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Introduction

In 2000, ABC Manufacturing merged with part of XYZ Communications and

formed ABZ communications. This merger initiated a period of major change, with

every team required to investigate streamlining their procedures and identifying areas

for cost savings to satisfy commitments made to the stockmarket.

Following from this it was decided to transform the Human Resource (HR)

organisation and set up a separate “joint venture” company to provide “electronic”

HR services. This new organisation would be heavily Internet focused and would

provide employee details on an Intranet system, which would be accessible, and

updateable, by employees. This type of organisation is, reputedly, the first of its kind.

Previous attempts to redefine HR resulted in outsourcing the function, thus divorcing

the service from the customer organisation, where a contract was given to a different

service provision company with no transfer of personnel.

Rather than outsource the work, ABZ Communications decided to look for a partner

company with whom to form a joint venture company, whereby ABZ

Communications provided the people and the partner company providing the e-

enabled infrastructure and the financial investment. This company, known as



“Harmony”, would have a remit to provide HR to ABZ communications initially,

develop a web based HR system (The People Portal) and then to sell its services into

the general marketplace in the medium term (i.e. within five years) as a revenue

generator for the two companies.

According to Langan-Fox and Tan (1997) there has been a relative lack of

investigative research undertaken on how cultures change over time or when they are

in transition. This study is one attempt to redress that lack and to investigate how the

formation of a totally new service provision organisation generates a culture of

customer service from two (at least) fundamentally different organisational cultures

who are themselves in the midst of major change.

One of the reasons for using an ideographic approach, such as PCP, is that it focuses

on the individual and not the organisation and looks at how the individual creates the

organisational culture and are, also, the custodian of the shared values and beliefs. As

Van Maanen and Schein (1979) state what is functional for one person may be

dysfunctional for another. So for organisational socialisation (or acculturation) to be

a success it must take into account an individual’s construal of the organisation and

their motivation to become part of that organisation (or not) – what is the fit between

their personal values, beliefs and goals and the organisations? And how do they

rationalise their perception of the future and their role in that future?

It is by a combination of the Sociality and Commonality (or acculturation) corollaries

that we can begin to negotiate the shared meaning necessary for the understanding of

other people’s construction processes. We build new practices on to existing



constructions (Francis 1999). But one question is, what influence does the new

organisational structure and change management play in the delivery of a new

organisational culture and still maintain a level of service provision? How do the

employee’s move from existing corporate constructs (Balnaves & Caputi 1993) to the

new culture and hence generate the corