r  ro le  a s  a Board ,  fe lt i ndivi dua l ly  
comfortable in  thei r ro le as a trustee , and felt that thei r personal bel iefs and 

values were s im i lar to other  Trustees (see A ppendix Ill for figu res and 

ANOVA tables) .  I n  addit ion , at Post-test there remained the same between 

g roups d i fference re lat ing to di rectedness towards clearly defi ned goals .  
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TABLE 8 .20  

SUMMARY OF t-TEST ANALYSIS OF CONTROL GROUP A WITH IN  
GROU PS PRE-TEST AND POST-TEST SURVEY QUESTIONNAI RE 

RESULTS. 

ITEM DESCRIPTION P R E- PRE- POST- POST- t SIGN IF Notes 
1\0. TEST TEST TEST TEST 

MEAN sd. MEAN sd. 
---------------------------------- -------- ------------ ----

PART A :  FEELINGS ABOUT THE BOARD AS A WHOLE. 

1 Organised 3 . 8 3  1 . 94 5 . 0 0  1 . 26 2 .  9 1  0 . 0 3 3  p . <0 . 05  
2 Goal direction 4 . 8 3 1 . 60  4 . 0 0  1 . 67 1 .  7 5  NS 
3 Support iveness 2 . 3 3  1 . 37  2 . 5 0  1 . 05 0 . 3 5 NS 
4 Disagreement 5 . 0 0  1 . 1 0 4 . 6 7  1 . 03 0 . 5 4  NS 
5 Warmth  2 . 3 3  1 . 3 7  2 . 6 7  1 . 2 1  0 . 6 0  NS 
6 Con tro l 3 . 0 0  0 . 8 9  2 . 6 7  1 . 2 1  1 . 0 0  NS 
7 Suspicion 5 . 8 3  0 . 75 5 . 1  7 1 . 72 1 . 2 0  NS 
8 S im i lar  va lues 5 . 1 7 1 . 1 7 4 . 0 0  1 . 4 1  2 . 1  5 0 . 0 8 3  Approach ing 
9 Commun ication 2 . 0 0  1 . 1 0 .2 . 5 0  1 . 22 1 . 4 6  NS 
1 0 School problems 5 . 1 7 1 . 1 7 5 . 1  7 1 . 83 0 . 0 0  NS 
1 1 Role c lar i ty 4 . 1  7 1 . 3 3  3 . 1 7  1 .47 2 . 2 4 0 . 0 75 Approach ing 
1 2 Team work 5 . 0 0  0 . 8 9  5 . 3 3  1 .2 1 0 . 6 0  NS 

PART B :  FEELINGS ABOUT OWN ROLE. 

1 Comfo rt 2 . 8 3  0 . 7 5  3 . 3 3  1 . 2 1  1 . 4 6  NS 
2 Disagreement 4 . 8 3  0 . 98  4 . 8 3  1 . 60 0 . 0 0 NS 
3 Understanding 5 . 5 0  0 . 5 5  5 . 5 0  1 .38 0 . 0 0 NS 
4 Suspicion 5 . 5 0  1 . 3 8  5 . 3 3  1 . 5 1  0 . 2 8 NS 
5 S im i lar va lues 2 . 8 3  1 . 1  7 3 . 3 3  1 .5 1  0 . 6 5  NS 
6 School problems 2 . 0 0  0 . 89  2 . 0 0  1 . 1 0  0 . 0 0  NS 
7 Role c lar i ty 4 . 3 3  1 . 9 7  5 . 5 0  1 . 22 1 . 0 8  NS 
8 Respect 5 . 3 3  0 . 5 2  5 . 6 7  1 . 2 1  0 . 5 0 NS 

PAIRED COMPARISONS = 6 , DEGREES OF FREEDOM = 5. 
- - -- ----------- ------------------ - - - -------------- ---- - - - -

' . 



TABLE 8.21 

SUMMARY OFt-TEST ANALYSIS OF CONTROL GROUP B WITH IN  
GROUPS P RE-TEST AND POST-TEST SURVEY QUESTIONNAI R E  

RESULTS. 

::��-��::��PT��-�---��-J�--��l� ___ J:����l_:::�----
PART A : FEEUNGS ABOUT THE BOARD AS A WHOLE. 

1 Organised 
2 Goal d irection 
3 Supportiveness 
4 Disagreement 
5 Warmth  
6 Contro l  
7 Suspicion 
8 Sim i lar  va lues 
9 Commun ication 
1 0 School problems 
1 1 Role clar i ty 
1 2 Team work 

5 . 3 3  
3 . 3 3  
2 . 1 7 
5 . 6 7  
1 . 8 3  
2 . 8 3  
5 . 5 0  
5 . 8 3  
2 . 0  
5 . 6 7  
2 . 8 3  
5 . 3 3  

0 . 5 2  
0 . 8 2  
0 . 75 
0 . 5 2  
0 . 75  
1 . 1 7 
0 . 8 4  
0 . 75  
0 . 6 3  
1 . 0 3  
1 . 1 7 
1 . 3 7  

PART B : FEEUNGS ABOUT OWN ROLE. 

1 
2 
3 
4 
5 
6 
7 
8 

Comfort 
Disagreement 
Understanding 
S uspicion 
S im i la r  va lues 
School problems 
Role c larity 
Respect 

2 . 0 0  
5 . 6 7  
5 . 8 3  
6 . 1 7 
2 . 3 3  
2 . 0 0  
6 . 3 3  
6 . 3 3  

0 . 8 9  
0 . 8 2  
0 . 75  
0 . 75  
1 . 0 3  
0 . 6 3  
0 . 8 2  
0 . 5 2  

6 . 1 7 
2 . 1 7 
1 . 8 3  
5 . 1  7 
1 . 8 3  
2 . 0  
6 . 1 7 
6 . 1  7 
1 . 8 3  
6 . 1 7 
2 . 3 3  
6 . 5 0  

2 . 0 0  
5 . 5 0  
6 . 0 0  
6 . 3 3  
1 . 6 7  
1 . 5 0  
6 . 3 3  
6 . 1 7 

0 .75 
0 .4 1  
0 . 4 1  
0 .4 1  
0 .75 
0 .63 
0 .75 
0 . 25  
0 .75 
0 .98  
0 .87 
0 .55 

1 . 1 0  
1 . 05 
0 .63 
0 .5 2  
0 .52 
0 .55 
0 . 82  
0 .4 1  

2 . 7 1  
3 . 8 0  
1 . 0 0  
2 . 2 4  
0 . 0 0  
2 . 0 8  
3 . 1  6 
0 . 7 9  
1 . 0 0  
0 . 8 1  
1 . 1 7 
2 . 9 1  

0 . 0 0 
0 . 5 4  
0 . 5 4  
0 . 4 2  
2 . 0 0  
1 . 4 6  
0 . 0 0  
1 . 0 0  

PAIRED COMPARISONS = 6 ,  DEGREES O F  FREEDOM = 5. 

0 . 0 4 2  
0 . 0 1 3 
NS 
0 . 0 75 
NS 
0 . 0 9 2  
0 . 0 25  
NS 
NS 
NS 
NS 
0 . 0 3 3  

NS 
NS 
NS 
NS 
NS 
NS 
NS 
NS 

p .< . OS  
p . = . 0 1  

Approaching 

Approaching 
p .< .OS  

p .< .OS  
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TABLE 8 .22 

SUMMARY OF t-TEST ANALYSIS OF TREATMENT GROUP WITH IN 
GROUPS P RE-TEST AND POST-TEST SU RVEY QU ESTIONNAI R E  

RESULTS. 
ITEM DESCRIPTION P R E
t'D. TEST 

MEAN 

P R E
TEST 
sd. 

POST- POST-
TEST TEST 
MEAN sd. 

PART A : FEELINGS ABOUT THE BOARD AS A WHOLE. 

1 Organised 5 . 1  4 1 . 0 7  5 . 8 6  0 . 9 0  
2 Goal direction 2 . 7 1 1 . 1 1  1 .  7 1  1 . 4 9  
3 Supportiveness 2 .  7 1  0 . 9 5  2 . 0 0  0 . 58  
4 D isagreement 4 . 8 6  1 . 3 5  5 . 8 6  0 . 3 8  
5 Warmth  2 . 4 3  0 . 79  2 . 2 9  0 . 9 5  
6 Contro l  2 . 5 7  1 . 1 3  2 . 4 3  1 . 27  
7 Suspicion 5 . 1  4 1 . 2 1  6 . 1  4 0 . 6 9  
8 S im i lar va lues 4 .  7 1  1 . 5 0  6 . 0 0  1 . 00  
9 Communication 2 . 5 7  1 . 5 1  1 .  7 1  0 . 4 9  
1 0 School problems 5 . 4 3  0 . 9 8  6 . 1  4 0 . 6 9  

0 . 5 3  1 1 Role clarity 3 . 1  4 1 . 2 1  1 . 5 7  0 . 9 5  1 2 Team work 6 . 0 0  0 . 8 2  6 . 2 9  

PART B : FEELINGS ABOUT OWN ROLE. 

1 Comfo rt 2 . 0 0  1 . 5 3  1 . 8 6  0 .3 8  2 D isagreement 5 . 2 9  0 . 9 5 6 . 1  4 0 . 3 8  
3 Understanding 5 .  7 1  1 . 1 1 6 . 2 9  0 . 7 6  
4 Suspicion 5 . 5 7  1 . 4 0  6 . 0 0  0 . 8 2  
5 S im i lar  va lues 2 .  7 1  1 . 3 8  2 . 4 3  0 . 9 8  
6 School problems 2 . 4 3  0 . 7 9 1 . 8 6  0 . 69 
7 Role clarity 5 . 4 3  1 . 4 0  6 . 5 7  0 . 53  
8 Respect 5 . 8 6  0 . 9 0  6 . 4 3  0 . 5 3  

PAIRED COMPARISONS = 7 ,  DEGREES O F  FREEDOM = 6. 

SIGNIF. Notes 

3 . 8 7  0 . 0 0 9  p .< .0 1 
3 . 2 4 0 . 0 1 8 p . = . 0 1  
1 .  9 9  0 . 0 9 2  Approach ing 
1 . 8 7  t\6 
0 . 3 5  t\6 
0 . 2 3 t\6 
2 . 0 5  0 . 0 8 5  Approaching 
3 . 0 6  0 . 0 2 2  p .< .05 
1 . 6 9  t\6 
3 . 8 7 0 . 0 0 9  p .< . 0 1  
3 . 6 7  0 . 0 1 1 p . = . 0 1  
0 . 5 5 t\6 

0 . 2 6 t\6 
3 . 2 9  0 . 0 1  7 p . = . 0 1  
1 .  9 2  t\6 
1 . 1 6 t\6 
0 . 6 8  t\6 
2 . 8 3 0 . 0 2 9  p .< .05  
1 .  8 0  t\6 
1 .  9 2  t\6 

------------------- - -------------- - - - - - --- - ------- ---- - - - -

I n  each of these s ix cases Control Group A had rated further  towards the  
negative end  of each scale ,  and on all but two items the  Treatment G roup  
had sco red most posit ively (and on  one  o f  these two items, t he  treatment 

g roup mean was just 0 .03 from bei ng the most positive score) .  Hence , at the 
post-test the Treatme nt Group fe lt more d i re cted towards c lear  goals , i n  

g reater agreement with one another, more s im i lar i n  values and bel iefs , and 

cleare r and more comfortab le in  the i r  ro le than did Contro l  G roup A.  These 

d ifferences had not been present at Pre-test. 

A l l  three g roups recorded a s ignif icant differe nce from Pre-test to Post-test 

for the extent to which they bel ieved they had moved towards . be i ng  m o re 



After i ndependent consu ltation with professiona l  stat ist ical adv ise rs it was 
confi rmed that the use of ANOVA was the app ropriate ly obvious test to use 

w it h i n  the cu rrent research design .  They adv i sed that an analysis of eo

v ariance cou ld be cons idered as an alternative statist ic, but on ly  i f  sample 
s izes h ad been much larger. 
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o rganised (see Tables 8 .20, 8 .2 1 , 8 .22 and Figu re 8.23). For Contro l  G roup 

A th is  was the on ly  s i gn if icant change (t= 2 . 9 1 , df=5, p .<0.05) .  Contro l  
G roup B recorded th is d ifference at the p .<0.05 level  (t=2 .71 , df=5) whi le the 

Treatment Group recorded th is change at the p .<0 . 0 1  leve l (t=3.87, df=6) .  

Contro l  G roup B produced s ign ificant pre-test t o  post-test differences on  a 

fu rther three of the twenty items.  This g roup i nd icated an improvement from 
p re- to post-test i n  the i r  di rectedness towards c lear goals (t=3.8 ,  df=5 , 
p . <0 .05) , an i nc rease i n  the i r open-minded n ess  towards one anothe r  
(t=3 . 1 6 , df=5 , p .<0 .05) , and i n  i ncrease in  t he  extent to which the i r  Board 

was characteri sed by coope rative team-work (t=2 , . 9 1 , df=5, p .<0 .05) .  (See 
Table 8.2 1  and also Fig u res 8.24,  8.26 & 8.30) . 

I n  contrast the Treatment Group produced a total o f  7 sign ificant differences 

from pre- to post-test , (a sign if icant movement on 35% of the scales) . Two of 
these differences were at the p .<0 .0 1  level and a further  3 of them were 
with in  0.008 of achieving the p .=0.01  level (see Table 8.22) .  

Li ke the other  g roups , the Treatment Group a lso reco rded an improved 
d i rectedness towards clear goals (t=3 .24,  df=6 , p .<0 .05) .  These Trustees 
i nd icated a s ign i f icant d i fference in  thei r percept ion that they held s im i la r  
be l i efs and values fo l l owi ng the ro le and values clari f icat ion exe rc ise 
(t=3.06 ,  df=6,  p .<0.05 ) .  A h igh ly sign if icant improvement was indicated for  
the extent to wh ich the Board fe lt they understood the i r  school 's prob lems 
after 6 months in  office , both as a g roup (t=3 .87 ,  df=6 , p .<0 .0 1 ) and as 
i nd ividuals (t= 1 . 69 ,  df=6 , p .<0 .05) , (see Table 8 . 22) .  The Treatment G roup 
felt sig nificant ly c learer about thei r ro le as a Board o f  Trustees at the  post
test admin istrat ion (t=3.67, df=6 , p.<0 .0 1  ), and also reported an increase i n  
the extent to which they tended to ag ree with the i r  fe l low Trustees (t=3.29 , 
d f=6 ,  p .<0.05) .  See Figures 8 .24,  8 .27 ,  8 .28 ,  8 . 29 , 8 .32 and 8.34 for  a 

summary of these results .  

In summary, the Treatment G roup displayed a g reater number of sig n if icant 
d i fferences from p re-test to post-test respond i ng than did the co ntrol 

g roups.  Furthe rmore the s ig n if icance leve ls  of  diffe re nces tended to be 
stronger for the Treatment G roup than for Contro l g roups. By the Post-test 
admin ist rat ion , s ign if icant d i fferences had e m e rged betwee n  the t h ree 
g roups, when such diffe rences had not been present at the pre-test stage .  
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POST-TREATMENT EVALUATION 

At the post-test admi n istrat ion of the Board of Trustees Role Questionnai re 
t he  Treatment  G roup  responded to a f u rt he r  8 ite ms regard ing  the i r  
assessment o f  the  i ntervention  exercise and its products. 
Table 8 .23 ,  which shows th is  data,  i ndicates that all e ight rat ing means 

we re at the extreme ends of the scales .  I n  each case th is represented the 
positive end of each scale. The data indicate that the Treatment Group were 

very satisfied with the outcome of the i nte rvention exe rci se and that each 
partici pant accepted total ly the "Pol icy for Act ion" document that resu lted . 
They reported that the i ntervention was very valuable ,  both from a personal 
perspective and also for the g roup as a who le .  The participants enjoyed the 
exerc ise ,  with the except i on  of part icipant T6 who reported re lative 
unenjoyment. Al l  respondents however contributed to the rat ing that the 
exerc ise had been successfu l .  The Treatment  G roup  reported that the 
" Po l icy for Act ion" was a ve ry accu rate expression of thei r views and that 
the i r  personal cog nitive maps were also a very accu rate expression of their  
views. 

TABLE 8.23 

Treatment Group assessment of I ntervention exercise and its products. as 
rated on  7-point rating scales. 

Item # KEY CONCEPT MEAN. RATING s.d. 

1 .  Satisfact ion with outcome 6 .43 0 .79 

2. Acceptance of "Pol icy for Action" 1 .43 0 . 53 
3. Personal value of exercise 2.00 1 .00 
4. Value of exercise to g roup 1 .57 0 .53 
5. E njoyment of exercise 5 .77 1 .40 
6 .  Success of exercise 6 . 1 4  0 .69 
7. Validity/Accuracy of "Pol icy for Acti on" 1 .7 1  0 .49 
8 .  Validity/Accuracy of  Personal Cog n .  Maps 1 .86 0 .90 
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VERY ORGANISED . 

7 I 6 
KEY 

5 

4 I � CONTROL GROUP A 
RA TING [J CONTROL GROUP B 

, IJ TREATMENT GROUP 

2 

VERY D I SORGANISED 

TES T  I TES T  2 
TEST 

FIGURE 8.23 : TRUSTEES MEAN PRE-TEST (TEST 1 )  AND 
POST-TEST (TEST 2) RATINGS OF THEIR LEVEL OF ORGANISATION 

There were s ig n i f icant with in  g ro ups  d i ffe rences i n  
pre-test to post-test rati ngs f o r  a l l  th re e  g roups .  



NOT DIRECTED 

TOWARDS CLEARLY 

DEFINED GOALS 

RATING 

DIRECTED TOWARDS 

CLEARLY DEF INED GOALS 

TEST 1 TEST 2 
TEST 

KEY 

I] CONTROL GROUP A 

I] CONTROL GROUP B 

E'J TREATMENT GROUP 
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FIGURE 8.24 : TRUSTEES MEAN PRE-TEST (TEST 1 )  AND POST TEST 
(TEST 2) RATINGS OF THEIR LEVEL OF D IRECTEDNESS TOWARDS 

CLEAR GOALS 

There w e re s ig n if icant between g ro u ps d ifferences at both 
pre-test and post-test, and s ig n if icant with i n  g ro up s  
d ifferences for both the Treatment  G ro u p  and Co ntro l Group  
B f rom p re -test to  post-test 
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IGURE 8 .25 : TRUSTEES M EAN PRE-TEST (TEST 1 )  AND POST-TES 
(TEST 2) RATINGS OF THEIR LEVEL OF PERCEIVED AGREEMENT. 

There was a s ig n if icant between g ro u ps d iffere nce on t he  
p o s t - te s t .  
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FIGURE 8.26 : TRUSTEES M EAN PRE-TEST (TEST 1 )  AND POST TEST 
(TEST 2) RATINGS OF THEIR PERCEPTION THAT THEIR BOARD WAS 
CHARACTERISED BY SUSPICION VS. OPEN MINDEDNESS ABOUT ONE 

ANOlHER. 

There was a s i gn if ica n t  with i n  g ro u p  d ifference fro m  
pre-test to post-test fo r Contro l G ro u p  B .  
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FIGURE 8.27 : TRUSTEES MEAN PRE-TEST (TEST 1 )  AND POST TEST 
(TEST 2) RATINGS OF THEI R  FEELINGS THAT MEMBERS HOLD 

SIMILAR VALUES AND BELIEFS TO ONE ANOTHER. 

There was a s ig n if ica n t  with i n  g ro u p  d iffe rence from 
pre-test to post-test fo r t he  Treatme n t  G ro up ,  and a 
s ig n if icant  betwee n  g ro u ps d iffe ren ce at  t he  post-test .  
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FIGURE 8.28 : TRUSTEES MEAN P RE-TEST (TEST 1 )  AND POST TEST 
(TEST 2) RATINGS OF THEIR KNOWLEDGE OF SCHOOL P ROBLEMS. 

The re was a s ign if icant w i th in  g ro u p  d i ffe rence i n  p re -test 
to p ost-test rati ngs fo r t he  Treatment G ro u p .  



RATING 

VERY UNCLEAR 7 

6 

5 

2 

VERY CLEAR 

TEST 1 TEST 2 
TEST 

292  

KEY 

tJ CONTROL GROUP A 

CJ CONTROL GROUP B I !J TREATMENT GROUP 

FIGURE 8.29 : TRUSTEES MEAN PRE-TEST (TEST 1 )  AND POST TEST 
(TEST 2) RATINGS OF CLARITY ABOUT THEIR ROLE. 

There was a s ig n if icant wit h i n  g ro u p  d i ffe rence in p re-test 
to post-test rati ngs for the  Treatment  G ro u p ,  and a 
s ig n if icant  betwee n  g roups  d ifferen ce at the  post-test. 
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FIG U R E  8.30 : TRUSTEES M EAN PRE-TEST (TEST 1 )  AND POST TEST 
(TEST 2) RATINGS OF THE EXTENT TO WHICH THE IR  BOARD WAS 

CHARACTERISED BY COOPERATIVE TEAMWORK. 

The re was a s ig n i f icant with i n  g ro u p  d iffe rence i n  pre-test 
to post-test rati ngs  for Control Group B. 
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FIGURE 8 .3 1  : TRUSTEES M EAN P RE-TEST (TEST 1 )  AND 
POST-TEST (TEST 2) RATINGS OF THE I R  P ERSONAL COMFO RT 

ABOUT THEIR ROLE AS A TRUSTEE. 

There was a s ig n i f icant  between g ro u p s  d if fere nce  on t h e  
p o s t- t e s t .  
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F IGURE 8 .32 : TRUSTEES M EAN PRE-TEST (TEST 1 )  AN D 
POST-TEST (TEST 2) RATINGS OF THE E XTENT TO WHICH THEY 

IND IV IDUALLY TENDED TO AGR EE VS. D ISAGREE WITH THEIR 
FELLOW TRUSTEES. 

The re was a s i g n i f icant w i th in  g ro u p  d iffe rence in p re -test  
to p ost-test rati n g s  fo r the  Treat m e n t  G ro u p .  
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FIG U R E  8.33 : TRUSTEES M EA N  PRE-TEST (TEST 1 )  AND POST TEST 
(TEST 2) RATINGS OF THE EXTENT TO WHICH THEY I NDIVI DUALLY 
FELT THEIR BELI EFS A N D  VALUES WERE S IM ILA R  TO THE OTHER 

TRUSTEES ON THEIR BOARD. 

The re was a s ig n i ficant  betwee n  g ro u p  d if fe rence at 
p o s t - t e s t .  
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FIGUR E  8 .34 : TRUSTEES M EAN PRE-TEST (TEST 1 )  AND 
POST-TEST (TEST 2) RATINGS OF THE EXTENT TO WHICH THEY 

INDIVIDUALLY FELT THEY UNDERSTOOD THE PROBLEMS THAT THE 
SCHOOL FACES. 

The re was a s ig n i f icant with i n  g ro u p  d iffe rence i n  p re-test 
to p ost-test rat ings  for the Treatmen t  G ro u p .  



8 .5 Discussi on  

App l i ed research , especial ly with i n  the  Personal  Construct domai n ,  i s  

never pe rfect . Sample sizes are often  smal l ,  i f  not i nadequate , and 
randomisat ion of sample partici pants is often not p racticab le. Given these 
ci rcumstances ,  resu lts produci ng s ig n i f icant stat istics may wel l  be less 

"psycho logical ly" s ig n i ficant than they appear. Converse ly ,  resu lts of low 
statistical s igni ficance may understate the actual situation .  

I n  the case of  the present study howeve r a specific aim was to  i ntroduce as 
rigourous contro l  and as objective methodo logy as practicable .  it was also 
i ntended to avo id ,  as far as poss ib le ,  ad hoc crite ria for analysi s .  The 
stati stics used , were considered to p rovide an objective set of ru les by 
which the i nvest igator  could report d i fferences and s im i larit ies .  I n  othe r  

words the stat istics were used a s  a too l  for pre- imposi ng ru les on  the 
investigat ion and upon the i nvestigator. They were a de l i be rate attempt to 
e l im inate subjectivity f rom the process of decidi ng what shou ld be reported 
and what shou ld not .  Fo r th ese reaso n s  ach ievement of stati st ical 
d i fferences at the p.<0.05 leve l ,  was chosen as the m in imu m crite rion  by 
which the i nvest igato r could descri be the existence of psycho log ica l  
differences. 

8 .5 . 1 . D ISCU SS ION OF BETWEE N G ROUPS RESULTS 

The resu lts i ndicate that at the outset of their task, there was statistical ly 
l ittle d i fference between the th ree BOT's u nder scrut iny i n  terms of the i r  

responses on the pre-test questionnaire.  Nor  were there any d i ffe rences i n  
the demog raph ic  st ructu re o f  the  t h ree g roups .  The o n l y  observed 

difference re lated to the exte nt to which Control Group A felt that they were 
less di rected towards clear goals than was felt by the other  two g roups.  

This cou ld have been because the G roup A School P ri nci pal , a mandatory 

Trustee , was absent at the t ime of the formation  of the BOT. it i s  feasible that 
the G roup  A t rustees lacked that i n i ti al leadersh ip  and reposi tory of 

knowledge about the "Tomorrow's Schoo ls" prog ram and i mplementation  
of the "self manag i ng schoo l" .  Hence ,  Control Group A may i ndeed have 
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been less di rected towards defi ned goals and may have bee n using the i r 

own devices to discover the i r a ims and objectives i n  the  absence of formal 
g u idance from the School P ri ncipal .  

S i x  months  late r, at post-test ,  a number of d i ffe rences had emerged 

between the g roups.  These d i fferences see med to be the resu lt of some 
so rt of  i nteract ion whereby the Treatment G roup d i sp layed s ign if icant 

i m p rovement i n  thei r responses whi le Contro l  G roup A disp layed either a 
stat ic level of rati ng,  o r  i n  some cases a sl ight deterio ration .  

The Treatment  G roup  s h owed imp rove m e nt on  m o re scales  o f  

meas u rement than e ithe r  of  the  contro l  g roups , i ndeed ,  on more scales 
than both contro l  g roups combined. Whi le this effect was anticipated the 
natu re of the effect requ i res some discussion as to whether o r  not it shou ld 
be attributed to the Role and Values clarification project experienced by the 

Treatmen t  G ro u p .  The T reatment G roup  ach i eved 7 s i g n i f icant  
i mp rovements whi l e  Contro l  G roup B ach ieved 4 .  These 1 1  diffe rences 
i nvo lved 9 different scales .  Th is  suggests that in addit ion  to the i ntervention 
with the Treatment G roup,  there was some sort of g rowth  and development 
(maturation )  experienced by a l l  g roups. 

Th is  was not u nexpected s i nce al l  Trustees fro m  al l  schools experienced 
e xtens ive M i n i stry of Educat ion  trai n i ng and fam i l iarity t h roughout th is  
period. l t  was also to be expected that a l l  Boards of T rustees wou ld move to 
a level of re lative certai nty and understanding about the i r ro le compared to 
the level at the i r  i n i� iat ion o nto the Board . lt was argued however that the 
Treatment G roup would be expected to move further and more quickly ; that 

is  move the same d istance i n  a shorter time frame and/or move further in  

t he  same ti me frame. lt i s  pro bably noteworthy to report ,  therefore, that the 

Treatment g roup not on ly moved o n  more scales than either  contro l  g roup 
but also the magn itude of the ir  movements, at o r  approaching the p .<0 .0 1  

l eve l ,  were g reater  than  t hose fo r the  co nt ro l  g roups ,  wh ich  were 
. exclusive ly at the p .<0.05 level .  

lt is i nteresti ng to note that one  control g roup  performed more positively 

t han the other. Contro l G roup  B had ,  at Pre-test, tended to score more 
posit ive ly than either  the Treatment Group o r  Contro l G roup A,  although the 

d i fferences did not reach s ign i f icance . The Treatment G roup and Contro l 
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Group A tended to  score more simi larly on the  P re-test compared to  Contro l  
G roup B .  Contro l  G roup B te nded to  be  more posit ive from the  outset ,  

whereas the Treatment Group and Contro l  Group A displayed s imi lar levels 
of uncertai nty. 

One might arg ue therefore ,  that l e ft to the i r  own devices ,  without an  

i nte rve ntion ,  the Treatment g roup and Contro l  G roup A g roups may have 
developed at a s im i lar rate with the resu lt at Post-test, that the Treatment 
G roup cou ld be expected to have responded more l ike Contro l  Group A 
than Contro l  G roup B .  In  the fi nal analysis ,  it was however, the extent to 
which the Treatment Group and Control Group A d iffered at Post-test , that 
produced the s ign if icant results. 

In the app l ied setti ng it is we l l  n ig h impossi b le  to contro l  a l l  extraneous 
variables .  One can on ly tentative ly clai m ,  the refore that the  s ign if icant 
d i ffe rences between groups were due to the i ntervention , especial ly i n  view 
of  the smal l  sample s izes and non-random s e lectio n .  Howeve r, it is 
asse rted that these diffe rences should be noted. They lend support to the 
val id i ty and viab i l ity of the i ntervention method used and lend objective 
support to the Treatment Group's self report that they did benefit from it . 

8 .5 .2 .  USEFULNESS OF PE RSONAL CONSTRUCT BASED 
INTERVENTIONS FOR POLICY MAKING .  

The  resu lts demonstrate t he  usefu l ness o f  Perso nal . Co nstruct Psychology 
and associated p rocedures i n  the format ion  of  po l i c ies  fo r acti o n .  
Establ ishment of pol icies was to be a major task for the BOT's i n  the i r  f i rst 
year of office and whi le the pol icy for act ion described here was conce rned 

with the BOT's own conduct ,  the process faci l i tated subsequent po l icy 

fo rmation practices. Fo r i nstance the ve ry f i rst fo rmal pol icy that the BOT 
were requi red to make was the "Pol icy on Commun ity Consu ltation" .  F rom 
the  po licy for action derived through the cu rrent study, the Treatment school 
we re able to  ve ry q u i ck ly produce a d raft Po l icy on C o m m u n i ty 
Consu ltation  to ci rculate among that community for comment and feedback. 
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That Po l icy for Commun ity Consu ltati on fal ls s l ightly outside the rea lms of 

the present study, h owever it is not surprisi ng that i n  its fi nal , ratified form , it 

i nc luded the same defi n i t ions of "the schoo l "  and "the commun ity" as 

appear in the BOT Pol icy for Action .  lt is also not surpris ing that key words · 
i n  t he  pu rposes o f  the  po l icy i nc lude " partne rsh i p " ,  "co m m u n i ty 
participat ion"  and a reference to deve lopment of "mutual u nderstandi ng" 

and e n hanced " i n fo rmedness" .  Agai n ,  it was no surpri se to fi nd  that 
proposals with in  the pol icy i ncluded the Act l addered responses re lat ing to 

regu lar newsletters and meetings ,  and that the f inal  proposal extended Act 
Ladderi ng  to state that it would be school po l icy "to conti nual ly ask ' H ow' 
can we i mprove the schoo l - commun ity relationsh ip  ?". 

l t  was ment ioned ear l ier  that Caldwe l l  and Spi n ks ( 1 988) stressed the 
i mportance for the schoo l 's  po l icy making g roup to estab l ish the i r own 
pol icy fo r po l icy maki ng .  The BOT pol icy for actio n ,  produced in fu l l  in the 
Resu lts sect ion of th i s  chapter, doe-s precise ly that and demonstrates the 
uti l ity of  the p rocedu res app l ied in the prese nt study for the purpose of 
developi ng such gu ide- l ine or b luepri nt policy. 

l t  is con cluded that the  present study has p roduced evidence that the 
appl icat ion of Person al Construct procedures, developed and refi ned in  the 
act ion research studies reported i n  earl ier chapters of th is di ssertatio n ,  are 
valuable i n  both the establ ishment of gu ide- l i ne  pol icies for action and also 

i n  the c larificat ion of g roup and i ndividual ro le .  lt is also claimed that the 
outco me or product of  the p resent  study does  i ndeed descr i be a 
commun ity's plan n i n g ,  decision maki ng and po l icy maki ng g roup,  with the 

i ntent that that g roup of people has a pol icy fo r act ion which enables them 
to more appropriately act on behalf of  the wider school  community . 
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The Treatment Group respon ses to the Post-test questionnai re i ndicate that 
fo l lowing  the intervention the ro le with in the g roup had been c larif ied and 
that the i ntervention had bee n  of benefit to both the Board as a whole and 
to the Trustees as i nd iv idu als .  lt was stated at the outset that the 
i nte rvention wou ld have achieved some assessment of  usefu lness for the 
Treatment Group if i t  enhanced a variety of  variables associated with team 
bui ld ing .  In  this respect there was s ign ificant improvement for the extent to 
which the BOT, as a g roup,  fe lt clear about thei r ro le , and also s ign i ficant 

imp rove ment for the extent to which Trustees, indiv idual ly ,  fe lt that they 
tended to be in  ag reement with the ir  co l league Trustees. Enhancement of 
support iveness for one another approached sig n if icance (t= 1 . 99 ,  df=6 , 
p .=0 .092) .  

The Treatment g roup fe lt that they were more organ ised and better di rected 
towards c learly defi ned goals after  6 months i n  off ice. They had made 
s ig n ificant improvement in assessing that the i r  be l i efs and values were 
s im i lar to one another. I n  other words, they were more aware of one 
another's values and bel iefs and could, therefore , expl icitly acknowledge 
the extent to which these were or were not s imi lar . 

The f ind ing that s ign if icant enhancement had occu rred i n  the extent to 
which the BOT as a who le ,  and Trustees as individuals ,  fe lt that they more 
com pletely understood the school 's problems, cou ld be attri butab le to the 
passage of 6 months experience in office (a type of maturation effect) rather 
than to the intervention repo rted here. The noteworthy facto r is ,  however, 
that neither contro l  g roup d isplayed improvement in th is  variable.  lt is not 

clai med however that differences on this dimension were enti re ly due to the 

i ntervention .  Specific differences and improvements probably have a good 
deal to do with specific problems or characteristics of each BOT and school 

under  analysis. lt i s  contended here ,  however, that the specif ic items on 

wh ich movement occurred are not as noteworthy as the fact that the 
Treatment Group repo rted i mprovements of  g reate r magn itude than the 
contro l  g roups, and on a larger  number of  scales. 
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In addit io n  to the  resu lts reported above , anecdotal and case study 
evidence lends tentative support to the usefu lness of the cu rrent procedu re 
i n  the  current context . As stated earl ie r  the mode l adopted fo r the 
"Tomorrow's Schoo ls" prog ram was that of  Caldwe l l  & Spi n ks ( 1 988) .  

Whi le writ ing th is Chapte r the i nvest igator contacted the Treatment School 

P ri nc ipal in order  to borrow his copy of Caldwe l l  & Spinks ( 1 988) . The 

Schoo l  P ri ncipal declared to the i nvestigator that the book was i rre levant 
now;  it descri bed last years model ! The BOT were ignori ng  that and 
fol lowi ng ent ire ly ,  the model i l l ustrated in their Pol icy for action.  

Fu rther  non-statistical evidence l ies in media publ icity g ive n  to School 
BOT's at the t ime of writi ng  the fi rst draft of the present chapter. This 
publ icity re lated to the d ifficu lties that many BOT's throughout the country 
were experienci ng .  A general low morale was reported and there had been 
a larg e  nu mber  of pub l icised resignat ions of Trustees.  Al l  t h i s  at a t ime 

when the Treatment Group were declaring in  quest ionnai re responses, that 
al l  was healthy i n  their  Board .  

Si mu ltaneously ,  the investigator happened to  be present when a Treatment 
G roup Trustee repo rted to his co l leagues about a meeti ng ( hu i )  that had 
been  he ld for  Maori Trustees.  He stated i n  h i s  repo rt that either  the 
Treatment G roup school "were keeping some very good secrets or  we re an 
except ion compared to other schoo l Boards". This statement was made i n  

response to a claim that nearly a l l  t he  Trustees who attended that meeting 
had ind icated that al l was not healthy in the i r BOT's ,  t hat they were 
strugg l i ng  to cope and we re havi ng difficu lties with com mu nicat ions and 
i n fo rmati on .  

The  p rocess of  agg reg at i ng cog n it ive maps revea led t hat ,  although 
part icipants d id  share constructs , n o  more than two partici pants shared 
l i nkages between constructs. Such a fi ndi ng was not unexpected, si nce it is 
a c lear  d e m o n strati o n  of the ind iv idual ity co ro l lary .  The commonal ity 

co ro l lary suggests t hat peop le do share some constru cts ,  but the  

i nd iv idual ity corol lary states that we each arrange our  const ruct systems 
and views of the world in complete ly u n ique ways . The i ntent ion of  the 

cu rrent p rocedu re ,  was to d iscover what ,  if anyth ing ,  was shared by g roup 
me mbe rs .  lt was not i ntended to be an exe rcise in  demonstrat ing to the 
g roup  members that they shared alot of constructs. If no shared constructs 
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and l i nkages had been found,  then that wou ld have been a valuable resu lt 
for the g roup members to ponder. 

The process was very usefu l as a tool for enabl i ng th is g roup of  people to 

learn about one another, and to learn about what they d id and did n ot 
share. The value of the exchange of cogn it ive maps at the g roup  workshop 
shou ld be noted .  Each member ,  havi ng expe ri enced Repertory Test , 

Ladderi ng Tech n ique and a feedback sess ion to negotiate and i nterpret 

cog n it ive maps , was able to read , i nte rpret and understand the  cogn i t ive 
maps of others,  and thereby gain g reat ins ight into the way thei r col leagues 
thought about the context. 

lt was reported earl ier  that some partic ipants produced more va lue 
ladde red responses than act laddered responses and vice ve rsa. l t  was 
also repo rted that occasional ly the same construct occu rred at apparent ly 
different levels of  superordi nat ion i n  d i fferent i ndividual cogn it ive maps . 

Th i s  observati o n  cou ld possi b ly re f lect the exte nt to wh ich  i ndividua ls 
ope rate at diffe rent levels of superordinacy such that some are "doe rs" 
ve rsus "th i nkers" , (or some construct s imi lar to th is ) .  Consideri ng  cogn it ive 
map data and d i rectly observed behaviour ,  the i nvestigator had reached a 
subjective construal that T 4 and T6 stood out from the rest of the g roup as 
" ideal ists" and T5 stood out as a "practical doer" o r  "prag mat ist" .  lt was 
interest ing to note, that the fi rst three principal components for T 4 and T6 
accounted for a g reate r deg ree of variance compared to other  part icipants. 

I n  the case of al l ot her participants the mean variance accou nted for in the 
fi rst three components was 76%, rang ing from 72 .5% fo r T5 to 78% for T1 
(see Table 8. 4) . In contrast T4 and T6 both ach ieved variance leve ls  in 
excess of 90% on  the fi rst th ree components (T4=90 . 4% and T6=9 1 .8%) .  
The whole g roup mean percent variance for the fi rst three components was 

80 .29% with a standard deviation  of 7.04.  lt is interest ing to observe that the 
th ree participants who stood out subjectively (T 4, T5 , & T6) also stood out 
stat ist ical ly as the three whose perce nt vari ance on t he  f i rst t h ree 
components was g reate r than 1 standard deviat ion f rom the mean ; the 

"idealists" scori ng  highest and the "pragmatist" scoring lowest. 
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The above observat ions in  t u rn led to an i nte rest in  us ing
· 
the stati stical 

output g ai ned, to examine cog n itive complexity of participant's construal of 
the context. A d iscussion of cogn itive complexity can be found i n  Chapter 3 .  
Us i ng  c ri teria referred to  in  that chapte r, i t  cou ld be construed that 
part icipant T4 was more cogn it ive ly s imple i n  con stru i ng th is  context than 
the othe r  partici pants , si nce the percent variance accou nted for by the fi rst 

pri nc ipal  component was h ig her  than for any other  partici pant. I ndeed , th is  

f ig u re fo r T4 (64 .9%) .  was the on ly i nstance of p e rce nt vari ance on  
com ponent 1 be i ng i n  excess of  one  standard deviation  f rom the g roup 
mean ,  and was i n  fact in  excess of  two standard deviat ions (g roup  mean 
variance on component 1 = 45%; standard deviatio n  = 9 .2 ) .  

The  re lative cognit ive s impl icity apparent i n  T4, possibly contributed to  the 
procedu ral d ifficu lties encounte red with th is part ici pant (as reported in case 
study fo rm i n  the resu lts sect ion) .  This cognitive s impl icity is not identifiable 

in T 4's cogn itive map, and that is probably a resu lt of the procedural effort 
put i nto e l ic itation of th is map by the investigato r, rathe r than an expression  
o f  cog n i tive complexity - s impl icity. 

Anothe r  c riterion  for assessi ng re lative cogn itive complexity , suggested by 
Sm i th  & Stewart ( 1 977 ) ,  (see Chapter 3 of the  c u rrent d i sse rtat io n ) .  
i nvo lved counti ng the number o f  roots o r  e igenvalues g reater than 2 ,  (and 
as per  the Ci rcumgrids I l l  analysis this is the same as count ing the number 
of components with percent variance g reater than 20%) . Tab le 8.4 shows 
that 4 part ic ipants produced more than one e ige nvalue g reater than 2. 

Th ree of  these (T5 , T6 & T7) were members of the teaching staff. Because 
of the i r specif ic t rai n i ng ,  expe rience and dai ly contact with education ,  it 
wou ld come as l i tt le su rpri se  that these i ndiv iduals would construe th is  

co nte xt o n  a la rg e r  n u m be r  of d i mensi o n s  t h an wou ld pare nt 
rep resentatives . 

The othe r  participant to produce more than one e igenvalue g reate r than 2 

was T 1 . He had a t raditi ona l  poi nt of view and had de l i berate ly made 

hi mse l f  avai lab le fo r BOT se lection as he be l ieved the School Princi pa l  
was too progressive. He put h imself forward as a Board candidate explicit ly 
to counterbalance this prog ressiveness (although thei r was no i ntention for 

conf l ict ,  on ly an i ntention to counterbalance).  T1 was a lso conscious of h is 

ro le as a busi nessman and , for example, saw h imself as the logical choice 
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to assu me the position  of BOT Treasurer. l t  could be concluded from th i s  

that to some extent T 1  had a g reater number o f  motives for be ing a Tru stee 

than other Parent Representatives. He viewed his contri bution  as not o n ly 
that of a wi l l i ng parent, but also as a businessman and as the t raditiona l ist 

fo i l  fo r the Pri nci pal 's supposedly prog ress ive views of education .  The 
assumptions suggested here once agai n provide food for  thought as  a topic 

for futu re i nvest igati on  : do i nd ices of cog n i t ive complexity re late to the  
number o f  motives fo r action .  

I n  contrast to Smith & Stewart ( 1 977) ,  Hudson ( 1 974) and Adams-Webber 
( 1 979) make refe rence to e igenvalues g reater  t han un ity as i nd ices of 
cognit ive complexity. In v iew of the data co l lected here ,  th is  crite rio n  for  
cogn it ive complex ity does not conform to Sm ith & Stewart 's ( 1 977)  
reference to  eigenvalues g reate r than 2. Tab le  8 .4  i ndicates that some of  
those considered re latively cogn itively si mp le  because they had but o ne 
eigenvalue g reater than two , might be const ru ed as cogn it ive ly complex by 
vi rtue of all of the i r  f i rst three pri ncipal components bei ng g reater than 1 .  
Nor does such a criterion conform we l l  to s ize of eigenvalue on  the fi rst 
component  as an i ndicato r of complexity with th i s  sma l l  samp le  of 
participants. 

Ryle & Breen ( 1 974) used percentage of total variance in g rids,  accou nted 
for by the f i rst two pri nci pal components as an i nd icator of cog n i t ive 
complexity ; the larg er the variat ion the more cog n it ive ly  si mple .  U se of 
s imi lar crite ria in th is  case suggest that the two " ideal ists" i nvo lved in the 
study we re cogn it ively more s imp le in the i r co nstrual of the context .  
However, i n  that one of these participants,  T6 , was descri bed as one of the 
cognitively more complex participants usi ng the e igenvalues g reater than 2 
crite rion ,  it i s  very d i fficu lt to draw defin ite conclus ions .  Reason i ng can be 

provided to support both the not ion that T6 was cog n i t ive ly s i m p le 
regardi ng th is context and the notion that he  was cogn it ively complex. lt is 

reasonable to th i nk  that T6 , the School P ri ncipal  and local fountai n of 
knowledge on the subject , would be cogn it ively complex in construal  o f  a 
context that represented a large portio n of h i s  l i fe. However i n  support of 
the assumption that he was cogn itively s imp le  in  const rual of th is  context ,  
T6 was almost too fami l ia r  wi th the subject matter ,  and hence both 
determi ned and focussed in h is construal . As such the i mpl ic it narrowness 

of that focussing may i ndeed have rendered h i s  const rual as s i mple .  
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With regard to  cog n itive complexity and the  cu rrent cases ,  al l criteria fo r 
assessi ng cognitive complexity , agree i n  suggest ing that participant T 4 was 
the most cognitive ly s imple participant in construal of the BOT context. She  
had the  hig hest e igenvalue on  component 1 ,  and a ve ry h igh  percent 

variance accou nted fo r by the fi rst 2 and also the fi rst 3 pri nc ipa l  
components. She a lso had on ly one compone nt with an eigenvalue g reate r 
than 2 ,  and on ly two with eigenvalues g reater than u nity. 

Th is  discussion suggests a number of avenues  fo r i nvest igat ion of the  
various i ndices o f  cogn itive complexity , especia l ly  if comparisons are made 
with larger sample sizes. l t  appears to the current i nvestigator, adm itted ly 
based on data from a smal l  sample size , that i nd ices re lated to size of 
e igenvalue on the fi rst component and percentage variance accounted fo r 
by the  f i rst few p ri nci pal components g i ve a more d iscrim i n at i n g  
assessment o f  cog n it ive complexity. They e nab le the rank o rde ring o f  
participants for complexity . Frequency of e igen values g reater than u nity o r  
two , by contrast al lows on ly the assessment o f  comp lexity versus s impli city , 
without i ndicati ng deg ree of re lative complexity . I n  other  words,  the latte r 
al lows on ly categorisation as either  "si mple" o r  "complex", whi le the forme r 
al lows some assessment of comparative complexity or  s impl icity . 

8 .5 .4 .  D ISCUSSION OF CONTENT ANALYS IS  OUTCOMES 

The procedure descri bed in the cu rrent study appears to go some way 
towards Sypher & Zorn's ( 1 988) notion of te l l ing us  about the specif ic kinds 
of const ructs people use i n  assessi ng particu lar contexts. Namely, i t  has 
told us a g reat deal about the specific kinds of  constructs that seven school  

Trustees used to assess the context of educat ion and thei r ro le as trustees.  

The study appears also to have fu lfi l led the chosen criterion of validat ion .  

Namely ,  content accuracy by referral back to  the source of the data for  

co nfi rmation .  At  feedback sessions ,  the part ic ipants negot iated t he i r  
cogn itive maps with a view to  maki ng add itions and  alterations .  The re were 
very few requests to amend wording or  to add and subtract either content or  

li n kages. There were a l imited number of endorsements made by i ndividual 
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part ici pants who wished to  acknowledge concepts produced by othe r  
g roup members ,  which they themse lves had not p roduced . Fo r  t he  mai n 

part ,  however, the cogn it ive maps received overwhe lm ing confi rmation  
from participants for their semantic accuracy. Report of the  Treatment g roup 
workshop  adds anecdotal conf i rmatio n  to t h i s  n ot io n ,  whe reby one  

participant stated that he  was u nable to "dispute" t he  i ndividual cog nitive 
map placed in  front of h im ;  it describe his view of the context, precise ly. This 

statement was endorsed by the other g roup members .  

On a couple of  occasions, lack of representativeness of i ndividual construct 
systems was exposed. This occurred when participants viewed the g ro_up 
cognit ive map and recog nised the presence of a construct that had not 
been e l icited on  thei r own ind iv idual mode l ,  but wh ich they wished to 
endorse. They recogn ised that it probably shou ld also have bee n p resent 
on the i r  own cognitive map. 

One contr i buti o n  of th is  study , and othe rs re po rted ear l i e r  in t h i s  
d issertation ,  has been the provis ion of a method fo r i nte rpret ing cognit ive 
maps. That is  a method for read ing the g raphic model  and putt i ng it i nto 
words or text . This method was derived from Pe rsonal Construct theory .  lt 
i nvolved defi n ition of a construct by stati ng that constructs superord inate to 
it were ach ievable by the execut ion of the const ructs subordinate to it. Or  
alternat ive ly ,  by stati ng that a re lati ve ly supe ro rd i n ate const ruct was 
ach ievab le by fu lfi lment of its subordinate constructs , wh ich in turn were 
characte rised by execution of the ir  subord inate const ructs. This process is 
described i n  Table 8.2;  the example of a 3-step ladder. 

For reasons outl i ned i n  the I ntroducti on to th is chapter, much attention was 
paid to the procedu re of content analysis of construct systems. Despite th is 
the investigator sti l l  fee ls some d iscomforts about the procedu re .  The 

process created an almost unwie ldy amount of data ; i ndeed for just seven 

respondents the i r  occurred 1 50 KWIC l ist cards fol lowi ng Value ladderi ng 
and a further 1 40 cards fo l lowi ng Act Ladderi ng ,  resu lti ng  u lt imately i n  a 

290 to 300 card-sort exercise . Arrangement of th is  data i nvo lved a large 
amount of  t ime and p laced an u ndesi rab le de lay o n  the p rocess  of  
feedback or  knowledge of resu lts to participants. 
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Fo l lowi ng th is  p rocedu re the  i nvest igator fou nd h imself question i ng  the 
val id ity of the data reduct ion process and also question ing the valid ity of 

the card-sort categories derived . He also wondered about the extent to 

which respondents had used d i ffere nt te rm ino logy to express s im i la r  
meani n g ,  and  v ice versa, the  extent to  which they had used the  same 
termino logy to express different mean ings .  

For e xample i t  was di ff icu lt to te l l  whether  a respondent who stated 
"enhance pare ntal understandi ng" meant the same as one  who stated 
"enhance com mun ity understanding" si nce there was a st rong impl ication ,  
i n  th i s  context , that Trustees were referi ng to  the  "parent commun ity". A lso 
the enhanceme nt or deve lopment of understanding was usual ly advocated 

in relat ionshi p  to a th ird party that was e ither  stated o r  impl ied.  Therefore a 
c lause such as "e nhance pare ntal u nde rstand i ng "  tended to mean 

various ly ,  "enhance thei r u nderstandi ng  of the school's aim s" ,  "enhance 
the i r  u nderstandi ng of the ir  own chi ldre n's poi nts of  view" , "enhance thei r 
understanding of  the Trustees' ro les -and obl igations" and so on .  

The p rob lem with t h i s  p rocess is  the extent to  wh ich total ly objective 

procedu res fai l to account for nuances of mean ing ,  so that i nvestigators fee l  
the need to  make subjecti ve assu m pt ions about  meani n g .  A tota l ly  
object ive method such as f reque ncy cou nt of subject and predicate 

associ ati o n ,  wou ld have fai led to ide ntify many aspects of co nst ruct 
commonal ity , wh i le  an ove rly subject ive method may have i ntroduced , 
assumed but possib ly nonexistent, commonality based on the  i nvestigator's 
own construct system.  

Accou nt ing for  th is  latter problem was to some extent, the  pu rpose for  
ho ld ing feedback sessions with respondents : i n  o rder to conf irm that the 
interpretat ions derived by the i nvestigator ,  d id i n  fact express respo ndents' 

mean i ngs .  l t  was an opportun ity to reword content i f  it had not been 
accurately i nterpreted. 

H i ndsi ght is  a valuable and legit imate part of the action research process 

and in th is respect, the i nvestigator be l ieves  that the procedure cou ld be 
improved i n  futu re studies in  the fo l lowi ng ways : 
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Fi rst ly ,  it is  advocated that the i nvest igator shou ld not carry out the post

laddering data reduction procedure a lone,  back at the office or laborato ry .  lt 

would be better in future studies, to retu rn to the respondents themse lves to 
carry out th is task. After explai n ing g ro und ru les and criteria  to them,  they 

wou ld then carry out the data reduction  themselves, with g u idance and 
faci l itation from the practit ioner. 

Secondly, the premise that si nce the meaning of a construct i s  defi ned by 
that which is  both superord inate to it and subord inate to i t ,  shou ld  be 
usable as an object ive means fo r accounti ng  fo r nuances of  mean i ng . 
App l icat ion of  such a procedure is  of such a complexity and eno rmity i n  

itself to  be  unmanageable and hence wou ld defeat the purpose of the  data 
reduct ion exerci se , un less somehow appli ed t h rough com pute ri satio n .  
Deve lopment of a prog ram to catego ri se subject - predicate data, and to 
accou nt fo r subordinate - supe ro rd inate defi n it io n of mean i ng  i s  we l l  
beyond the  scope o f  th is  project .  l t  wou ld be a ve ry we lco me ,  i f  n ot 
esse ntial , addition  to future st ream l i n i ng of the cu rrent procedu re i nto an 
efficient and tho rough one ,  especia l ly when trying to identify commo nal ity 
among and hence descri be a large g roup of people .  

8.5.5.  SUMMARY 

I n  conclusion , the present study appears to have made a contri bution to the 
process of content analysi ng and ve rbal ly describing construct systems and 
cog nitive maps fo r aggregated use. The viabi l ity of the p rocedure in the 
appl ied, i ntervention field has been demonstrated,  especial ly as a method 
for deve lopi ng policy. 



3 1 1 

Chapter 9 

GENERAL CONCLUS ION S AN D D I SCUSSION 

The summarised f indings of the three reported stud ies are as fo l lows : 

Chapter 6 reported a vocational counse l l i ng  i ntervention with a midd le
aged mechan ical eng ineer, who was faci ng termi nation of  emp loyment fo r 

reasons of redundancy. He had presented fo r counse l l i ng as a confused,  
b itte r ,  depressed and apparently u nwe l l  i nd ividua l .  He comp leted two 
Repertory Tests ;  the f i rst us ing occupational and l i festy le  ro le tit les as 
e lements, and the second us ing pe rsonal projects as elements .  The e l icited 
constructs were then Value and Act Laddered to produce a cog nitive map, 
which identified those th ings that he valued, and the alternative actions  he 
might approach which were di rectly compatible with those values. 

The cog nitive map gave the cl ient a "pol icy for action"  that he cou ld take 
with h im ,  and which he repo rted , had c lari f ied why he shou ld pu rsue  
particu lar career  alte rnatives . The process and the  cog n it ive map we re 
i n strumental i n  the c l ient leaving the organ isatio n feel i ng good about 

h imself once again ,  and fee l ing that the company were not as cal lous as he  
had at fi rst thoug ht. 

This study also suggested some of the reasons  for shock, bitterness and 
depression e xperienced by those bei ng made redu ndant . In particu lar  
these included lack o f  contro l over one's anticipated future and the  need to 
re-antici pate (or re-construe) that future.  

The use of  personal projects as eleme nts was d emonstrated to be viab le ,  
and seemed no better and no worse for the  purpose than ro le tit les.  I ndeed , 
use of different types of e lements , for examp le ,  ro le t it les .smQ. persona l  

projects , may be  beneficial i n  cases whe re the  respondent has  developed a 
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psycho logical mi nd set. Pask  et al ia ( 1 975) a l luded to a s im i lar use  of 

personal construct methodo logy. 

In addit io n ,  a clear d isp lay was given in th i s  study ,  of the notion that a 
construct is  def ined by that which is both superord inate and subordinate to 

it . I n  particular, th is  e nabled the cl ient to clarify and defi ne what h is  re l ig ious 
bel iefs meant to h im .  

This notion  o f  construct defi n it ion was i nstrume ntal , i n  t he  two subsequent 
stud ies ,  i n  form ing the bas is  of a means for content analys ing cog nit ive 

maps ,  describ ing them verbal ly and for agg regat i ng them into a group o r  
team cogn itive map. 

Chapte r 7 reported the use of  personal construct methodo logy as an 
org an isatio nal development i ntervention too l  with a work group who were 
experiencing dysfun ct ional re lationships.  Each g roup  member used work 

re lated projects as e lements fo r Repertory Test e l icitat ion of constructs. 
These were then value laddered and act laddered to produce cog nit ive 
maps for each i ndividual . Each cogn itive map was content analysed and an 
agg regated cogn it ive map formed , which rep resented a g raph ic descri ption 

of the g roup's funct ions and purposes. Th i s  was t ranslated verbal ly i nto a 
statement of purpose and pol icy for future actions ,  which g roup members 
were e ncouraged to  use to gu ide the ir  work re lated behaviours and 
responses to customers and col leagues. 

The col lect ive cogn it ive map exposed those aspects of  i ndividuals that they 
shared with other g roup members and also exposed those aspects that 

were id iosyncrat ic,  personal agendas, that may requ i re suppression  i n  the 
in tere sts of cohesive , goal d i rected group action .  As such the i ntervention 

method e nhanced both se lf-awareness and i nd ividual  awareness of  the 
organ isat ion to which they belonged. 

A sub-group  of participants l ived and worked at a locatio n ,  geog raph ical ly 
remote from the rest of  the g roup. With th is sub-group a col lective Repertory 
Test and Ladderi ng Techn ique approach was used , as if they we re a 

co l lect ive s i ng le m ind .  Th is approach was s hown to be viable ,  and i ndeed 
seemed especia l ly  u sefu l  fo r focussed attentio n  o n  the most esse nt ial  



aspects of the g roup's constru i ng .  lt also enabled both quick identificat ion of 

cont rast i n g  views of g roup members ,  and am icab le  d iscuss ion and 

acceptance of those view-po i nts .  Co l lective repertory test shou ld not be 

ignored as a potentia l ly very valuable tool fo r conduct ing small -scale team

bu i ld ing workshops. 

In the f ina l  reported study with a primary schoo l 's i naugural Board of 
Trustees, a quasi experimental u ntreated contro l  g roup design with pre-test 
and post-test was used. A pe rsonal construct based i nte rvention was 

appl ied to the Treatment Group .  They used personal projects as e lements. 
These personal projects were co ntext specific to local educational issues.  
Fu l l  repertory g rid was completed fo l lowi ng e l icitatio n of co nstructs , and 
constructs we re subjected to value laddering and act ladderi ng .  From this 

procedu re ,  cog nitive maps we re drawn for each i ndiv idual .  These were 
content analysed and agg regated to fo rm a g roup cogn itive map. At a 
workshop  sessi on , the g roup redes igned the  g roup cog nit ive map and 
produced for themse lves a pol icy for act ion.  This was to be, i n  effect, the 
school 's gu iding pol icy and was used as the basis from which to formu late 
other  po l icies required by statute. One of these was the school's "Pol icy on  
Commun ity Consu ltation" .  Much  of the Board's pol icy fo r act ion was 
translated di rectly into the comm u nity consu ltat ion pol icy. 

When pre-test resu lts and post-test results were compared it was found that 
the Treatment Group showed improvement on  more scales of measurement 

than d id  the  contro l  g roups who  had not experienced an i ntervent i on .  
Fu rthermore ,  the magn itudes of  t he  Treatment Group's improvements were 
large r  t han fo r the i mprovements g ained by the contro l g roups. These 
fi nd ings lend support to the viabi l ity and validity of the i ntervention method 

used , and lend objective support to the Treatment G roup's self- reported 
benefits from the i ntervention. 

This in tervent ion demonstrated the usefu l ness of Personal Construct 

Psychology and its associated procedures for both establ ish ing guide- l ine 
pol ic ies fo r act ion and fo r c lari fyi ng g roup and i ndividual ro le .  1 t  a lso 

produced a descri pt ion of a commun ity's p lann ing ,  decision making and 

pol icy maki ng g roup in o rder that they in turn had a pol icy for act ion that 



Eden ,  Jones and S ims ( 1 983) ,  Chapter 6 ,  address an issue s im i lar to that 

e ncounte red i n  the  present study, whereby a project may be faced with t ime 

and  re� o u rce c o n st rai nts which prevent  a more comprehensive data 

col lection method. In such ci rcumstances a g roup rather than i ndividual data 

e l ic i tati o n  approach may be requ i red. Eden et al .  offe r one method fo r 

carryi ng out a g roup  or  team workshop approach to e licitat ion of cogn itive 

maps .  The i r  p rocedu re cou ld loose ly be descri bed as a rou nd- robi n 
brain sto rming tech nique, whereby participants are asked to generate a l ist of 
state ments or  concepts , and also to generate an opposite pole statement. 
These responses  are recorded on a fli p-chart ,  and participants are inv ited to 
respo nd to each statement by answering "Why ?" questions .  The faci l itato r 

a l lows for  the e l icitat ion of opposing views from respondents , and with the 

use of arrows, carries out a procedu re akin to Value Ladderi ng .  

Eden et a l .  then describe their procedu re fo r merging these concepts i nto an 
agg regated team map and fo r merg ing chai ns  of concepts. As was the case 
i n  t he  p resent study,  Eden et a l .  emphasise the va lue i n  deal i ng  with 
i nd iv idua l  maps fi rst , i f  at all possib le ,  before engag i ng  in the merg ing 
p rocess .  Th is  chapte r by Eden et  a l .  p rovides insight and addit ional ski l ls  

which the Personal  Construct practitioner can add to h is o r  her repertoi re.  

In t he  present study,  when faced with t ime and resou rce const rai nts that 
necessitated a g roup  elicitation procedure ,  the  i nvestigator sought a method 
that was consistent with the treatment bei ng received by other  part icipants 

who  e xpe rienced i nd ividua l  i nterviews. Although the procedu re described 
by Eden et a l .  ( 1 983) could have been used with the geog raph ically remote 

g roup ,  eve ry effort was made to keep the t raditio nal-styl e  e lement elicitat ion, 
construct e l ic itat io n ,  and ladderi ng  p rocedu res as u nifo rm as possible 

across  a l l  participants. 

I 

I I 
l.J 
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enabled them to more appropriate ly act on  behalf of  the wider  schoo l  
commun ity. 

I n  view of the resu lts of each of the three reported studies , the i ntervention 

method derived for describ ing individual and g roup cognitive maps and fo r 
l i nki ng these to pol icies for action appears to be viab le .  The method, as 
reported he re ,  has been demonst rated i n  t h ree d iffe rent co ntexts : 
vocat iona l - red u ndancy cou nse l l i ng ,  an o rgan isati o nal  team-bu i ld i ng 
intervent ion with a g roup expe rienci ng dysfunctional i nternal relationsh ips ,  
and as a team-bui ld ing exercise for a school's i naugural Board of Trustees .  

Th is methodology has deve loped primari ly f rom the earl ier  work of  Eden 
and Associates (Eden 1 977 , 1 978 ; Armstrong & Eden 1 979 ; Jones ,  Eden & 
Sims 1 979 ; Eden,  Jones & Sims 1 979 ; Eden 1 980) .  Refi nements to th is  
methodology ,  i nt roduced in  the p resent  study , i n cl ude a systemat ic 
approach to the structuri ng  of cog n it ive maps both h i e ra rch ical ly and 
lateral ly ,  and ref ine ments in  conte nt ana lys ing  construct syste ms fo r 
purposes of g roup aggregation and coherent verbal description .  

The cu rrent work fol lows a specific l i ne  o f  deve lopment o r  " l i neage" with in  
const ruct psychology . l t  beg i ns with the  founder, Ke l ly ( 1 955) fo l lowed by 
the developments of H i nkle ( 1 965) . Eden ( 1 978) pushed some aspects of 
the theory a stage further and made appl ied use of the theory i n  an 
organ isat ional sett i ng .  Eden 's app l ied research o rientati o n  h as been 
repl icated and bui lt upon throughout the series of studies repo rted here .  

The pri ncipal contribution of H inkle ( 1 965) to the cu rrent stud ies i nvo lved 
h is  i nterest in superordi nacy and the imp l icative l i nks between constructs. 
A lso ,  H i n k le developed a d i rect but s i m p le  method fo r i dent i fy i ng 

superord inacy of constructs and the l i nks between them : namely , ladderi ng 
techn ique .  

Fu l l  Repertory G rid analysis, Time logs and questionnai res have been used 
in the cu rrent studies,  but in each study, laddering has been the  tool that 
has been of most benefit to cl ients and partici pants. Its products , (cogn itive 
maps and po l icies for action ) ,  have been at the heart of the counse l l i ng o r  
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i ntervention  outcomes. Because laddering i s  a d i rect method (that is ,  data 

a re e l icited d i rectly f rom respondents rather than i nferred) , it faci l itates 

accu racy in i nterpreti ng i nd ividual construal of contexts and provides the 
p ractit i oner  with confidence that he or she i s  not making unwarranted 
assumpt ion or i nference . 

Th roug h ladderi ng techn ique the cu rrent se ries of studies are l i nked very 

c lose ly with Eden's ( 1 988) emphasis on cognit ive mapping as a principal 
p rocedu re in o perational  o r  appl ied,  action research.  Acco rd i ng to Eden 
( 1 988) cognitive mapping bu i lds upon  three key asse rtions with in  Personal 
Const ruct Psychology. Fi rst ly ,  that people make sense o r  mean ing of thei r 

wo rld t h rough the re lativist ic process of s imi larity and contrast. Secondly 
people seek to explai n the i r  world and th i rd ly they seek to understand its 
s ig n i ficance by h ie rarch ical o rganisation of const ructs so that some are 
superord inate to others .  

l t  has  been  stated earl i e r  that important not ions with i n  th is  disse rtation  
re late to  Kel ly 's ( 1 955) social ity and commonal ity coro l laries .  Taken a lone,  
cognitive mapping relates to  the organisational coro l lary .  lt i s  an i l lust ration 
o f  s upero rdi nacy/subord i n acy and the h ie rarch ical l i n kages between 
con structs at di fferi ng leve ls  of abstract ion and at  d i ffe ri ng  leve ls  of  
i mportance for the i ndividua l .  l t  was i n  aggregation  of the data i nto a g roup 
cog n itive map and description  of community and cu ltu re that the social ity 
and commonality coro l laries came i nto play. 

With these notions in mind it is perti nent to re late the  cu rrent studies to the 
formal aspects of Kel ly's theory .  

In  keep ing  with the fu ndamental postu late ,  the method used i n  these 
studies has had futu re o rientation .  By this it is  meant that part icipants were 

i nvo lved i n  making sense of thei r ro le i n  order that they might better perform 
that ro le i n  the - future ; i n  other words,  anticipate how to perform that ro le 

most appropriate ly. The g roups in quest ion came to u nderstand thei r own 
n atu re , and the natu re of the immediate envi ronment of people and th i ngs 
in which they acted , and then used the outcome as a tool for gu idi ng t he i r  

actions  and thoughts i n  the futu re. l t  i s  i nteresti ng  to note that future 
o ri entatio n  was a fundamental value ide nt i fied by the sch oo l  Board of 
Trustees in the f inal study. 
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I n  re iationsh ip  to th is  coro l lary ,  the vocat i o nal-redundancy cou nse l l i ng 
reported above , suggested that lack of contro l  over o ne's anticipated futu re 

and the need to re-antic ipate it may be re lated to fee l i ngs  of shock,  

b itterness and depress ion among those bei ng severed from employment by 

reason of redundancy. The use of a personal construct approach to exp lore 

the mean ing of  redundancy for people bei ng severed from employment ,  

may be a valuable future topic of  study. 

The constructi o n  co ro l lary has p layed a methodolog ical ro le in t h i s  
research,  on two counts. F i rst ly ,  havi ng obse rved and  n oted that t he  

procedu re has been rep licated successfu l ly i n  th ree separate contexts , as 
reported above , future investigators can antici pate value i n  us ing the same 
procedure in s im i lar contexts . .  Second ly ,  the act of agg regat ion  fo l lowing 
KWIC l ist conte nt analysis ,  re l ies on  the i nvestigato r's abi l i ty to ident i fy 
repl ications of themes and concepts. lt was these repl icat ions that were 

then formu lated into a pol icy for anticipat ing futu re events ; i ndeed a po li cy 
for planning futu re events. 

With i n the spi rit of t he  i nd ividua l ity coro l lary , the cu rrent p rocedu re s  
acknowledge that each person construes i n  the i r own unique way . Indeed, 
th is  was part of the problem encountered along the way . G roups consist of 
ind ividuals ,  each with thei r u n ique construct ion  of  real ity. The procedure 
commenced wi th  i nd iv idua l i ty and moved forward fro m t h e re .  l t  
acknowledged that the planner,  desig ner, po l icy maker owns a pe rso n al 
const ruct system that d i ffers f rom and wh ich may ,  t h e refore , be 

i nappropriate ly appl ied i n  re lationsh ip  to the g roup for whom the p lan , 
design or pol icy is  i ntended. The process of p roduci ng a g roup  cog n it ive 
map demonst rated both the i ndiv idual ity and the social ity co ro l la ry .  lt 
s howed that each i nd ividua l  u sed a u n i q u e  set of co n st ru cts  and  
arrangement of those constructs . lt also demonstrated , however, that some 
constructs and even some implicative l inkages were shared by two or  more 
i ndividuals. 

The cognitive maps that were produced v ia value and act ladderi n g  

technique, were a di rect ref lect ion o f  the o rgan isat ion  coro l lary,  l i n ki ng 
tangib le subord i nate co nst ructs of people ,  e nv i ronments and t h i ngs  to 

more superord inate and abstract notions as values and bel iefs. The School 
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Board of Trustees " Po l icy for Action" took th is fu rthe r, as a 3-dimensional 

pyramid structure. The organisation corol lary also re lates to the notion that 
both superordinate and subordi nate relationships defi ne a construct. 

The ladderi ng techn ique re l ies on the dichotomy and cho ice corol la ries. 

The fi rst response in ladde ring is one of choice between  the two po les of 

an e l icited dichotomous const ruct. When a participant made a laddered 

respo nse ,  whereve r possi ble the invest igato r also took note of the 
dichotomous po le to  that response. Th is  was done as an a id to co ntent 
analysis in agg regating cog nit ive maps , so as to en rich the possibi l ity of 
more accu rately ident i fyi ng s imi lar content across participants. Some 
part ic ipants might  have responded with a n egat ive such as " Avoid 
al ienation" ,  or "avoid confl ict" whi le other partic ipants ,  expressing the same 
mean ing ,  may have responded with the positive po le ,  such as "enhance 
sense of belonging" or "enhance harmony". 

When there existed criteria for the map to have both upward and downward 
use ( both Val ue and Act ladderi ng )  it was necessary to co ns ider  the 
d ichotomous pole of  laddered responses. In  the data reduction procedure 
for content analysis ,  ladders were collapsed to three rungs.  The criteri on  for 
accepti ng  a co l lapsed ladder, was that t he  midd le  o rder co n st ruct 
adequate ly answe red the questio n  "How ?" i n  re latio nsh ip  to t he  most 
s u perord i nate con struct ,  and that the most subo rd i nate co n st ruct 
adequate ly answered the question "How ?" i n  re lationsh ip  to the m iddle 
o rder construct. For example i n  value ladderi ng ,  a participant may have 
responded that one "shou ld foster harmony at work" . When asked "Why ?", 
they may have responded : "So that people can e njoy thei r work" .  When 

asked "Why ?" that was important , the rep ly may have been : " So that the 
workers produce better resu lts" .  When this is  translated i n  the Act laddering 
di rect ion ,  it may be stated that th is respondent bel ieved that better results 
could be produced by workers ,  by enhanci ng the i r  e njoyment at work, 
which in  turn i nvolved foste ri ng harmony at work. I n  such a case ,  and 
depending on the cl ient/participant, it may be of most use to translated the 
the fi nal l i nk  of th is chain to its dichotomy : "avoid confl ict" rather than "foster 
harmony". In the face of a "How ?" quest ion ,  the dichotomous exp ression 

was often more behavioural and something which the participant had a l ittle 

more control over than the response that was orig i nal ly e l icited by a "Why 
?" question .  For i n stance , respondents may feel that they can act ive ly do 
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th i ngs to avoid confl ict ,  but fee l  re latively powerless and i l l  equi pped to 

di rect ly foster harmony. 

lt is also i nteresting to note an apparent re lationsh ip  between  the choice 

and d ichotomy coro l laries and the ex istence of some so rt of  approach

avo idance dichotomy (see Lewi n ,  1 931 , 1 935 ; M i l l e r ,  1 944 ; Epste in  & 
Fenz, 1 965) .  Alte rnative act ions  were frequently expressed as behaviours ,  
envi ronments o r  objects to e i ther  approach o r  avo id .  Fo r  example the 

vocational counsel l ing cli ent wished to continue o r  approach a career as an 
engineer. He wished to app roach an organisat ion relative ly absent of office 
pol i t ics , and by impl icat ion w ished to avoid an o rg an i sat ion that was 
characterised by office politics . In th is  respect the  cho ice coro l lary can be 
construed as a type of s lot-change cum approach avoidance arrangement. 
S lot change is  movement from one pole of a construct towards the other  
pole of the  same construct. To say that a person moves towards that pole o f  
a construct that provides the  g reatest poss ib i l i ty for e labo rat ion  of the  
const ruct system , i s  s imi lar to  saying that a person approaches that pole i n  
preference to  its dichotomous pole .  

In t h at "approach-avo idance"  is  a docume nted a rea  of study ing  
psycho log ical confl ict the re lationsh ip between these two notions may be 
an i nteresti ng source of futu re study. lt may be fou nd fo r example that 
"approach-approach" conf l ict i s  re lated to s lot change where a person 
wishes to approach both po les of  the same const ruct s i mu ltaneously . Fo r 
example,  a pe rson i n  business may wish to be seen as a warm person to 
enhance publ ic re lations and professional image ,  but may at the same ti me 
see a need to be seen as a cold person in order to p lace competito rs at a 
psycho log ical disadvantage at the negotiation table. I n  the  case where a 
ch i ld wishes to approach a dog , so as to be seen to be a brave person ,  

wh i le  s imu ltaneously wish ing to run away t o  avoid bei ng bitten , approach
avoidance confl ict may be a funct ion of sh i ft change : the  di lemma of 

sh i ft ing from one construct d imension to another d imens ion a ltogethe r. Fo r 

example ,  movi ng from a"brave vs. cowardly" construct to a "hurt vs. u nhurt" 

construct. These hypotheses are very tentative at th is  stage ,  but do suggest 
that examinat ion of the re lati o nships betwee n  s lot-change , sh i ft-change 
and approach-avoidance conf l icts  wou ld be an i nteresti ng  avenue for futu re 
research .  
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The rang e  coro l lary was reflected i n  the context specific app lication of the 

method. lt was reflected in the choice of projects versus roles as e lements, 

i n  the choice of  preference in vocat ional gu idance ve rsus t he  choice of 
appropriateness or priority in organ isational i nterve nt ion .  I n  other words 
these e lements and constructs, (projects, ro les, preferences and priorit ies) 

· were convenient for some contexts but not for others. 

In re lationsh ip  to the Experience coro l lary , Bann ister and Fransel la ( 1 986,  
p.  1 4) describe a construct system as a " repository of what people h ave 
learned , a statement of their i ntents , the values whereby they l ive and the 
banner u nder  which they f ight". Th is  is  a good description  of the g roup 
derived po l icy for act ion sought th roughout the cu rrent studies .  One needs 
o n ly to read the above quotation agai n referri ng to "people" in t he p lural 
rather  than  si ngu lar to gai n i ns ight i nto the  des ired outcomes  of the 
i nterventions  reported above. 

The presence of the experience , modu lation and fragmentat ion coro l laries ,  
i s  impl ici t  rather  than exp l icit . l t  i s  anticipated that the  schoo l  Board of 
Trustee's , or perhaps a g roup of executive managers, wou ld monitor the 

effectiven ess of their po licies for action ,  put them to the test of experience 
and mode rate or  f i ne  tune t hem as thei r strengths  and weaknesses 
emerged. I ndeed, th is is  a fundamental aspect of the act ion research cycle. 
lt was i ntended that there shou ld be the opportu n ity for variat ion in the 
g roup mode l ,  and that it should be both a source of persona l  o r  g roup 
"g rowth" and deve lopment, rather  than a formal statement o r  set of ru les 
designed to constrain the future act ions of the g roup. 

In the face of the fragmentation co ro l lary, however, it i s  to be antici pated 
that i ndividuals in the group would apply vary i ng sub-system s  i n  different 

contexts (such as those of work and non-work) . For example , i n  o ne's own 

home the construct smoker ve rsus  non-smoke r  may take p recedence i n  
forming an i mpression  of a person .  However i n  the  recru itment p rocess, in  

a work situation ,  the importance of that const ruct may be moderated as 

other constructs re lati ng to commercial benefit and good bus i ness sense,  

p lay a greater ro le i n  one's assessments or decisions about other people. 
This re latE:)s also to the opt imal suppression of i ndividual ity (Argyris ,  1 976) 

whereby individuals g ive up aspects of  themselves in the best i nterests of 



320 

the organ isation but  wh ich , hopefu l ly ,  do not resu lt in  harm to the  self  in  
other l ife contexts .  

As stated a number of t imes th roughout th is  d issertat io n ,  the com monality 

coro l lary is central to these studies.  The process exposes the  e xte nt to 
wh ich i nd ividuals in a group employ both s im i lar and dissi mi lar constructs 

to one another. I ndeed , it is those constructs that are shared that are 
formulated i nto a g roup cog n it ive map and po l icy for acti on .  The g roup 
cog nitive map was construed by the i nvest igator as  a descri pti o n  of  the  
community or cu lture comprised of  that g roup. Exposu re of those constructs 
that are not shared with the rest of the group are expected to act as a basis 
either fo r attempti ng to pe rsuade the rest of the group  to change , or  fo r 
suppressing individuality in the interests of  group cohesiveness.  

A sub-g roup of i nterest t h roughout these stud ies ,  have been  those 

i ndividuals who must p lay a p lann i ng ,  desi g n  o r  po l icy maki n g  ro le on 
behalf  of ,  or  in u n ion  with another  g roup  o f  people (co m m u n ity ) .  The 
social ity coro l lary is  fundamental to t h i s  procedure .  I ndeed , in such a 

context , the ve ry purpose of the intervent ion procedures descri bed above 
were to enable pol icy makers to construe  the construct ion p rocesses of 
others in order that they might more appropriately play a ro le i n  a process 
involvi ng those other people .  The very purpose is to reduce or suppress 
any inappropriate and unwe lcome i nd iv idual ism of the po l icy maker or 
planner. 

A recurrent theme throughout th is study invo lves reference to the  practical ,  
appl ied, action research nature of  the work carried out. l t  i s  characterist ic of 
the appl ied sett ing to adopt a quasi experimental design approac h ,  and th is 

frequent ly leads to various compromises t hat tend to reduce scie nt if ic 
rigour.  

The present studies fe l l  ve ry heavi ly with in the act ion researc h ,  appl ied 

psycho logy domai n rather than wit h i n  psycho logy 's  more t radit i o nal 
experi mental  research parad ig m .  As a co nsequence a n u mber  of  
associated i ssues emerged throughout these studies which the investigato r 
battled with .  
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One such battle invo lved the degree to which the practitioner imposes a 

construct system on those with whom he or she is worki ng. I n  other words , 

the extent to which the practit ioner uses h is  or her  personal construct 

system to draw inferences from observed behaviou r  was questioned. To 

overcome this there was a very strong self- imposed requ i rement throughout 

these studies that the information come from withi n  the client g roup and that 

the i nvestigator be value free.  The investigator's role  was one of faci l itat ing 

cl ients to mold their  own responses into strategy rather  than one of making 

i n fe rences and te l l ing the cl ients what they ought to be doi ng. In terms of 

the social i ty coro l lary ,  the i nvest igato r attempted to co nstrue the  

construction  processes o f  t he  part ic ipants so t hat he  could most 

appropriately perform a faci l itative i ntervention ro le on thei r behalf. Some 

m ino r  di scomforts in th is respect in the earl ier  stud ies ,  led to d i l igent 

adherence to th is rule i n  the fi nal study with the Board of Trustees. 

The current studies also used the organising and gu iding power of theory, 

namely Personal Construct theory ,  and also out of  necessity i ndulged i n  

naturalistic, descriptive observation . I n  fact the reader may recal l that i n  the 

o rganisation i ntervention reported in Chapter 7,  some of the most important 

i nformation (dysfuctional commun ication patterns) came to l ig ht through 

partici pant-observation practices. l t  is  tempting i n  the applied sett ing to  be 

methodo log ically eclect ic ,  to abandon theory ,  and to use a battery of 

techn iques to gathe r a comprehensive data base of i nformation .  However, 

adherence to theory not on ly gave these projects structure and cohere ncy 

but also the theory itse lf was central to the aims, o utcomes and types of 

products sought from the interventions. 

Throughout the cu rrent stud ies the i nvestigator was concerned that the 

i nterventions shou ld be executed eth ically and shou ld display professional 

responsibi l ity . The i nvestigato r's principal responsib i lity was to the people 

with whom he was i nteract ing .  Even if this meant that research rigour was 

occasionally weakened i n  the current studies, at least the psycho log ical  

n eeds of the c l ients and participants were not abandoned. lt i s  n ot 

appropriate to ignore the participants and to impose the i ntervent ion ists 

own views of what ought to be happening in the organisation .  Too often 

management l iterature and some management consu ltants , te l l  managers 

what they ought to be doing , without fi rstly carryi ng out an examination of 

why the organisation has deve loped as it has, and aski ng what strategies 
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are most appropriate to the u nique set of i nd ividuals who make up that 

organ isation .  lt is the experience of the current i nvest igato r that the value 
systems with i n  o rgan isat ions are sufficient ly complex as to render the 

practice of tel l i ng  the o rganisat ion "what they ought to be doing " ,  as fo l ly .  
Such a syndrome possib ly eve ntuates from taking the appl icat ion  of 

general isations obtai ned from rigourous experimental research too far, and 

to t reat al l  o rgan isati ons  as i f  they are i n he re ntly s im i lar. lt can not be 
emphasised too much , that the present approach t reated c l i ents and 

part ic i pants as u n ique i nd iv idua l s ,  attempted to u nderstand t he i r 
individual ity and attempted to act on thei r behalf and with professional ism. 

Argyris ( 1 976) too , questioned the eth ics of such pract ise . He stated that 
genera l i sati ons  ought to wo rk on ly i f  the s ituati on  u nder  scrut i ny is  
sufficiently analogous to  the orig inal experi mental s ituat ion .  I n  construct 
te rms the i nd iv idual i ty coro l la ry suggests fo r example , that for eve ry 
executive leve l manager  an o rganisation  has , there wi l l  be i nc reased 
complexity in the values and be l iefs i nherent in that org an isatio n .  These 
cannot be igno red.  Furthermore ,  organisations themselves exist with in  thei r 
own construct systems. They are each founded o n  a un ique h istory of past 
experiences , and tend to perfo rm a unique ro le with i n  a un ique market, 
i nvolv i ng local labour  condit i ons ,  nat ional  and reg i onal  gove rnmental 
constrai nts and leg is lation ,  and local ised condit ions regard ing avai labi l ity 
of resources .  lt is fo l ly to be l ieve that genera l i sed resu lts obtai ned i n  a 

micro-environ ment overseas , have di rect app l icabi l ity to the needs of the 
speci fic organ i sat ion under examination .  Al l  of th i s ,  to  a large extent has to 
do with act ing ethica l ly  and professional ly when attempti ng to provide 
assistance to others. 

The investigator's responsibi l ity to the partici pants was to provide them with 
both i ndividual and co l lective opportun it ies for deve lopment. With this i n  
m ind ,  one pu rpose o f  the cu rrent approach was t o  i nc rease c l ients' o r  
part icipants' knowledge of alternative actions ,  t o  i nc rease the i r  potent ial  

repertoi re of act ions ,  v ia the Act Ladderi ng  procedure ,  and to thereby 

increase their  opportunities to choose how they might act . The scrut iny of  

i ndividual cogn itive maps and comparison of these with the g roup cognit ive 
map served expl icitly to identify not on ly shared aspects, but also to identify 
o r  expose d iscrepancies between i nd iv idual  g oals and o rg an isati o nal 

goals. Exposure of discrepancies might lead to an attempt by the i ndividual 
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to refo rmu late the o rganisati on  goals or  to supp ress i nd iv idual ity and 

accept the  existi ng  goals in the knowledg e  that he  o r  she at least 

understands what those goals are . To faci l itate th i s  understanding of the 
o rgan isat ion's goals ,  when a g roup cogni t ive map is viewed with i n  the 
structure of short-term goals ,  medium-term objectives and long-term ideals 

as p roposed by Eden ( 1 977) it is apparent that the p rocedu re assists the 

c l ient participants to identify crite ria on wh ich  they might assess the i r  
o rgan isat ional  p e rformance. For example i t  identif ied crite ria  such  as 
"Company survival" , " i ncreased revenue" ,  " improved safety standards" and 
"appropriate response to the publ ic" in one o rgan isational i nterventio n .  In  
the case of the school  Board of Trustees, c rite ria were identif ied by the 
g roup and placed i nto their  pol icy for action. Aspects of that pol icy for act ion 

were then embodied with in the school 's formal pol icies (such as The Po l icy 
o n  Commun ity C o n su ltati o n ) ,  wh ich enta i l ed  cr iteri a that the  g roup  
themse lves chose to  be  measured and audited agai nst by t he  Min istry of 
Education .  The current approach also d i rectly add ressed the questions  of 
"Why" these criteria are valid and "How" they might be achieved. 

With refe rence back to the mechanistic versus o rganic research disti nct ion 
made by Argyris ( 1 976 ) ,  the reader is reminded that mechanistic research 
is  characte rised by the i ntervention ist taking  a prom inent ro le in defi n ing  
p rog ram goa ls ,  ma intai n i n g  the  power o f  expe rt ise and the refo re 
maintai n i ng psycholog ical distance from clie nts and participants. Here ,  the 
intervention ist contro ls  the level of cl ient partic ipatio n ,  and depends on the 
cl ient's need for help or  cooperation to be the basis fo r their i nvolvement. 

The c l ient is expected to be an i nformation g ive r  and cl ient participatio n  is  a 
sha l low process designed to keep participants happy.  The i nte rvent ion ist 

defi nes the costs and benefits of the change p rog ram and feedback to 
subjects is designed to i nform them how much the  researcher learned and 
how professionally competent he/she was. 

The Treatment G roup - Contro l  g roup design used to compare g roups in  the 

final study was admittedly a l ittle mechanistic. The researcher designed the 
criteria for assessment and maintained relative d istance from control g roup 
subjects ,  althoug h he  d id  make h i msel f  avai lab le for  enqu i ry and 

d iscussion  by using a personal approach rather  than a postal approach.  
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Control g roup participants were primari ly used as informat ion g ive rs and 

i ndeed feedback to these participants took the form of d isplaying how much 

the researcher had learned as we l l  as to demonstrate, for thei r own comfort ,  

that the researcher had acted with p rofessional and eth ical competency. A 
de layed contro l  g roup approach was taken however ,  wh ich i nvo lved an 
i nvitat ion fo r control g roups to e ngage the i nvestigator in an  i ntervention  if 
they so desi red at a later date. 

The procedure at the heart of this series of studies was however st rong ly 
organic.  Organic research i s  characterised , according to Argyris  ( 1 976) by 
subjects part icipat ing in defi n i ng goals , confi rmi ng and d isconf i rm ing ,  and 
modify ing those goals. The i nterventi on ist's position as expert is neut ralised 
by acknowledgement that he or she is a stranger to the system and by the 
provis ion of the i nvitation to question  and d iscuss the p rog ram. The cl ient 
plays as large a ro le i n  dete rm i n ing cl ient part icipat ion as the researcher, 
and should feel just as respons i ble for the project as the  researcher. Th is 
was impl ied i n  attempts of  the current i nvestigator to establ ish participant 
ownersh ip  of the program and its products. Part icipat ion is encouraged in  
organic research when design i ng  methods, p roducts and change st rategy. 
Both cl ient and intervent ion ist defi ne the costs and benefits of the prog ram 
and feedback to participants is designed to he lp them to develop. 

In the cu rrent stud ies,  the term "participant" was de l iberately used rather  
than "subject" .  The latter i mpl ies the mechan istic view that they are objects 
to be used (exp loited) for the pu rpose of gatheri ng data. The fo rmer  impl ies 
the o rganic view that they are in partnersh ip  with the researcher and that 
they have equal i f  not g reater ownersh ip  of the p rog ram.  lt i s  also 

noteworthy that a fundamental purpose of the procedu re i nvo lved c l ients i n  
defin i ng the i r  goals, objectives and ideals. 

lt is very diff icult for applied i nvest igators to divorce themselves from thei r 

procedu re .  The organic researche r must be invo lved . Hence compared to 
tradit ional laboratory-based experi mental methodology it is d ifficult ,  i ndeed 

i nappropriate,  fo r the investig ator to i nvoke di stanci ng procedu res such as 

double-b l i nd desi g ns and use  of research assistants and i ndependent 

rate rs. Th is is  of course a source of potential I nvest igator effect or  b ias. lt 
appears that in  applied research  of the type conducted here ,  these are risks 
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that must be taken ,  or  be i n  peri l  of  losing much of the se nsitivity of the 
in fo rmat ion derived and also of alienat ing the cl ient from the p rog ram . 

For these reasons, rather than conduct the research by remote contro l ,  as a 
Labo rato ry-based researche r  may do  with f i e ld assistants , o r  seek 
validatio n  of  content i nterpretat ions t h rough i ndependent raters ,  the present 

investigato r  chose to be complete ly and i nextricably i nvo lved ,  retu rn ing to 

the  part i c i pants t hemse lves for  val idat ion  of  any i nte rp retat ions  q r  

in ferences made. Thus i n  the "hypothesising" mode expressed b y  Landfie ld 
and Epti ng  ( 1 987, p. 52) , th i s  meant that the i nterpretat ions were open to 
change and modificat ion u nti l they were acceptable to the i nd ividuals. The 
"Po l icy for Act ion" document p resented in Chapter 8, wh ich i ncorporates 
h ie rarch ical port rayals of  g roup con st ruing and verbal pol icy statements 
was l ikewise returned to the g roup for validation and modification .  

As  al luded to earl ier ,  an  important feature o f  the current research has been 
t he  i nvest i gators , pe rsona l  batt l e  with t he  di l emma of sacr i f ic i ng  
expe rime ntal rigour f o r  c l ient-centred ,  ethical and  professiona l  behaviour. 
As a psycho log ist ,  t rai ned i n  an academic institution to carry out research , 
the p rob lems of the quasi experimental approach , o r  practical app lication  
has  rep re se nted i nternal t u rmo i l ,  s i nce i t  was  a lmost cont rary to  the  
investigator's  construct system to  compromise rigour  and to  court th reats to 
validity. 

Argyri s  ( 1 976 , p . 1 8 1 ) stated that " l ess rigourous  methods may actual ly 
obtai n m o re val id ,  pub l ic ly ce rtif iab le data than the p resent ly accepted 
rigou rous methods" .  Eden  ( 1 978 , 1 980) has rei nfo rced t h i s  view. lt i s  

hoped i n  th is  respect that the  curre nt dissertatio n  has added to the body o f  
l ite rature demonstrat ing the  viabi lity o f  less rigourous,  o rgan ic methodology 

in the applied setting .  This does not mean that rigour shou ld be abandoned 
or  neg lected , but that the concept may need modificat ion , as has occurred 

in the present series of studies. Possib ly the most prudent approach is that 
used th roughout the works reported he re : to conti nual ly and de l iberate ly 
battle with t he  compromise betwee n  presence or  absence of rigour  and 

thereby operate under the most appropriate synthesis of the two. 

I n  conclus ion ,  a very important feature of this work has been the attempt to 

i nteg rate and effect compromises between d iagnostic ,  app l i ed ,  o rgan ic 



approaches on the one hand , and rigourous ,  experimental approaches on 

the other  hand. I n  essence the studies were situation or context specific. As 
such the i nvestigator found h imself demonstrati ng the choice co ro l lary by 

apply ing more o r  less the appropriate pole of personal constructs t hat he 
carri ed regard i ng  professi o nal psycho log ical practice . These i ncluded 

constructs such as "objective vs. subject ive" , "contro l led vs . uncontro l led" , 
"val idity vs.  th reats to val id ity" , "qual itat ive data vs. quantitat ive data" , 
"descri ptive weakness vs. exp lanato ry powe r" and " rigourous vs. wishy
washy" .  To th is  extent the investig ator was i nvo lved i n  a s lot change 

process , vaci l lati ng  between and t ry i ng  to synthesize opposite poles of 
these co nstructs. This was a sou rce of i m p l icat ive d i l emma fo r the 
invest igator, si nce rigourous , quantitative , objective , exp lanatory research 

had previously impl ied "GOOD research" , whereas the opposite poles had 
impl ied "poo r research" .  However the situational specificity of the contexts 
under study compel led movement towards the less rigou rous ,  descriptive , 
qual itat ive po les of these constructs s i nce these also i mpl ied co nstructs 
such as "bei ng active vs. bei ng pass[ve" ,  " gett ing appl ied work done vs. not 
getti ng  any work done" ,  "gett i ng acceptance to practice vs. be ing rejected 
the opportunity to p ractice" and "benefitt ing the cl ient vs. ig nori ng the cl ient". 

The act of successfu l ly i nteg rating or  synthesizi ng these approaches did not 
occu r unt i l  the i nvestigato r d iscove red other  researchers (cited be low) , 
particu larly with in  app l ied Personal Construct Psychology, who shared the 
di lemma or who had moved away from strict ly rigou rous research ; who 
were wi l l i ng to publ ish descri pt ive accounts rather  than experi mental 
reports. In reading Landfield & Ept ing ( 1 987) o ne can detect a di scomfort 
with purely hard-nosed statistical approaches.  Smith ( 1 980) , and Smith & 
Stewart ( 1 977) d isp layed a wi l l i ng ness to pub l ish essent ia l ly descriptive 
rather  than explanatory work. 

The appl ied psycho logy expressed and practised i n  the current studies is 

noth i ng n ew. Lewi n strong ly advocated movement towards such an 
approach as early as 1 947. This has been rei nforced by Argyris ( 1 976 ) ,  and 
agai n by Eden ( 1 978 , 1 980 , 1 988) . I n  the f ie ld of New Zealand academic 

psychology, however ,  one detects that i t  may sti l l  be someth i ng of a break 

from tradition ,  especially as a focus for docto ral research.  



327 

Eden ( 1 988) refered to the  nature of applied psycho logy and h is  strugg le 

with t he  imp l ic it requi rement  for mathematical prec is ion  and techn iques,  

when i n  fact such pract ices rarely played an i m po rtant ro le i n  projects that 

h i s  c l i e nts reg arded as s u ccessfu l .  Those p roje cts  cons ide red most 
· s uccessfu l  and usefu l by h i s  c l ients were t hose that i nvo lved a simple  

mode l l i ng  techn ique,  wh ich  was consequent ly t ransparent to  the  c l ients 

and which he lped them o rgan ise the i r  th inki ng .  Eden ( 1 988) d iscovered 
t h at Managers th i nk  and work with languag e  and  ideas and not wit h  
n u mbers and mathemat ics , and therefore h e  advo cated that operat ional  
researchers shou ld be i nvo lved i n  making models  of  the way managers 
work with ideas. The current studies have performed p recisely th is function .  

· T he  open i ng  chapter o f  th is  d issertat io n ,  ment i oned  a management 
magazi ne article by Bi rchfie ld ( 1 988) that served to assist the writer to make 
coherent sense of h is  studies .  B i rchfie ld's a rticle reite rated the social ity 
c o ro l l a ry ,  suggesti ng t hat some attempt be m ade to co nst rue t he  
const ruct ion  p rocesses of  others before p lay ing  a socia l  ro le invo lvi ng 
t hose othe rs .  To do th is ,  examination of  New Zealand's value systems and 

behaviou ral patterns was e ncou raged in  the be l ief  that that th is would 
c on t ri bute towards  a New Zealand appro ach to manage ment and 

o rg a n i sat io n ,  i n  cont rast to recent tendenc ies  to  i m itate Japanese 
approaches. The writer bel ieves that the approach and methods reported in  
t h i s  d issertatio n ,  have e n o rmous potential fo r such an  exami natio n  o f  
values ,  behaviours and description o f  New Zealand commun ity and cu lture . 

I n  the sp i rit of action research , each of the t h ree s tud ies reported above , 
h ave posed quest ions  fo r i nvest igat ion and refi n e ment i n  subsequent  
stud ies .  The re are a n u m ber  of  remai n i ng  refi n em e nts to be made ,  

particu larly with respect to  the  content analys is and descript ion of cogn itive 
m aps.  lt is hoped that these quest ions may be pu rsued i n  future act ion 

research i n  applied contexts ,  and that these futu re studies may contribute to 

t h e  deve lopment of  co m m u n ity and cu ltu re spec i fi c  approache s  to 
m anagement and organ isatio ns .  
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In fi nal summary ,  t h i s  dissertat ion has fol lowed one  stream of  deve lopment 
of Personal Construct Psycho logy, from Kel ly ( 1 955) ,  through H i nkle ( 1 965) 
to Eden ( 1 977, 1 978, 1 988) .  Kel ly founded Persona l  Construct Psychology 

in the appl ied setti ng ,  and it i s  claimed here that it i s  in the appl ied setti ng 
that it has particular power. Much current l iteratu re on Personal Construct 
Psycho logy extols its pract ica l ,  applied virtues. The current investigator was 
a p ractit ioner i n  the f ie ld .  I n  th is  dissertation  t he  viabi l ity of an app l ied 
Personal Construct approach has been demon st rated and refi ned i n  a 
number of contexts. 
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APPENDICES TO CHAPTE R 6.  
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APPENDIX I . 1  

RAW MATERIAL FOR CLIENT-2 

Cl ient-2's elicited Elements as Occupational & Lifestyle Role Tit les 

and Personal Projects. 

OCCUPATIONAL AND LIFESTYLE ROLE T ITLES. 

1 .  My Actual self i n  my present job with my present l ifestyle 
2. My Ideal self ,  pe rhaps in the job & l i festyle that I 'd l ike to have i n  1 0  

years t ime. 
3. Dr. K. 
4. General Manager  
5. Teacher 
6. S im i lar posit ion in  subsid iary undertaking 
7. Mountai n activities (eg . Ski Instructor or  c l imbing)  
8 .  Contract Law 
9. My own busi ness 
1 0 . Musician 

PERSONAL PROJECTS. 

1 .  S i ng i ng in  cho i r  
2. M. G. ? ( I nvestigator does not know the s ign i ficance of these 

letters) .  
3. Trin ity Co l lege letters 
4. Maki ng my own desk 
5. Get th i ngs organised 
6. Bus i ness Studies 
7. H imalayan tri p  
8. Run  half marathon i n  1 .5 hours 
9. Study phi losophy of music 
1 0  Study ph i losophy 
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APPENDIX 1. 1 CONTINUED. 

Cl ient-2's orig inal ly el icited Constructs on Occupational Role Titles and 

Personal Projects Repertory Tests. 

CONSTRUCTS ELICITED F ROM OCCUPATIONAL ROLE TITLES 
REPERTORY TEST. 

A. More exposure to stress vs. Less exposure to stress 
B. More academic vs . Less academic 

. C .  K nown vs. Nebu lous  
D .  Real world vs Different world (of the arts) 
E .  Work vs. Leisu re 
F. I aspire to th is vs. I wou ld never do th is 
G. The industry I know vs. Total l y  unfami l iar i ndustry 
H .  Concrete vs. Ethereal 
I . Deals with th ings vs. Deals with people 
J. Achievable goal vs Ideal i st goal  

CONSTRUCTS ELIC ITED FROM PERSONAL PROJECTS REPERTORY 
TEST 

A.  P ractical vs. Academic 
B. Mental vs. P hysical 
C. E njoyable vs. Unenjoyab le 
D .  Sti l l  alot yet to  achieve vs. Almost ach ieved 
E. Local vs. Overseas 
F. Working with one's physical self vs. Purely mental effort 
G. On ly benefits me vs. Cou ld benefit others 
H .  A lot o f  read ing vs No reading  i nvo lved 
I. N arrow, helps me in my job vs Wider benefits 
J .  Doesn't require outside vs. Requires outside 

recognit ion recogn ition from others. 
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APPENDIX U 

AP P E N D ICES TO CHAPT E R  7 

DEVELOPMENT INTE RVENTION : AN APPLICATION W ITH A WOR K  
G ROUP E NCOUNTERING DYS FU NCTI O N .  
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APPENDIX II . 1  

MEAS U R ING INSTRUMENTS 
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APPENDIX ll. 1 . 1 . 

EXAMPLE OF ORGAN ISATIONAL CLIMATE QUESTIONNAI RE 



D E P ARTMENT OF P S YCHOLOGY 

O r g a n i z a t i on C l i m a t e  Que s t i on n a i re 

( GS/ 1 986 ) 

I n t r o d uc t i on 

F o r  e a c h  of t he o r  an i z at i o n c l i mate d i me n s i on s  d e s c r i be d  b e l ow p l ac e  an ( A )  
a b o v e  t h e  nu�ber t it i n d i c a t e s  yo ur a s s e s smen t o f  t h e  o r g a n i z a t i on ' s  c u r r e n t  
� o s i t i o n on t h at d m en s i on a n d  an ( I )  a b o v e  the n u m b e r  t h at i n d i c a t e s  yo u r  
c h o i c e  of w h e re t h e  o r g an i z a t i o n s ho u l d  i d ea l l y  b e  o n  t h i s  d i men s i on .  

1 .  C o n f o rm i t y .  T h e  f ee l i n g t h a t  t h e r e  are many e x t e rn a l l y  i mo o s e d  c o n s t r a i n t s  
i n  : n e  o r g an i z a t i o n ;  t h e  d e g r e e  t o  wh i c h memb e r s  f e e l t h a t  t he r e  a r e  many 
r u l e s ,  proce d u r e s , po l i c i e s ,  and p r a c t i c e s  to wh i c h t h ey h a v e  t o  conf orm 
r a t h e r  t h an b e i n g ab l e  t o  do t h e i r  work as  they see f i t .  

C o n f o rm i ty i s  not 
c n a r a c t er i st i c  of 
t h i s o r g a n i z a t i on 

2 3 4 5 6 7 C o n f o rm i ty i s  v e ry 
c h a r a c t er i s t i c  o f  
t h i s  o r g an i z a t i o n  

2 .  R e s p o n s i b i l i ty .  Me�b e r s  o f  t h e  o r g a n i z a t i on a r e  g i v e n  p e r s o n a l  
r e s o o n s i b i l i ty t o  a c h i e v e  t he i r  p a r t  o f  t h e  o r g an i z a t i o n ' s  go a l s ;  t h e  d e g r e e  
t o  wh i ch members f e e l  t ha t  t h ey c a n  mak e d ec i s i o n s  a n d  s o l ve p r o b l em s  w i t h o u t  
c h e c k i n g w i th s up e r i o r s  e a c h  s t e p  o f  t h e  way. 

N o  r e s p on s i b i l i ty 
i s  g i v e n  i n  the 
o r g a n i z a t i on 

2 3 4 6 7 T h e r e  i s  a g re a t  
emp h a s i s  o n  per s o n a l  
r e s p o n s i b i l i ty i n  t h e  
o r g an i z a t i o n  

3 .  S t an d ar d s . The emp h a s i s t h e  o r g an i z a t i on p l a c e s  o n  o u a l i ty p e rforma n c e  a n d  
o u t s t a n d i ng p rodu c t i on i n c l u d i n g t h e  d e g ree t o  wh i c h t h e  member f e e l s t h e  
o rg an i z at i on i s  s et t i n g  ch a l l e n g i n g  go a l s  f o r  i t s e l f  a n d  commu n i c at i n g  t h e s e  
g o a l  comm i tments t o  member s .  

S t an d a r d s  are very 
v e ry l ow or non
e x i s t e n t  i n  t he 
o r g an i z at i on 

2 3 4 5 6 7 H i gh c h a l l en g i n g  
s t an d a r d s  a r e  s e t  i n  
t h e  o r g an i z a t i on 
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4 . R e w a rd s .  T h e  d e g ree to wh i ch memb e r s  f e e l  t h a t  t h ey are be i n g r e c o g n i z e d  a n d  
r e w a r d e d  for g o o d  w o r k  r 3 t h e r  t h an b e i n g i gn o re d ,  c r i t i c i zed , o r  p u n i s h e d  w h e n  
s ome t h i n g g o e s  wro n g  

�emb e r s  a r e  i g n o re d ,  
p un i s h e d  o r  
c r i t i c i z e d  

2 3 4 5 6 7 r·lemb e r s  a r e  
r e c o g n i z e d  a n d  
rewa r d e d  p o s i t i v e l y  

3 .  O r g an i z a t i o n a l  c l � r i t y .  T h e  f e e l i n g amo n g  memb e r s  t h a t  t h i n o s  a r e  we l l  
s r g a n i z e d  a r d  gc a l s  � r e  c l e ! r l y  d e f i n e d  r a t h e r  t h a n  be i n g d i s o r o ; r l y ,  
c on f u s ed , o r  c n a c t � c  

The o r g a n i z a t i o n i s  
d i s o r d e r l y , c o n f u s e d ,  
o r  c h ao t i c  

2 3 4 5 6 7 The  o r g an i z a t i o n i s  
we 1 1  o r a  an i z e d  w i t h  
c l e a r l y

-
d e f i n e d  g o a l s  

6 .  W a rm t h  a n d  s u p p or t .  T h e  f ee l i n g t h a t  fr i en d l i n e s s  i s  a v a l u e d  n o rm i n  t h e  
o r g a n i z a t i on ;  t h a t  memb e r s  t ru s t  o n e  a n o t her a n d  o f f e r  s u p p o r t  t o  o n e  a n o t h e r . 
The f ee l i n g t h a t g o o d  r e l a t i on s h i p s p re v a i l  i n  t h e  work e n v i ronmen t .  

T h e r e  i s  n o  w armt h 
and s up p o r t  i n  t h e  
o rg a n i z a t i on 

2 3 4 5 6 7 Warmth a n d  s u p p o r t  
a r e  v e r y  c h a r a c t e r 
i s t i c  o f  t h e  o r g a n 
i z a t i on 

P l e a s e  r a te t h e  f o l l ow i n g  s p e c i � i c  a s p e c t s  of t h e  way i n  wh i c h  t h e  
o r g a n i z a t i o n fun c t i on s ,  i n  t h e  s ame w a y  a s  t h e  p r e v i ou s  s i x ,  w i t h  a n  ( A )  f o r  
y o u r  e s t i ma t e  o f  t h e  o r g an i z a t i o n ' s  c u r r e n t  p o s i t i o n  a n d  an  ( I )  a b o v e  t h e  
n umb e r  t h at i n d i c a t e s  y o u r  c h o i c e  o f  w h e r e  t h e  o r g an i z a t i on s h u u l d  i d e a l l y  b e  
o n  t h i s  f a ct o r .  

? . C o mp l e t e  c o n - 2 3 4 5 6 No : rJ n f i d e n c e  i s  
f i de n c e  i s  s hown by s h own b y  m a n a g e r s  a n d  
n; a n a g e r s  a n d  s u p e r - s up e r v i s o r s  i n  t h e i r  
v i so r s  i n  t h e i r  s u b o r d i n a t e s  
s ub o r d i n a t e s  

8 . S u b o r d i n a t e s  i d e  ! S  2 3 4 5 6 7 S u b o r d i n a t e s  i d e a s  
a r e  a l w a ys s o u g h t  are s e l dom i f  e v e r  
and u s e d  i f  w o r t h y  s o u g h t  a n d  u s e d , e v e n  

i f  w o r t h y  



9 .  A g r e a t  d e a l  o f  
c o - o p er at i ve t e am 
wo rk ex i s t s  

1 D .  Downward c ommu n 
i c at i o n i s  acce� t e d  
� i th a g r e a t  d e a l  c f  
o f  s u s p i c i o n 

; 1 .  S up e r v i so r s  k n o w  
•.' ery 1·1e l l  t h e  
prob l ems f 3 ced by 
t he i r  s u b o r d i n a t e ;  

1 2 .  D ec i s i o n s  are 
made mo s t l y  a t  the 
top 

1 3 .  S ub o r d i n a t e s  a r e  
f u l l y i n v o l ved i n  
d e c i s i on s  r e l a t ed 
t o  t h e i r  work 

1 4 . D r a a n i z at i o n a l  
a o a l s are e s t ab l i s h ed 
b y g r o u p  a c t i o n 
( excep t i n  c r i s i s ) 

1 5 .  There i s  a s t ro n g  
r e s i s t an c e  p r e s e n t  
t o  t h e  f o r m a l  ao a l s  
wh i ch a r e  e s t ab l i s h ed 

2 

2 

2 

2 

2 

2 

2 

3 

3 4 

3 4 

3 4 

3 4 

3 4 

3 4 

3 4 

5 5 

5 5 

5 6 

5 5 

5 5 

5 6 

5 6 

7 No c o - o p e r a t i v e  t e am 
work ex i s t s  

7 Downward comm u n 
i c at i o n i s  a c c e p t e d  
w i t h  a n  o p e n  m i n d  

7 S u o e r v i s o r s  k now 
l i tt l e  o f  the p r o b 
l ems f a c e d  b y  t h e i r  
s ubord i n a tes 

7 Dec i s o n s  are made 
t h ro u g h o u t  and a r e  
mos t l y  we l l  i n t e r 
grated 

7 S ubord i n at e s  are n o t  
i n c l u d e d  a t  a l l  i n  
d e c i s i o n s  re l a ted t o  
t he i r  wo r k  

7 Organ i z a t i on a l  go a l s  
are i s s u e d  by o r d e r s  

from t h e  top 

7 There i s  l i t t l e  or n o  
r es i s t a n c e  t o  t h e  
forma l g o a l s  wh i c h 
are e s t ab l i s h e d  
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APPENDIX !1. 1 .2 

EXAMPLES OF TIMELOG FORMS.  



N A M E :  

A 
s 
c 
D 
E 

TIME LOG 

ACTIVITY CATEG O RIES 

I 
I 
I r 
I 
I I 
I 
I 
I 

P R O PO S E D  
A L LO C .-\ TION 
( pe rce:-nage) 

F 
G 
H 
I .  
J 
K 
L W A S T e D  T I .\ I E  I 

l .  W r i te a b o v e ,  m a i n  c a : e gories o f  work y o u  a r e  e n ga ge d  i n  a t  x e se n t .  Al l o c: ne 
for e a c h ,  the pe r c e n ta ge o£ t i m e  you p r o p o se to s p e n d  on e 3 C:1. 

2 .  D3i l v  L o g : P3rt 1 :  Each a f te rn o o n ,  j u s t  b e f o re l e a v i n g  w o r k .  l i s t  the p r i n c i p a l  
i te m s  eo oe a c c o m p l i s h e d  t h e  f o l lo w i n g  d a y ,  a n d  se ! the i r  p n o r i t v  " i\ " ,  " 5" ,  " C "  
e t c . (" /\'' b e i n g  h i gn p r i o r i t y ,  " D "  b e i n g  l o w  p r i o r i t y ) .  

J .  Pan 1 1 :  K e e p  a record of t i m e .  Do n o t  l e a ve th i s  u n ti l  ti":e e n d  o f  the d a y  . 
. \\e m e r y  is dec e o tive and you w i l l  dece i v e  y o u r s e l f .  F i l l. in each au a n e r  h o u r  
pe riod as y o u  g o  a l o n g .  

5 .  

A t  t h e  e n d  o f  e a c h  d a y  sum m a ri se y o u r  d a i l y  data o n  m e  cage  �eaced  D ,-\ J L  Y &: 
W EE K L Y  S U �\. \1 .-\ R Y. Re c o r d  t i m e  soe:l t  in m i n u t e s .  

A t  the  e n d  of t h e  w e e k  com o l e t e  t h e  w e e k l v  su m m a r v  ( f a r  r i g h t  h a n d  s i d e  o f  
the D A I L y & W E E K L y  S U .\ 1. \I A R  Y ) .  c

'
o m o a re �our C a l ! V  a n d  w e e k i v  

pe rce n t a ge s  w i t:-� the prooosed a l loc a t i o n s  ( o n  th 1 s  pa ge ) . H o w  ·e � :e c t i v e  h a ·;� 
you b e e n ?  



D A I L Y  LOG D A Y  D A TE 

P A R T ! 
D AI L Y  O B J EC T I V E S :  

A C T I V I T Y  C A  l=EGOR Y PRIO R ITY (A,B,C o r  D )  
1 .  __________________________ ;1 ______ _,1 ____________ __ 

2 · ----------------------------+--------lr--------------3. ____________________________ �-------l�-------------4 · --------------------------------�---------r� ----------------
5. ______________________________ �---------��---------------

PA R T II 
D A I L Y  LOG 

P..c : i v i t y  
r Categ 

I 
I 
I -
I 
I 
I 
I 
I 

r Time 
S t ar� 

I 
I 
I 
I 
I 
I 
I 

i 

r T i m e  
End 

r Total 
T i m e  

I I 
I I I I 
I I 
I I 
I I 
I I I I 
I I I I 
I I 
I I 
I I 
I I 



D A I L Y &: W Ee K L Y  S U i\ H vi A R Y  

W e e k  M o n d a y  ________ to Sun d a y
--------

C .-\ T E  G O R Y  M O N  T U E  W E D  T H U R  F R I  W E E K L Y  

A 
B 
c 
D 
E 
F 
G 
H 
I 
J 
K 
L 

T i m e l% Time /% Time l % Timel % Timel% Total Time I % of W e e k  

I 
I 
I 
I 
I 
I 

T O T A L  

I I I I I I I I I 
I I I I I I I 1 
I I I I I I I I 
I I I I I I I I I 
I I I I I I I I I 
I I I I I I i I I 

11 2 0  l O O 4 2 0  l O O 4 2 'J  l OO 4 2 0  l OO 4 2 0  l O O 

I I 
I I 
I I 
I I 
I I 
I I 

2 1 0 0 l O O  

C o m pa re y o u r  d a i l y  and wee k l y  pe :-ce n t a g e s  w i th y o u r  p r o p o s e d  a l lo c a : i o n  (se e f r o n t  
pa ge ) .  

H o w  e ! i e c : i ·1e have y o u  b e e :o "  
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APPENDIX II. 1 .3 .  

EXAMPLE OF POST WORKSHOP EVALUATION QUESTIONNAIRE 

Note : F igures i n  ital ics represent actual frequency o f  respon ses .  Text i n  
ital ics represents participants' responses . N = 9 .  

NAME : 

INSTRUCTIONS 

P lease complete the eva luat ion  sheet and retu rn it to Pe rso n ne l  
Department as soon as possib le .  Please put a t ick ( ) i n  the box that best 
e xp resses yo u r  fee l i ngs  about the fo l lowi ng  quest ion s ,  and  make 
comments as requested . 

1 .  Do you now have a clearer idea of what the whole Department does ? o No ; because I had a clear idea al ready (2) o No ; th is exe rcise hasn't clarified the operat ion for me (2) o Yes ; I have a clearer idea of the function (5) 

2 .  I s  the pu rpose of the Department's Operation  clearer t o  you now? o Yes ; much c learer (2) o Yes ; a l itt le c learer (6) o No ; this exercise has not clarified the pu rpose for me (0) o No ; I was al ready fu l ly aware of the pu rpose (1) 

3 .  What have been the most beneficial outcomes o f  th is exe rcise and 
workshop ? Make a b rief l ist .  

1 Insight into the operation (n=2) 
2 Sore & sticky points given room to develop (n=2) 
3 Good chance to get to know others ' roles (n=2) 
4 Clarified my position (n=2) 
5 Demonstrated how I can implement my ideas (n= 1) 
6 The commitment shown by everyone (n= 1) 7 Demonstrated that rational discussion can ensue ( n= 1) 8 I now relate better to other staff (n= 1) 
9 Hopeful that management will take notice (n= 1) 
10 Realisation that opinion can vary so widely on the same topic (n= 1) 
1 1  Learned how communication can break down (n= 1) 
12 Demonstrated how much time we spend on things (n= 1) 
13 Good participation by all (n= 1) 
14 Subjects were dealt with positively to achieve an outcome ( n= 1) 
1 5  Learned I'm not alone in not knowing what I should be doing (n= 1)  



4 .  Has anyth ing arisen out of th is  exercise and workshop that you 
fee l  u nhappy about ? 

1 Nil comment (n=5) 
2 We must not let this lapse now (n= 1) 
3 I feel some people are still not hearing what is being said (n=1) 4 We have a lack of staff in some areas (n= 1) 
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5 The specific things we discussed at the end of the day have been 
largely ignored (n= 1) 

5 .  Is  you r  ro le and  contribution  to  the  department's operation and  its 
purpose clearer  to you now ? o No ; no cleare r  at al l .  (3) o Yes ; a bit clearer. (4) o Yes ; alot cleare r. (3) 

6 .  Do you  look forward to better re lationsh ips and  a Department 
that functions better, provides a better service ? o Yes ; I look forward to better t imes (7) o I am undecided at the moment (2) o No ; I don't th ink there wi l l  be any improvement (0) 

7 .  What d id  you th ink of  the workshop ? Tick as many boxes as you l ike.  
o lt was most beneficial (4) o lt was a d isaster (0) o lt was more beneficial than otherwise (5) o I cou ld not get my op in ion across (1) o Everybody l istened and t ried hard (4) o The faci l itator handled it wel l (8) o The faci l itator handled it poorly (0) o Some people domi nated too much (4) o Only some people l istened and tried hard (2) 
o I cou ld not u nderstand what was go ing on (0) 
o lt has made me sit up and th i nk about my ro le in  the department(2) o I am fee l ing qu ite good about it (6) o I am fee l ing quite unhappy about it (0) o I would happi ly attend another workshop (7) o I would be u nwil l ing to attend another workshop (0) 

8. Was your pe rsonal model usefu l ? o No ; I cou ld not understand it (0) o No ; lt stated the obvious (0) o Yes ; it is a good depict ion of my thoughts (4) o Yes ; it clarified some th ings for me (3) 
Not applicable, n=2. 
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APPEND IX II. 1 .4. 

PE RSONAL PROJECTS. : INSTRUCTIONS 

We wi l l  consider personal projects re lated to your work. 
Personal projects are those th ings that we th ink about, plan for, carry out 
and sometimes (though not always) complete that are related to our  work. 

Here are some examples of personal  projects : 

Completi ng my month ly report 
Trying to help John and Jack to get along better 
Overcoming my difficu lties with . . . . . . . . . . . . (some aspect of your  work) . 
Arrang ing that trip to the other  office 
Submitt ing a request to purchase . . . . . . . . . . . .  (a piece of equi pment) . 
Arrang ing staff train ing for . . . . . . . . . . .  . 
Gett ing my fi les up to date 

On the cards provided, place a name or labe l to represent a p roject that you 
(a) are engaged in, (b) have been e ngaged in recently or (c) may be 
engaged in i n  the future .  Note that your projects must be work re lated . 

You may wish to refer to the activities  l isted earl ier  i n  th is job analysis 
i nterview, you r  t ime logs, or the fo l lowi ng l ist may help you : 

AN ENJOYABLE PROJECT 
AN IMPORTANT PROJECT 
A D IFFICULT PROJECT 
AN IDEALISTIC P ROJECT 
A STRESSFUL P ROJECT 
A CHALLENGING PROJECT 
A NECESSARY P ROJECT THAT I WOULD RATHER 

AVOID 
AN ACADEMIC P ROJECT 
AN INTERPERSONAL OR SOCIAL PROJ ECT 
A "TRAVEL" PROJECT 
A ROUTINE PROJECT 
A PROCEDU RES PROJECT 
A "PUBLIC RELATIONS" PROJECT 
A TIME-SAVING OR EFFICIENCY PROJECT 
A TIME CONSUMING PROJECT 
A PERSONAL BENEFIT PROJECT 
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(THE FOLLOWING PAGE OF NOTES ARE FOR YOUR INTERVIEWER'S 
USE). 

A E l icit constructs. E l icit each construct on a separate i ndex card. 

B Execute ACT LADDERING for each side of each construct. 

H ow cou ld a pe rson  ach ieve this? 
What kind of person would you need to be to ach ieve th is? What 
special abi l it ies or  ski l l s  are needed? 
List some tasks that might reflect th is .  

C Execute VALUE LADDERING for each construct. 

Imag i ne you have the choice between two tasks o r  p rojects to carry out as 
part of your  work in this Distributio n  g roup. Both of them are identical except 
that one i s  characterised by th is s ide of  the construct ,  whi le the other is  
characteri sed by the othe r side. Which of the two projects o r  tasks wou ld be 
most a ppropriate to the ope rations  and functions of th is  g roup .  

Why did you make th is choice? 

Further  "Why?" questions. 
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APPENDIX II.2 

ELEMENTS AND CONSTRUCTS ELICITED F ROM PARTICIPANTS 

PARTICIPANT 1 : Male Junior Manager. Office staff Aged 29 

Elements 
1 Complete monthly report 
2 Seek Capital expenditure approval for hand tools 
3 Establ ish distribution system in town X. 
4 Get i mproved office accommodation 
5 Monitor & improve level of debtors 
6 Get data-base on P.C. 
7 Preparation of annual budget 
8 Get contracts out for tender 
9 Get management approval for proposed new position 
1 0  Improve management of cash flow projection f igures 
1 1  Get clerical staff to do  fi l ing regularly 
1 2  Urge Engineer to prepare maintenance program 

Constructs 

2 

3 
4 
5 

6 
7 
8 
9 
1 0  
1 1  

1 2  

Need to remind and press staff to d o  this. 

Adm inistration m atter needs broad thinking. 

An operational m atter. 
Affects staff. 
A need. Work will stop without it. 

More accurate into. now. 
Deadlines I m ust meet. 
Public relations matter .  
Routine work 
A th ing for the future 
Work that is getting done eventually 

Requ i res research and change to achieve 

PATICIPANTS 2 3 4 & 5 · REMOTE  FIELD GROUP 
Elements 

1 Organise Christmas Party 
2 Canvassing to promote product usage 

vs .  

V S .  

V S .  

vs .  
vs . 

vs .  
vs .  
vs .  
V S .  

vs .  
vs .  

vs .  

Gets done as  a matter of 
course. 
Engineering matter with simple 
gu ide- l ines. 
A planning matter. 
Affects customers. 
An ideal. We can strugg le on 
without it 
Less monitoring in  futu re.  
No dead l ines set. 
Financial matter. 
One-off project 
A nagging thing from the past 
Work that wil l  make things 
better later 
Regu lar task 

3 Provision of information to third parties affected by our system 
4 Dealing with general public enquiries 
5 Supply product to person X, despite everyth ing ! 
6 Request tools and equipment 
7 Establish special piece of equipment 
8 Maintain safety and efficiency of supply network 
9 Maintenance 
1 0 Make records of completed supply network 
1 1  Adm inister regulations and legislation 
1 2  Deal with office staff and m anagement 



Individual Constructs 
ParticiPant 2 : Male. Field workers' Supervisor. Age 29 

1 
2 
3 
4 
5 
6 
7 
8 
9 

Written down 
Talking 
Non-specific, on-going 
C urrant 
Contentious issue 
Office staff control 
On-going project 
*Hands-on* work 
P ublic 

Participant 3 · Male Field worker Ace 39 
1 Deals with safety 
2 * Deals with public 
3 Involved in getting product to customer 
4 *Deals with equipment 
5 Unpleasant problem 
6 Deals with one whole un it 
7 A *battle* 
8 Needs to be accurate 
9 Ind ividualism 

Participant 4 · Male Field based Inspector Ace 42 

2 
3 
4 
5 
6 
7 *  
a ·  
9 

Affects whole area 

Giving information & assistance 
Mass hysteria and wasted t ime 
Done at odd intervals 
Satisfying part of job 
Hassles and compromises 
Not yet in place 
Completed projects in place 
Involves ducking, diving & general 
knowledge (Practical) 

Participant 5 : Male Field wor\ser. Age 27 
1 Safety m atter  
2 Every day work 
3 Normal routine 
4 *Hands-on* physical work 
5 Dealing with the immed iate operation 
6 Battle all the way 
7 No response 
8 N o  response 
9 Can see an end result 

Bemote grQ!J(;l �on�en�!J� �Qn�tr!Jct� 

1 General (Same rules for all) 
2 Dealing with public 
3 Intangible, non-instant and hence not 

rewarding 
4 Current and constant 
5 Pleasant, satisfying 
6 Involves grindstone and compromising 
7 Yet to be initiated 
8 Physical "hands-on" work 
9 P ublic arena · 

v s  
VS. 

v s .  
v s  
v s  
v s  
v s .  
V S  

vs 

v s  
v s  
v s  
v s  
V S  

V S  

v s  
v s  
V S  

v s .  

v s  
v s  
V S  

v s  
v s  
vs 
v s  
v s  

v s  
vs 
v s  
V S  

v s  
v s  

v s .  

v s  
v s  
V S  

v s  
v s  
vs 
v s  
v s  
v s  

Not written down 
An object (th ing) 
specific job 
Future 
Usual, run-of-the-mil l  issue 
Personal control 
new challenge 
*Hands-off* work 
In-house 

Deals with job  getting done 
Deals with piece of equ ipment 
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Done after customer h as the product 
Deals with public 
pleasant task 
Deals with d ifferent units 
A "party• 
Doesn't need to be accurate 
Mass hysterics 

Only affects one customer & immed iate 
area 
Getting job done 
Solo occupation 
Contin uous, d ay-to-day running 
unsatisfying battle with management 
Solo occupation (suit yourself) 
Already in place 
P rojects yet to be final ised 
Theory 

Organ ising work matter 
Special incident 
Not routine 
verbal work 
E nsuring things keep going 
Mundane work 

Can't see an end result 

S pecific (One-off job) 
Dealing with equ ipment 
Tangible, concrete and hence rewardi ng 

Not currently done & not constant 
U npleasant, a contentious battle 
*Up to us·, *We're in control" 
In itiated, beg u n  & on-going 
*Waffle", not *hands-on" work 
In-house arena 



PARTICIPANT 6 : Female Office worker. Age 29 

Elements 
1 Progress and retention claims 
2 Monthly report 
3 Sundry debtors work 
4 Attend promotional shows 
5 Become familiar with Personal Computer (P.C.) 
6 Arrange better com munications between field & office staff 
7 Improve fi l ing system for customers 
8 Try to establish a better atmosphere in the office 
9 Try to get office procedures to run more smoothly 
1 0  Learn about the Bi l l ing system , so I can be a back-up. 
1 1  Get customer information onto the P.C. 
1 2  Arrange for Office to move into new premises 

Constructs 
1 Working tools 
2 Programmed work 
3 Work done as t ime permits 
4 Better office management (on -going efficiency) 

v s  
v s  
v s  
v s  

working environment 
Special project 
Deadline work 
One-off job 
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s ·  Involves better working relationsh ips (people) vs Regulated work (operational 
work) 

6. Smooth runn ing of workload (operational work) v s  Staff l iaison ( People) 
work done for contractors 
Routine monthly work 
(Operational work) 

7 Work done for office staff 
a ·  Getting workers to  interact (People) 

9 Work for the future benefit 
1 0  Office procedures 
1 1  Benefits staff 
1 2  External to company 

PARTICIE8t::!I 7 ;  F!.liJJi'l.l!.l, Offi!;;e work!,lr Age 21 

1 Sorting out my days activities 

v s  
v s  

v s  
v s  
v s  
vs 

Work for  the past 
Office atmosphere 
Benefits customers 
Internal to company 

2 Writing letters to people who enqu ire about product supply after read ing our  advertisement. 
3 Arrange work into priority before I go on holiday 
4 Frank envelopes for field staff 
5 Arrange a format on the P.C. for the Manager's reports 
6 Write a "Dear John" letter to a person to whom we cannot supply product 
7 Check Vehicle reports to meet deadline 
8 File information received from newly acquired distribution region 
9 Get al l our drawings from draughting filed 
1 0  Get acceptances through our system so people who have paid, receive product as soon as 

possible 
1 1  Try to get to work on time in the morning 
1 2  Notify Local authorities so that specific customers get product s upply hassle free 

Constructs 

1 Makes work easier V S  makes relat ionships easier 
2 Do things to suit other people v s  D o  things t o  su it myself 
3 Supplying product to custom er vs An enquiry about possibi l ity of supply 
4 Satisfying vs Not satisfying 
5 Pleased customer vs Disappointed customer  
6 Using computer v s  Using a pen 
7 Getting things done on time VS Helping me get things done on time 
8 Makes me happy VS Makes custom e r  h appy 
9 Have all day to do this V S  Have to do this immediately 
1 0  Filing v s  Checking 
1 1  Job tasks v s  Personal tasks 
1 2  Arranging work v s  Doing work 



PARTICIPANT 8 Male Offjce based Inspector Age 60 
Elements 

1 Ensure product supply conforms with regulations 
2 Customer l iaison 
3 Promotion of the company image 
4 Ensure our  records are good and up to date 
5 Keep yearly planner up to date 
6 Keep all my appointments 
7 Let the right-hand of the operation know what the !eft-hand is doing 
8 Encourage supervisor to listen to suggestions, complaints, moans and groans 
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9 Encourage response to moans from supervisor, if successful in getting h im/her to listen 
1 0  Demand h ig h  standards of contractors who do work for the company 
1 1  Play "cowboy" contractors at their own game 
1 2  Enhance customer relations 

Constructs 
1 Drifting along 
2 An open person 
3 Relates to people 
4 Show up an offender by good 

personal work 
5 People issue 
6 Personal issue. 
7 Departme nt Standard 
8 Management deficiency. 

9 Keeping on the ball 
1 0  A m anagement matter only 
1 1  Personal goal 
1 2  Department attitude enjoyed by others 

vs .  
v s .  
vs .  
vs .  

V S .  
V S .  
vs .  
v s .  

V S .  
vs .  
V S .  
V S .  

Trying hard t o  run a "good ship" 
a"Smart-ass" 
Relates to codes of practice 
Let offenders get away with poor work 

Mechanical issue 
Contractor's issue 
Personal standard 
Personal pride which m ight rub off on 
m anager 
letting th ings lapse 
Something to share with eo-workers 
S idel ine issue 
Department attitude not enjoyed by 
others 

PATICIPANT 9 · Male Offjce based semi-professional Engineer Age 33 
(Participant 9 produced 1 2  projects very easily and requested 3 more cards to produce a total of 1 5) 
Elements 

1 Arrange stores issue vouchers 
2 Ensure sufficient stock in stores 
3 Correspondence with prospective customers 
4 Economic evaluation of com mercial & industrial customers 
5 Prepare supply price agreement for Commercial & industrial customers 
6 Requisit ion for equipment and materials not in stores 
7 Evaluate amount of extension required in supply network 
8 Analyse parameters of supply system 
9 Issue work perm its 
1 0 Arrange to get typing done 
1 1  Do technical investigations 
1 2  Write up contract documents 
1 3  Receive and respond to complaints from field staff 
1 4  System maintenance 
1 5  Costing o ut m y  time to other departments etc. 



Constructs 

1 Requi res contract to be entered in to 
2 Issuing work to be done 
3 Expenditure 
4 Existing works 
5 Requires new materials & equipment 

6 Requ i res purchase of materials 
7 Ensures adherence to rules 
8 Requires engineering knowledge 
9 Requires travell ing out from office 
1 0  On-going work 
1 1  Requ i res knowledge of existing system 

1 2  Relates to people 

PARTICIPANT 1 0 : Male, Field worker, Age 33 

Elements 

1 Actual establishment of supply network 
2 Supervision of contractors & th ird parties 
3 Maintenance 
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v s  Does not require contract t o  b e  entered 
vs. Receiving work to be done 
vs .  Receipt of payment 
v s  New works 
v s  Doesn't require new m aterial & 

equipment 
v s  Doesn't require purchase o f  materials 
vs .  Doesn't ensure adherence to  rules 
v s  Doesn't require eng ineering knowledge 
vs Doesn't require travel l ing out from office 
v s  Specific one-off project 
v s  Doesn't requ i re knowledge o f  existing 

system 
vs relates to engineering operations 

4 Obtaining data necessary for those making quotations to prospective customers 
5 Measuring product use 
6 Paperwork 
7 Unanticipated call-outs 
8 Travel ling in vehicle 
9 Check reinstatement of customers 
1 0  Patrols and checks/audits 
1 1  Programming for future works 
1 2  Design and draw up a monthly work program 

Constructs 
1 Doing work v s  
2 Disrupted supply v s  
3 Relates to prevention of incidents V S  
4 Future work vs 
5 Recording supply v s  
6 Non-urgent (Can be delayed) v s  
7 Constructive vs 
8 A main check/audit v s  
9 Expense vs 
1 0  Retaining/maintaining the system V S  
1 1  On-going work V S  
1 2  Consumer satisfaction v s  

Travelling t o  do work 
Normal supply 
relates to normal operat ion 
Past work 
maintain ing supply 
Routine (Must be done) 
Destructive 
A spot check/audit 
I ncom e  
Allowing system to fail 
Completed work 
Consumer d issatisfaction 



PARTICIPANT 11 : Male Offjce worker. Age 25 
Elements 

1 Set up new customer accounts 
2 Terminations of product supply 
3 I nvoicing 
4 Changing swap owner routine 
5 Cease Bil ling work for another Department 
6 Do changes to Bi l l ing system 
7 Do m onthly corrections 
8 Learn banking system 
9 Monitor debtors 
1 0 Keep my colleague occupied and interested in her work 
1 1  Send letters to field Bi l l ing staff 
1 2  Try to foresee future difficulties w ith the Bil ling system 

Constructs 
1 Outside department V S  
2 programmed work v s  
3 System related vs 
4 Future fiction,  may not happen VS 
5 Learning v s  
6 Effects me directly v s  
7 Gathering factual i nformation vs 
8 Tho ught vs 
9 Same every month v s  
1 0  Management responsibility v s  
1 1  Doesn't involve change v s  
1 2  Non-payment v s  

PARTICIPANT 12 · Female.  Office worker Age 18 

Elements 

1 Banking 

Oriented to our  department 
Instantaneous work 
People related 
Factual 
Known 
Effects others o utside the department 
Requires insight 
Automatic 
Changing variables 
Doesn't require m anagement responsibil ity 
Involves change 
Anticipated payment 

2 Send letter to customer whose cheque was made out for the wrong amount 
3 Our fi l ing 
4 Person X's f i l ing 
5 Code and input new customers 
6 Customer number statistics, by region, per month 
7 Make changes to customer details 
8 Learn to do Person Y's job, so I can do it when he is away 
9 Write letters in answer to difficult enquiries 
1 0  Catch up on EC and ER 
1 1  Change remittances 
1 2  Balance petty cash and receipt book 

352 
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Constructs 
1 Information supplied v s  Must f ind information 
2 Our department v s  external to o u r  department 
3 Involves money/banking VS Doesn't i nvolve money/banking 
4 Easy ; requires l ittle  thinking vs Requires th inking 
5 Regular vs Irregular 
6 lnputing information v s  Manual paperwork 
7 Variety of l ittle jobs vs One big job 
8 Internal to the company vs External : Customers 
9 Public moaning vs Internal m oaning 
1 0  Sti l l  learning vs Learned 
1 1  Would like to have v s  Already h ave 
1 2  Correct ing customer's m istakes v s  Correcting my own mistakes 
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APPENDIX II.3 

COGN ITIVE MAPS FOR ALL PARTICIPANTS OF TEAM BU ILDING 
INTERVENTION 



PARTICIPANT 1 .  

WE MUST HAVE 

CUSTCX"lERS TO ST A V 
IN BUSI NESS 

A TT ARCT CUSTOMERS 

PUBLIC RELATIONS I 
AVOID DOUBLE 

HANDLING 

AVOID A "BIG I BROTHER" 

CORPORATE I AVOID MI STAKESj DO ROUTINE. 
APPROACH &. FOSTER I PLANNED 
THE PERSONAL TOUCH 

KEEP UP WITH PREDICTABLE 

DEMANDS &. WORK FIRST 

I WE CANT DO l CHANGE 

WITHOUT PEOPLE 
AVOID 

"FIREFIGHTING".  

KNOW WHERE 

YOU'RE GOING 

CARRY OUT 

PLANNING : HAVE 

A FUTURE 

GET PEOPLE TO DO 
ORIENTATION 

ESSENTIAL WORK 

MANUALL V, NOW, TRY TO ENHANCE 

rather than wait for WICK ACCURATE 

P . C .  2Mlilabilily or ACCESS TO 

set up INFORMATION 

MOVE WITH 

TECHNOLOGY 

I CCX"lPANY I L SURVIVAL 

I 
WE MUST MAKE 

MONEY TO STAY 

IN BUSINESS 

I 
MEET BUDGETS &. 

BE ECONCX"liC 

I 
ENHANCE 

ORSANISA TIONAL 

EFFICIENCY 

AVOID WASTit6;; 

TIME AND 

RESOURCES 

AVOID FRAGMENT-

A TION : ENHANCE 

COOPERATIVE EFFOR 

TOWARDS A 

COMMON GOAL 

I 
HAVE SOMEONE 

TO TIE EVERYTHING 

TOGETHER 

I 
CARRY OUT YOUR 

R<l.E Cte . my role 
as �ger i s  to do 
lhe admtntstrattve 

tying together; When 
necessary I can 

delegate in 
appropMate direction! 

I 
FOR ME . ..DO ADMIN .  

M A  mRS REWIRING 

CONCEPTUAL 

BROAD THINKING 

AHEAD OF 
ENGINEERING 

MAmRS 

i 

ENSURE CONTINUITY 

Of WORK F OR  

OTHERS 

DONI HOLD 

WORK UP. AVOID 

somE-NECK 

PREVENTING 

CCX.LEAGUES 

FRCX"l DOING 

n£1R BIT IN THE 

CHAIN Of WORJ< 

DO ROUTINE WORK 
(Ahnd of ·one-ofr 

stuff) 



REMOTE FIELD GROUP : PARTICIPANTS 2, 3, 4 &. 5.  

'NE ARE IN THE 'NE ARE IN THE 
CUSINESS Of CUSINESS Of 

SELLING PROOUCT SELLING PROOUCT 

TO GAIN A PROFIT (;5) AS A SERVICE TO 

THE PUBLIC ( 1  ) 

I T  IS Of VALUE 
TO GET MORE 

CUSTa-!ERS (4) 

ENHANCE OUR 
PUBLIC IMAGE (4) 

DO PROGRAMMA6LE 

wa:uc THAT 
REPRESENTS SOME 

ELEMENT OF 
ACCCt"PLISHMENT (4) 

l DO MOTIVATIN�I WORK F IRST (4) 

RESPOND TO THE DO PLEASANT 

PUBL IC (Ahead of SATISFYING WORK 
d .. linq with (Ahead of unpleasant 

materials or cont.enli� work 

equipment) (4) which is a "battle") (4 

NB : THE F IGURE IN PARENTHESES IN 1liE 
LOW'ER RIGHT HAND CORNER OF EACH BOX 

REPRESENTS THE NUMBER OF STAFF IN THIS 
GROUP OF FOUR WHO AGREED WITH THIS 
STATEMENT I (2 l means 2 of the 4 staff 
were in aqreementl. 

DO THE "HANDS 
�- WCJU: (Ahead 

of other ·warne· (4 

-

Jre SATISFACTION OBEY THE 
IS lt"PORTANT (2) t£1RARCHY : ITS 

I \!MAT YOO'RE 
SUPPOSED TO 

DO (4) 
ENHANCE USE OF 
RESCXJRCES (2) reEY THE "LINK 

I IN TliE CHAIN" 
BE�EN HEIR-

ENHANCE SMOOTH ARCHY &. FIELD 

CPERA Tl� (2) STAFF (THE 

I OFFICE REPRE-
SENTS THAT 

ENHANCE EASE IN Lll« IN THE 

DOING THIN9S IN CHAIN (4) 
THE FUT\Rf (2) 

I 1l£ CHICE 
RUN &.  eo-

I GAIN K..a.uooe CR>INA TE THE 
& I� V�- OPERATION (4 

SELF (2) 

I PlACE PRIORTIY 
� RECJJESTS 

�CH FRa1 TliE 
SITUA Tl� '*'ERE a=FICE (Their 
YOU ARE OOING TO requnts .-e 

LEARN �THING (2 likely to r.-
present lm-

DO INTRIGUING &. port..lt worl:: 
INTERESTING W'ORK that super-

(Ahelld or that which cedes other 
lsnl.) (2) t.slts) (4) 

I I 
DO THE SPECIFIC DO ltHIOOSE 

ONE-OFF PRn£CT WORK AHEAD 

(Ahead or the genaral Of �  IN 
"sii!TI8 for ewryone • Tt£ Pl.mLIC job). (3) ARENA (4) 

"bee-. spedflc t.slts 
hlrYe 811 tmpcJf"Unce. 
priority lo.ding" ( 1 )  



OEPAA�NT INTER"''E"NTION 

f)(M1Pt.E COOf•llnV£ MAP FOR Cl*: IPC>IVIOUAl (OffiCE �ERl 

PM'TIC.II.-.Nf "· 

STRIVE 

TO MAKE 

THINGS 

SET TER 

( fC<" 
.........,. ) 

PERSONAL 
PRIDE 

IN WORK 

IS IMPOR-
TAN� 

� '  . 

MAIKT ... IN 
0000 ....riE. 

CUSTOM 6. 
REVENU� 

P.P. 
IT  J� 

IMPORTI.NT 

TO �VE 

� llOOD 
PUSLIC 
IMAGE 

WE'RE FUNO.O.
MENTA!.LY INVQV

ED IN PROVIDING 

� SERVICE TO 

THE PUBLIC 

WORK 

TO 

SENEFIT 

O:TER"'L 

CUSTOMER 

CRED181LIH 

IN EVERYONE'S 

EYES ( MnQI. 

& oubllc) IS 
IMPORTI.NT 

AVOID 

�VERSELY 

�FFECTINO 

OTHER 

PEOPLE'S 
WORK 

MEET 

DEADLINES 

er DO 
DEADLINE 

WORK AHEAD 
OF 

INCIDENTAL 



PARTICIPANT 7 .  COMPANY SURVIVAL : .-------------1 THERE HAS GOT TO BE 
A COMPANY 

THE 
COMPANY 
IS  HERE TO 

WE EXIST AS A COMPANY PEOPLE ARE 

MAKE t------, TO SUPPLY PRODUCT TO IMPORTANT 
CUSTOMERS AND KEEP 

IT  IS 
MPORTANT 
TO STRIVE 
<Jf.IIARD 

IT IS  
IMPORTANT 

TO AVOID THE 
ENDLESS 

pPIRAl Of ON 
HASSLE 

lEADING TO 
OTHERS 

MONEY r--

n�,"-t 
MONEY 
OUT Of 

CUSTOMERS 

INCREASE 
NUMBER Of 
CUSTOMERS 

SUPPORT 
EXISTING 

CUSTOMERS 
& CANVAS 

FOR NEW 
ONES 

I 
PUT 

THROUGH 
MORE 

WORK 

BE OME 
QI.JICKER 
&. MORE 

EFFICIENT 

! KEEP 
PACE I WITH 

I NEW 

PEOPLE 
WHOVE 

PAID FOR 
SUPPLY 
HAVE A 

RIGHT TO 
PRIORITY 

TREAT-
MENT 

ACHIEVE 
PRODUCT 

SUPPLY 

AVOID 
NECESSITY 
TO REPEAT 

& RE-DO 
WORK 

THEM HAPPY 
& UPWARD 

I 
AVOID MAINTAIN WASTING BUSINESS ,...---- HUMAN 

GAIN TRUST 
& MORE W� 

PUBLIC 
RELATIONS 

ENHANCE 
COMPANY 
IMAGE & 
AVOID A 

BAD NAME 

RETAIN�� EXISTING 
STAFF 

RESOURCES 
RESPON- I AVOID I 

L-_
s
_

IB
_

IL
_

I
,
rv _ _, BACK-LOGS I l r GET 

I T  IS 1---� GOOD 
IMPORT ANT I RESULTS 

THAf 
PEOPLE 
ENJOY 
THEIR 
WORK 

1 
AVOID 

TAKING 
w� 

AVOID 
LOSING 

OR 
WASTING 

MONEY ENSURE 
r- WE HAVE 

AVOID 
BEING 

!--+-----!
WORRIES 

HOME 

1 HAPPY 
.--D,_O,....__, CUSTOMERS 

THINGS I THAT 
HELP & PLEASE 

SUIT CUSTOMERS : 

THE 
TARGET 

Of OTHER 
PEOPLES' 

DIS
PLEASURE 

OTHER AVOID L---,.-...J 
PEOPLE UPSETS 

l 
DO THINGS 

ON TIME; 
MEET 

DEADLINES 

AVUII 
DELAYS & 

PROCRASTINATION 

PLAN & 
ARRANGE 

YOUR WOR� 
& DO 

PRIORITY 
WORK 
FIRST 

ENHANCE 
WORKING 

RELATIONS 

l BE 1-'LtA;:,tD 
& PROUD Of 
YOUR ONN 

EFFORTS 

I msuRE HIGH L 
OOALITY WORg-

CHECK THAT 
THINGS ARE 

CORRECT 

IL---------------- 11 DO WORKj l TECHNOL
OGY & 
USE IT  

PUT IN  
EFFORT & BE �-------------------------

THOROUGH 
(the hard 

work ethic) 



DAI:'ITICIPANT S 

I AYOtO 
! ANT AGCHISM 

I ACCIJIR£ &. i £..,1V1Cf CH'S 

I ABILITY TO 
RflA T'E TO 

1 PECP\.E 



PARTICIPANT 9 THE WHOLE REASON 
FOR THE DEPARTMENT'S 

EXISTENCE IS TO 

WE MUST SELL 
DISTRIBUTE PRODUCT 

PRODUCT 6. AT 1 
A PROFIT r--- AN ACT OF PARLIAMENT WE NEED 6. VALUE THE COMPANY I SPECIFIC TO OUR I NDUSTRY THE SKILLS 6. MUST NOT 

REQUIRES US TO MEET THE KNChJLEDGE THAT ONL V SURVIVE 

DEMANDS OF THE MARKET PECPLE HAVE BUT MUST IT IS IMPORTANT 
I NCREASE (THE PUBLIC! DEVELCPED IN FLOURISH TO COORDINATE 

CUSTOMER 
THEIR TIME WITH ACTIVITIES 

NUMBERS 
THE COMPANY WITH THIRD 

ENSURE THE PARTIES : BOTH I I COMPANY I S  INTERNAL & ENSURE PROSPECTIVE 
A FRONT EXTERNAL CUSTOMERS ARE NOT RETAIN THE 

RUNNER ; 
DETERRED POOL OF COMPETITIVE. 

SKILLS AND PROGRESSIVE 

ENHANCE PUBLIC RELATIONS : A GOOO I KNCNJLEDGE 

PUBL I C  PROFILE I I 1 I I 
AVOID POOR ENSURE WE ENSURE MONEY ENHANCE THE AVOID HAVE GOALS. 

RELATIONS WITH CAN SUPPLY IS AVAILABLE WAY WE FRUSTRATIONS SECURITY 6. -
THIRD PARTIES PRODUCT TO FOR NEW WORKS PROVIDE OUR IN A READINESS 

CUSTOMERS I PUBLI C  SERVICE (A) THE FIELD TO MEET 

I l (B) THE OFFICE CHANGE 

(C) PUBLIC AVOID DELAYSj 
ENSURE WE AVOID HEAVY BE CAPABLE ENOOIRIES I HAVE AN M,_INTENANCE OF ANSWERING I MEET PUBLIC 

OPERATIONAL 6. REPAIR PUBLIC ENSURE OEM,ND, WORK 
SUPPLY COSTS ENOOIRIES RE . SUFFI CIENT DEVELCP NEW TOWARDS THE 

NETWORK I PRODUCT TURNOVER STRATEGIES PROOAMMED 
SUPPLY OF WORK & & EXPAND l GOALS & 

THAT W(H( DEADLINES ENSURE GOOO 
LOAD IS  DO ENGINEERING OOALITY AND 

MET ENSURE WORK AHEAD OF INTEGRITY OF 
RESOURCES ARE WORK RELATING EXISTING 

AVAILABLE 6. TO PEOPLE DISTRIBUTION 
ON TIME SYSTEM 

I I SPEND MONEY 
ENSURE ALL 

ON DEVELCP- ENSURE OUR SYSTEM 
INCREASE ARE DOING 

PURCHASE

; I MENT OF OPERATES TO GUIDE-
KNChJLEDGE THEIR SHARE 

MATERIALS NEW WORKS LINES AND OF THE OF WORK & 
PARAMETERS 

EXISTING THAT ALL I SYSTEM WORK GETS 
DONE 

ENSURE BACK-uP IS 
READILY AVAILABLE FOR 
F IELD STAFF WHEN THEIR 

ENCOURAGE RECEIPT 
SERVICES ARE IN 

OF INCa-tiNG WORK 
EXCESSIVi DEMAND 

TO BE DONE 

I BE PREPARED TO GO OUT I N T  

THE FIELD WHEN REOOIRED 



PARTICIPANT 1 0  GETTING REVENUE 
FOR THE COMPANY 
IS IMPOR ANT 

I AM LOYAL I T  IS IMPORT ANT _,Ul)LII... 
TO THIS TO INCREASE SAFETY 

COMPANY CUSTOMER NUMBERS I S  
FUND AMEN-

KEEP TALLY IM-
THE PORT ANT 

CUSTOMERS I HAPPY tN:OUI<l: AVOID ENSURE 
WORK F OR  SURVIVAL WASTAGE THERE IS 
WHAT YOU OF THE OF COMPANY RETURN FOR AVOID 

BELIEVE IN DEPARTMENT MONEY COMPANY ACCIDENTS 

EXPENSE I 
MAINTAIN AVOID AVOID AVOID 
SUPPLY OF CONTRACTORS NEED TO PAY SYSTEM l PRODUCT TO CLAIMING CONTRACORS F A ILURE r- CUSTOMERS AGAINST US WHEN P .R • TRY TO 

PREVENT 
MAINTAIN PREVENT FOR HALTED 

COMMENTS 
THE ACCIDENTS, STANDING TIME (eg. by 

THAT 
SYSTEM INCIDENTS rain) 

REFLECT 
BADLY ON 
YOUR JOB 

"--- I DO THE 
BE ENSURE THE EXTEND THE 

COMPETITIVE SYSTEM DOES ENSURE CORRECT 
SUPPLY 

CONTINUANCE THING IN AN 
WITH OTHER NOT FAIL NETWORK 

I OF WORK TO EMERGENCY 
SUPPL IERS 

I CREATE CARRY OUT OCCUPY 

ENHANCE SUPPLY THE MAIN STICK TO THE I TIME IN 

COMPANY SYSTEM TO AUDITS ON PROGAMMED SLOWER 

REPUTATION PROPOSED THE SYSTEM ROUTINE WORK PROGRAMME 
PERIODS 

CONSUMERS (Ahead o f  (Ahead of the FOR THE 
the spot non-urgent) FUTURE tx A TTEND I ATTEND TO I checks} OBTAIN D O  ONGOING EMERGENCIES 

CONSUMER EOOIPMENT WORK IMMEDIATELY 
SATISFACTION ETC . (Ahead of 

ne11r 
complete 

SPEND EFFORT CALMING CONSUMER DISSATISFACTION I wor�l 

( Often following an uns11lisf11clory response from BE FUTURE I office to customer·s enou1ry l .  ORIENTED 

ENSURE THAT THOSE WHO INTERACT WITH CONSUMERS I KNOW THE ANS\1/ERS, OR AT LEAST CAN MAKE A 
SATISFACTORY RESPONSE . 



PARTICIPANT 1 1  
I T  IS FUNDAMENTALLY WE"RE I 

IMPORTANT FORTHE 
ABSCX.UTEL Y 

COMPANY t.. DEPARTMENT RELIANT ON r THAT THEY SURVIVE CUSTOMERS 1 (ths msrkell 
ENCOURAGE r ENSURE WORK TO BUY 
CREATION AVOID COSTS 

PROOUCT -GETS DONE 
TO THE 

FOR THE OF INCOME 
UPON WHICH T ORGANISATION 

SAKE OF 
ENTIRE I AVOID A BAD 

OUR LIVELI-
REST OF WORKING A TMOS-

AVOID HOOOS 
ORGANISATION PHERE/FRICTION 

UNPROOUCTIVE h 1 I I DEPENDS TIME 
DO THINGS I AVOID OTHERS 

WEARING THE AVOID WORK AVOID DO WORK THAT ENHANCE I EFFECTS OF MISTAKES SPEEDILY CREATION CF THAT CREATE CASH FLOW 
ANOTHER'S UNNECESSARY EFFECTS OUR WORK I MOOD CHANGES WORK FURTHER WORKLOAD FOR US 

I DCM'N THE TOMMORROW l LINE AHEAD OF 
SINCE THE AVOID I AVOID .I I THAT WHICH AVOID MAJORI TY ANY 

C��E S  THE WILL PUBLIC DO PAY, PERSON ENSURE AFFECT US RELATIONS; NEED TO AITEND TO BEING 
RUSH WORK IS IN A AVOID BAD BILLING (of THE NOT COUPLE PUBLICITY the majority) TARGET ENHANCE FORGOTTEN OF MONTHS 1 AHEAD OF OF OTHER'S SMOOTH -r 1 AVOID DEBTOR DIS- RUNNING, 

BACKLOGS ENSURE MONITORING AVOID 
DO THAT CUSTOMERS PLEASURE OF WORK GATHER (the minority) l ERRATIC WHICH MAINTAIN INFOR-RUNNING 

CAN BE NATION FAITH I AVOID 
DO F IRST COMPLETED AND IN THE 

RECURRENCES 
THAT INSTANTLY WORK COMPANY OF PROBLEMS AV lOO (Ahead of WITH 1 NEGATIVE WHICH I EFFECTS YOU KNOW programmed FACTS 

work) (Ahead of ON WORK- WELL ( Ahead DO THINGS ! DEAL WITH 
of thal relying on THAT PEOPLE RELATED LOAD 

intuition which you RE<l.JIRE THINGS AHEAD I must learn &. the MANAG- I OF SYSTEM 
uncertainty ERIAL I RELATED THINGS DO WORK of theory RESPON-

THAT EFFECTS 
SIBIL I TY ,  

U S  DIRE C L  TV 
DECISION 

(Ahead of 
MAKING 

that which 
(Ahsad of 

111ffecu other 
those thal 

departments 
don't) 



PARTIC IPANT 1 2  

I AVOID 

itHEctSSAAY 
I CUSTCt'£0 I EHWIRIES I 

IT IS W"I)(JUA.NT 

Tl<AT P£!F\.E AVOID 

P£RS<:W.l -EMS 

ARISING Cl1T (J' 

I T  I S  lt'll<RTANT 

T 0 f XPfJ�IfHCf A. 
VARIETY � 

A.SPfCTS Cl- LIFE 

a. GAIN 

IT 15 

lt"P(J::TANT 

TO STl>IVE 
Tc:JrrllfA.QOS 

Tl<E 
l"MINGS 

YOU 
\tiANT 

PQJGUTISE 

WOR< 
tHVCl.VtNG 

MON£YI>. 
BAJ«.tNG 

IT IS 

tr1l<:AT ANT 

TO GET ON 
WITH LIFE .!.. 

NOT LET M 

WCA..O PASS 

YClJ 8Y 

I MAIHATAIN I VOLR JC8 

I PE�l 
INCOM£ 

IT IS II""PCRTAN 

TO G£T AlONG 
W'IT"M OMRS 

&CAUSE TI<AT 
>€lPS EVERY-

Tl<ING ELSE 

GO SMOOMV 

PI.USE TH05f 
P£CPU WIT!< 

....a'l YClJ 
SP£IC) T>f: 
MOST T\11' 



MODEL OF GROUP "CUL lURE ---
VALUES 

YAlU.E.S � 
Abalr•ct, conceptual; purpose t I COt.f'ANV nERSONAl r-1 COMPANY/DEPARTMENT I 

I .. SURVIVAL I 
ACTS 

COMPANY REVENUft' - - - - - - - - - - - - -

T r---1--, JOB � __ 1 ATISFACTION 

CUSTOM: I._ _____ , 
BUSINESS 

I �UE 

...-------1 PUBLIC PEOPLE SELF I THE �I I I RELATIONS _I RESOURCE 1-� ESTEEM 

PRODUCTIVITY r-----1- ------ - / I COOPERATIVE-.-t- r 
.LX. INTRA-DEPT .. L __ 

./ • / IATMOSPHEREI 
,..._ _ _.__-r 

"Pul in onon· WORKLOAD I' & CONTROl SELF & 
��< ·��Vi,.,��::Om -- N G� 

r---'---. .-----1 DEVELOPMENl 

SUPPLY & 
AVAILABiliTY I".. r---.IL----. 
OF PRODUCT. 

DEVELOP DO GO-'L 

(SYSTEM 
EXEMPLARY ORIENTED 

MAINTENANCE RESPOND BUSINESS I KEEP IT PROOAAMMABLI 

INCLUDED) APPAOPRIATEL \ I OFFICE 
SIMPLE & WORK 

TO PUBLIC 
PRACTICES ACCUAA TE 

,---IL---. & PEOPLE IN 

FRUGAL GENERAL DO SPECIFIC 
RESOURCE ONE.QFF 

AVA��B�LfTY 
PROJECTS 

OF 
(A• !.�rnng 

RESOURCES 
noma•) 

r 
Why ? 

r 

COMPANY ORIENTATION PERSONAL ORIENTATION (Wolbeing) 

.t&IS 
Obsorvablo, "Codo ol telic.", langiblo, prionlioa 
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APPENDIX II.4 

TEXT OF POST-PROJECT COMMUNICATION TO PARTICIPANTS TO 
ACCOMPANY RELEASE O F  VERSION 2 OF TEAM COGNITIVE MODEL 

As you negotiate and t ry to i nterpret both your  i ndividual mode l and the  
g roup model ,  please take note of the fol lowing : 

1 .  Consider the l ines that l ink the boxes. 

We move upwards from box to box by answering the question 
"Why?" 

We move downwards from box to box by answering the question 
"How?" 

2. Movement upwards is towards VALUES.  N otice that the uppe r levels 
of the model represent ABSTRACT, CONCEPTUAL VALUES.  These 
are purposes ; someth i ng to do with the "ph i losophy" of either the 
person ,  or the g roup. 

Movement downwards is  towards more tang ib le th i ngs. Hence the 
lower leve ls of the model represent behaviou rs,  actions ; tang ib le , 
observable th ings : - p riorities -:.. maybe even a "Code of practice". 

3 .  Each persons' I ND IVID UAL models were taken and common aspects 
of each were extracted to formu late "THE MODEL OF G ROUP 
CULTURE".  

The thicker l i nes represent the g reatest extent of AGREEMENT 
with i n  the g roup. 

4 .  On the i ndividual models you received at the workshop, the parts 
that were represented on the g roup model had been h igh l ighted . 
Th is rep resented you r  CONTR IBUTION to the g roup mode l .  These 
were the aspects that you shared with the rest of the g roup ,  on thei r 
i ndividual models .  

You were therefore able to see both how your model contai ned 
concepts quite p rivate to yourself ( ie .  not shared) , and the extent 
to which your model was SHARED by others. 

5. For two years I have heard people with in  this department saying : 
"WE don't have any d i rection" ,  "We don't know what we are 
supposed to be doi ng . "  

And yet , each person came to work every day and worked 7.5 to  8 
hours i n  some sort of D IRECTION. The "Model of G roup Cu ltu re" is a 
reflect ion of that di rection .  
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APPEND IX  Ill 

CHAPTE R 8 APPENDICES 
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APPEND IX III. 1 

MATERIALS 
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APPENDIX III. 1 . 1 

SAMPLES OF BOARD OF TRUSTEES' ROLE QUESTIONNAIRE ,  
INCLUDING DEMOG RAPH IC DATA AND TREATMENT G ROUP POST

TREATMENT EVALUATION QUESTIONNAI RES. 



. T 

� -
B.A. (Hons) Psychology 
Registered Psychologist 
4 3 W 4llace Place 
New Plymouth. 
P�. N.,. (0 57) u-; S C . ( private ) 

Ph. N.�. (061) 10-93o4.(business ) 

BOARD OF TRUSTEES ' ROLE QUEST IONN A I RE 

D D :  D D RESPONDENT NUMBER. 

This questionnaire is specificallY directed at members of the newly appointed 
schools · Boards of Trustees. Its purpose is to follow Trustee 's feelings about 
their role as members of the Board. The questionaire .addresses Trustee s 
current feelings about their role and will be administered twice. Firstly. verv 
early in the life of the Board. and again at a point in the future. The 
researcher is interested in the shifts in Trustee's feelings about their roles as 
the Boards functionings progress in time. 

All information contained in this questionnaire will be kept completely 
confidential. Respondents have been assigned a numerical identifier in order 
to ensure the maintainence of confidentiality. Please answer all questions 
honestly and to the b est  of your ability. We want your own responses. Please 
do not discuss your answers to this questionnaire with any other people. 

If you have problems with the questionnaire. please do not hesitate to contact 
the researcher. whose name. address and contact phone numbers are printed 
above . 



BOARD OF TRUSTEES ' ROLE QUEST IONNA IRE 

I ntroduction. 

For each of the di m ensions descri bed below. place a circle around the n u m ber 

that indicates your assess ment oi your current position on that dimension. A 
score oi one I I i indicates that you agree strongly with the state m ent on the 
left . while a score oi i 7t in dic:nes that you agree strongly with the state ment 

on the right . A score of I 3 )  indicates that you feel more strongly for the 

state ment on the leit than the one on the right or that the state m ent on the 

left is j ust  a fair indication of your position . . 4.. score of I 4 i indicates that you 

b elieve that vour position is stated j ust as strongly bv the state ment on the 
right as the one on the left. 

Ex a mple : 

The new Trustees 

received very poor 

inior m ation to 

help the m adapt 

to their new role. 

The new Tru stees 

I 2 3 4 cr;' 6 7 received very good 

[_[_.____._ __ j...___.. _ _.j ini or m ation to he! p 

the m adapt to their 

new role. 

In this exam pie the respondent felt that the new Trustees received fairly 

good and u seiul infor m ation. 

THE QUEST I ON N A I RE 

P A RT A : Part _\ reiers to yo ur ieelings about t he Board as a whole. These 

ite ms refer to vour Board alone. 

l .  

I feel that the Board I feel that the Board 

are very disorganised I 2 3 1 S 6 7 are very organised 

2.  
I believe that the 
Board are directed 

towards a set of 

very clearly 

defined goals 

L-1���--��--��1 

2 3 4 5 6 7 
��--.��--�-� 

·- - - -;  · - -:- · --.- -- ----

I believe that the 
Board are not 
directed towards 

clearly defined goals 

·-· · �· -__ . . .... .... _,...;.·_ ·-.--. .;._-...... . 



..!> 
... 

-<- -

3 .  
I believe our Board 

is characterised by 
alot of support for 
one another. 

4.  
The trustees see m to 
b e  in total 
disagree ment. most 

· of the ti me.  

s .  

I believe our Board 

1 2 3 4 5 6 7 is characterised by 

L-L-�--1 --�-'---�----�-1 _, a lack of support for 
one another. 

6 7 

1---'---1----J-___.__[_! 
2 3 5 

The trustees are in 
total agree ment on 
virtually every 
issue. 

Relationship s  within Relationship s  within 
our Board are very I 2 3 4 5 6 7 our Board are very 
warm. 1'---+-1---'1---+---+----''---ll cold. 

6 .  

The Board are in 
control. with no 
undue influence 
from external 
agents. 

7. 

The Trustees are 
very suspicious of 
one another. 

8 .  
The beliefs and 

1 2 
I 

3 4 5 
There is undue 

6 7 influence exerted 
on our Board by 
external agents. 

The Trustees are 

1 2 3 4 5 6 7 very open minded 
[_._j _.....__...__.....__. __ J about one another. 

The beliefs and 
values of the Trustees 1 2 3 4 5 6 7 values of the 

Trustees are very 
similar to one 

are very dissimilar ..... ! _.....__.-�--_.....__._---1-_--' 
to one another 

another 
9 .  
Board members find Board members find 
it very easy to I 2 3 4 5 6 7 it very hard to 
com m unicate with ! ..... _.....__...__.....__.. _ _...!_--�! co m municate with 

one another. one another . 

. ·- ·- -·- - �- . 
- -·-·- . .:.. . .:.. · _ :  



(>-
.. 

< 

1 0 . 
The Board are The Board 

com pletely igno
,
rant 2 3 4 5 6 7 co m pletely 

about the problems I understand the 
that the school prob le ms that the 
faces. school faces. 

1 1 . 

The Board are very The Board are very 

clear about their I 2 3 4 5 6 7 unclear about their 
role. 1-1 L-L-1 role . . 

1 2 . 

Cooperauve team Our Board i s  

work is  ve:-v I 2 3 4 5 6 7 characterised by 

uncharacteristic 01 [__I __ very cooper ative 

our Board.  teamwork. 

P A RT B .  : Part B refers to your feelings about your role as a Trustee .  These 

ite ms reier to you alone. 

l .  

r feel very 

comfort:J.ble 2 3 4 5 6 7 

about  my role as a I 
Tru stee. 

2. 

r tend to disagree 

with the other 2 3 4 5 6 7 

Tru stees most oi I I 
the time. 

3. 

I do not under-
stand the views and 2 3 4 5 6 7 

opinions of the 

rest of the Board. 

4.  

I feel somewhat 
s u spicious about 1 2 3 4 5 6 7 

the other Trustees. I I I . I 
· - - - ---- ----.. ... =--::::-:--- ---- -· ····-- ----:------- --------

. . . .. - . ..... . . .  : - · · ·; .. 

r feel very 

uncomfortable about 
my role as a Trustee. 

I tend to agree 
with the other 

Trustees most 
of the time. 

I fully understand 
the views and 

opinions of the 
rest of the Board. 

I feel very open 
minded about the 
other Trustees. 

._. - �  · - > '  ·'•'·'·zf:� "" .c:;.,'<:::-... -, 'fC•';; (,;¥.ifk' •• '¥}ii?!' 



s. 
My beliefs and I have dissi milar 
values are very 1 2 3 4 s 6 7 beliefs and values 
similar to those I I to the other Trustees. 
of the other Trustees 

6 .  

I com pletely I am com pletely 
understand the I 2 3 4 s 6 7 ignorant about the 
proble ms that the I I p roble m s  that the 
school faces. school faces. 

7. 

I a m  very unclear I am very clear 
about my role as I 2 3 4 5 6 7 about my role as a 
a Trustee. L-L-L-L-1 I Trustee. 

8 .  
I feel that m y  views I feel that my views 
are not respected I 2 3 4 s 6 7 are respected by 
by the rest of the L-L-1 the rest of the Board. 
Board. 

� - · - · ·-----·-- --- -·· 



.;. 
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DEMOGRAPHIC OAT A 

To be able to m ake sense of any questionnaire it is necessary to gather 
infor m ation concerning respondents' personal details. Please complete the 
following either by writing in the space provided or by drawing a circle 

around the appropriate letter on the right hand side of the page. 

1 .  IN WH ICH AGE CATEGORY DO YOU BELONG ? 

2. SEX : 

Less than 2Syears A 

2 S  to 3 0  years B 

30 to 3 S  years C 

35 to 40 year s  D 

40 to 4 5 years E 
Over 4 5  years F 

Fe male ______________________________ _ F 

Male ------------------------------- M 

3 .  HOW LONG H A V E  YOU L I V ED IN THIS EDUCATION BOARD 
DISTRI CT ? 

4. HOW MANY CH ILDREN DO YOU H A VE IN EACH OF THE 
FOLLOW ING CATEGORI ES ? 

Pre-school chiidre (_) A 
Prim ary school childre (_) B 
I nter m ediate school childre (_) C 
Secondary school cllildre (_) D 
Children attending Tertiary educatio (_) E 
Children who have otherwise left school _____ (_) F 

5 .  YOUR EDUCAT IONAL QUA L I FICATIONS : 
No for m al q u alification5 A 
Senior High School Qu alifications (SC.. UE .. 6FC.. Bursary etc. L B 
Tertiary Qu alifications ( Degree. Diploma. Tchg Cert. etc . )___ C 
Trade or specialist qu alifications (eg. M usic) D 

6 .  YOUR OCCUP :\ T ION : -----------

lf you are not currently in paid e mployment. then for which 
occu pation or profession are you trained.  q u alified and/or 
experienced ________________________________ _ 

·c. . · ·-· -·--· ·· ··· - ·· . . . · ... . .. . . 



e. 
... 
<. 

7. YOUR PAST H ISTORY OF INVOLVEMENT W ITH SCHOOLS : 

I have never been on a school Council. Home and School 

Co m mitee. Parent Teacher body etc. ________ _ A 

I have been on a school Council. Home and School 

Co mmitee. Parent Teacher body , but  not at this school__ B 

I have been a Co m mittee member at this schoo C 

2 l . WHAT FACTORS IN YOUR B .\CKGROUND AND EXPERI ENCE DO 
YOU B EL IEVE W ILL HELP YOU IN YOUR ROLE AS A TRUSTEE ? 

THAN[ YOU FOR COMPLETING TH IS QUESTIONNAIRE. 



Over the past 5 months you have b een involved in a V alues and Role 

Clarification exercise, which i s  referred to below as "the exercise". This 

e xercise involved identifying your values and ways of behaving, forming 

these into a "cognitive m a p "  and drawing u p  a com b ined depiction of these 

cognitive maps which were finally incorporated into a "Policy for Action" 

docu ment. 

The following q uestions relate to this exercise. 

I .  How satisfied are you with the outcome of the exercise ? 

3 4 s 6 7 

V ery unsatisfied ·'---1--"---1--.....__-1 Very satisfied 

2. To what extent do you acce pt the "Policy for Action" docu ment that 

resulted from the exercise ? 

I accept it totally 
I 2 3 4 5  6 7 

I_L_L__ . ._I _.___.__,I I do not accept it at 

all 

3 .  How valuable was the exercise for you personnally ? 

l 2 3 4 5 6 7 

Very valuable I_I__J__J _ _.___.____., Not valuable at all. 

4.  How valuab le do you think the exercise has  b een for  the group as a 
whole ? 

Very valuable 

S .  T o  what enent d i d  y o u  enjoy the exercise ? 

I 2 3 -4 5 6 7 

Not enjoyable at all L_L__�...----�.-_-'--l--1 

Not v aluable at all. 

V ery enjoyable 



6 .  How successful has the exerci�e been ? 

Very u ns uccessful 

1 2  3 4 5  6 7 

L-1---1--'L-L-L-l Very successful 

7. How valid is the "policy for Action·· in expressing your views ? 

I t  is a very accurate 

e xpression of my 

views 

1 2  3 4 5  6 7 

L-L-L-L-1----1---'1 It is not an 
accurate e x pression 

of my views 

8 .  How valid was your personal cognitive map in expressing your views ? 

I t  is a very accurate 

expression of my 

views. 

2 3 4 5 

I 
6 7 

I 
I t  is not an 
accurate expression 

of my views 

8 .  Please use the space below t o  m ake any comments about the exercise, 

the proced ures used, or the outcomes of the exercise. 
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APPENDIX III. 1 .2 

REPERTORY GRID FORM 



11 
["Wl) 

t m i l a r  
L u: i ty 
. 

-- - -

-

1 2 3 � 5 6 7  

I 2 l 4 5 6 7 

1 2 3 4 5 6 7  

1 2 3 4 5 6 7  

1 2 3 4 5 6 7 

1 2 3 4 5 6 7  

1 2 3 4 5 6 7 

1 2 3 4 5 6 7  
----

1 2 3 4 5 6 7  

1 2 3 4 5 6 7  

1 2 3 4 5 6 . 7  

Way in 
which the 
third 111 
d i f f e rent 
"con t ras t 

p o l e "  
Prickly  

CD _ _  ®_ �-Gl ) (fi) 0 
. . 

0 
0 ·o 0 0 

0 
0 

Q 0 ---

_@ (5) © (j) ® (J) '@ 5 7 5 2 (l) 2 2 
. . 

0 0 0 0 
0 0 0 0 0 0 

0 :0 0 0 0 0 0 0 10 0 0 
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APPENDIX III. 1 .3 

VALUE LADDER ING AND ACT LADDERING FORM 
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APPENDIX III.2 

BETWEEN G ROUPS ANOVA SUMMARY TABLES 
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TAB LE III.2. 1  

ANOVA SUMMARY TABLE O F  BETWEEN G ROUPS D IFFERENCES IN  
PRE-TEST RATINGS OF BOARD OF TRUSTEES LEVEL OF 
D IRECTEDNESS TOWARDS CLEARLY DEFIN ED GOALS.  

S t a tWcr K s  Da t a  f.!�(J,JA Tabl e Hon , F e b  1 9 ,  1 990 9 : 1 3  Pt1 
D a t 3  F i l e : Un t i t l e dO a t a  

Sur.� of De a .  of Mean 
Sou r c e  S a u a r e s  Fre e doo S q u ar e s  F-Ra t i c  Prob > F  

B e tw e e n  
GROUP 1 5 . 0 4 2 7 . 52 5 '  1 0  0 . 0 1 9  

Error 23 ' 60 1 6  1 .  47 

Tot a 1 38 . 6 3  1 8  

TABLE ill.2 .2 

ANOVA SUMMA RY TABLE OF B ETWEEN G ROUPS D IFFERENCES IN  
POST-TEST RATINGS OF BOARD OF TRUSTEES LEVE L  OF 
D IRECTEDNESS TOWARDS CLEARLY DEFINED GOALS.  

S t a twor K s  D a t a  t!-l�(NA Tab l e Hon , F e b  1 9 ,  1 990 8 : 23 Pt1 
Da t a  F i l e :  Un t i t l edData  

Source  
Surn of 

Squar e s  

Be tw e e n  
GROUP 1 8 . 37 

Error  1 6 . 26 

T o t a l  34 . 63 

De g ,  of Mean 
Freedoo Squares  F-Ra t i o  

2 9 '  1 8  9 . 0 4  

1 6  1 . 02  

1 8  

Prob ) F  

0 . 0 0 3  
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TABLE IIL2.3 

ANOVA SUMMARY TABLE OF BETWEEN G ROUPS POST-TE ST 
RATINGS OF BOARD OF TRUSTEES LEVEL OF PERCEIVED 

AGREEMENT. 

S t a tWor � :  uata f\NiJJ� Tao l e Hon , Feb  1 9 ,  ! 990 8 : 26  Pt1 

D a t a  F i l � :  Un t i t l e dDa t a  

Source  
Sum Ot 

S ·J u a r e s  

Be tweer: 
GROUP 4 . 66 

Error 7 . 0 2  

Tot  a 1 1 1  . 68 

Deg . of  He an 
F r e e dcn Sq u ar e s  i=-Ra t i o  

2 2 . 33 5 . 3 1  

1 6  0 . 44 

1 8  

TABLE ill.2 .4 

P r o b > F  

0 ' 0  1 7  

ANOVA SUMMARY TABLE OF B ETWEEN G ROUPS POST-TEST 
RATINGS OF BOARD OF TRUSTEES FEELINGS THAT THEI R  BOARD 

MEMBERS HELD S IMILAR BELIEFS AND VALUES TO ONE ANOTHER.  

S t a tworKs  Data  AN�JA Tab 1 e Hen ! Feb 1 9 ,  1 990 8 : 33 PM 
D a t a  F i  1 � :  U n t i t 1 edDa t a  

Sum of De Q ,  of  He an 
SourcE  Squar e s  Fre e aoo Squar e s  F-Ra t i o  P r ob > F  

B e tween  
GROUP 20 . 47 2 1 0 . 2 4  8 . 08 0 . 00 4  

Error 20 . 26 1 6  1 . 27 

T o t a l  40 . 74 1 8  
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TABLE ITI.2.5 

ANOVA SUMMARY TABLE OF BETWEEN G ROUPS POST-TEST 
RATINGS OF BOARD O F  TRUSTEES CLARITY ABOUT THEIR ROLE AS A 

BOARD. 

S t a tl.dori\s D a t a  ANO'JA Tab l e  Hen , Feb  1 9 ,  1 990 8 : 38 PH 

D a t a  F i l e :  Un t i t l edData  

Sourc �  Surn of 
Souar e s  

Be tween 
GROUP 8 . 22 

Error 1 5 . 8 8  

T o t a l  24 I i 1 

De g .  of He an 
Freedcn Squar e s  F-Ra t i o  

2 4 . 1 1  4 . 1 4  

1 6  0 . 99 

1 8  

TABLE ill.2.6 

Prob>F 

0 . 035 

ANOVA SUMMARY TABLE OF BETWEEN GROUPS POST-TEST 
RATINGS OF INDIV IDUAL BOARD MEMBERS CLARITY ABOUT THE IR  

ROLE AS A TRUSTEE 

S t a tWor K ;  Data  A.f..JO'v'A Tab l e  Man , Feb  1 9 ,  1 99 0  8 : 42 PM 
Data  F i l e :  Un t !  t i e dD a t a  

Source  
Sum Cd 

Sa u a r e s  
B e tw e e n  
GROUP 3 . 23 

Error 1 4 . 1 9  

T o t a l  " ?  · -"'-- · '+L 

De g .  of Me an 
Freedoo Squar e s  F-Ra t i o  

2 4 . 1 2  4 . 64 

1 '  t O  0 . 89 

1 8  

Prob>F  

0 . 025  
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TABLE III.2.7 

ANOVA SUMMARY TABLE OF BETWEEN G ROUPS POST-TEST 
RATINGS OF BOARD OF THE EXTENT TO WHICH TRUSTEES 

IND IV IDUALLY FELT THE I R  BELIEFS AND VALUES WERE S IM ILAR TO 
THOSE OF OTHER TRUSTEES ON THI ER BOARD. 

S t a. tworKs D a t a  A'�[)I..JA Tab l e  Non , F eb  1 9 ,  1 990 8 : 50 PM 
Data  F i l � :  ! ' n • ; t ' e df"l a t ·  u \ I  . I  :J - �  

Sum of 
Source  Souar e s  

Between  
GROUP 8 . 36 

Error 1 8 . 38 

Tot a 1 26 . 74 

C' e 9 .  of Mean 
= r e edoo Sq u a r e s  F-Ra t i o  

2 4 . 1 8 3 . 64 

1 '  • 0 1 . 1 5  

1 8  

Pr •3b i F  

0 . 0 4 9  
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APPENDIX III.3 

COMMONALITY OF CONSTRUCTS. 

"COMMONALITY SCORE" IS THE N UMBER OF GROUP MEMBERS WHO P RODUCED THE 
CONSTRUCT. "HEIRARCHY LEVEL" DEPICTS THE PREDOMINANT LEVEL OF SUPERORDINACY 
OF THE CONSTRUCT ON COGNITIVE MAPS, WHEREBY, "VALUE " MEANS LADDER APE X  OR 
SU PERORDI NATE CONSTRUCT, "CONSTRUCT" MEANS REP. TEST AND VALU E LADDER 
ELICITED CONSTRUCT AND "ACT" MEANS ACT LADDER ELICITED CONSTRUCT. 

RANK CONSTRUCT COMM)NALITY SCORE HEIRARCHY LEVEL 

1 GOAL ORIENTATION 7 VALUE/CONSTRUCT 
2 INVOLVEMENT 7 CONSTRUCT/ACT 
3 FUTURE ORIENTATION 6 VALUE/CONSTRUCT 
4 "PARAMOUNT IMPORTANCE OF 4 VALUE 

CH ILDREN'S N EEDS" 
5 BENEFIT CHILDREN 4 CONSTRUCT 
6 COMMITIMENT 4 CONSTRUCT 
7 SCHOOL ORIENT ATDN 4 CONSTRUCT 
8 MUTUAL UNDERSTANDING 4 CONSTRUCT 
9 KNOW THE CHILDREN (INTERACTION) 4 CONSTRUCT/ACT 
1 0 CARING 3 VALUE 
1 1 ACHIEVEMENT 3 CONSTRUCT 
1 2  ACTION 3 CONSTRUCT 
1 3 CHANGE ORIENTATION 3 CONSTRUCT 
1 4 CHILDREN ORIENTATION 3 CONSTRUCT 
1 5 COMMUNITY ORIENTATION 3 CONSTRUCT 
1 6 PEOPLE DEVELOPtv£NT 3 CONSTRUCT 
1 7 IMPORTANCE 3 CONSTRUCT 
1 8 DEVELOPING STRENGTHS 3 CONSTRUCT 
1 9 SUPPORTNENESS 3 CONSTRUCT 
2 0  FINANCIAL MANAGEMENT 3 ACT 
2 1  FUNDRAISING 3 ACT 
2 2  MEETINGS 3 ACT 
2 3  ACQUAINTANC E  WITH PARENTS 3 ACT 
2 4  RESOURCE & FACILITY MANAGEMENT 3 ACT 
2 5  TRUST & RELIABILITY 3 VALUE 
2 6  SELF ESTEEM 2 VALUE 
2 7  RESOURCE AVAILABILITY 2 CONSTRUCT 
2 8  BENEFIT OTHERS 2 CONSTRUCT 
2 9  BOT AFFAIRS 2 CONSTRUCT 
3 0  CLASSROOM ACTIVITY 2 CONSTRUCT/ACT 
3 1  COMJLETEDNESS 2 CONSTRUCT 
3 2  SENSE OF DIRECTION 2 CONSTRUCT 
3 3  EFFICIENCY 2 CONSTRUCT 
3 4  ORGANISE OTHERS 2 CONSTRUCT 
3 5  FOI...E fv'OOELS 2 CONSTRUCT 
3 6  STRESS/PRESSUR E  2 CONSTRUCT 
3 7  THOFOl.JGI-t.JESS 2 CONSTRUCT 
3 8  UNITY 2 CONSTRUCT 
3 9  GENERALITY 2 CONSTRUCT 
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APPENDIX ill.3 continued. 

RANK OONSTRUCT COMfv'ONAUTY SCORE HEIRARCHY LEVEL . 

4 0  IMMEDIACY 2 CONSTRUCT 
4 1  PUBLIC RELATIONS 2 CONSTRUCT 
4 2  SHARING 2 VALUE/CONSTRUCT 
4 3  BROADEN CHILDREN 2 CONSTRUCT 
4 4  BOT PRECURSOR MATERIAL 2 ACT 
4 5  BUDGET cam:oL 2 ACT 
4 6  PARENT COMMUNICATION 2 ACT 
4 7  CONTRIBUTIONS/CONTACTS 2 ACT 
4 8  GATHERING IDEAS 2 ACT 
4 9  OUTWARD INFORMATION 2 ACT 
5 0  INWARD INFORMATION 2 ACT 
5 1  INTERESTS 2 ACT 
5 2  USTEN TO PEOPLE 2 ACT 
5 3  fv'ORNING TEAS 2 ACT 
5 4  NEWSLETTERS 2 ACT 
5 5  OPINIONS OF TRUSTEES 2 ACT 
5 6  PARENTS PRESENCE AT SCHOOL 2 ACT 
5 7  TEACH ING "TEAM" 2 ACT 
5 8  TEACHER TRAINING 2 ACT 
5 9  SCHOOL TRIPS 2 ACT 
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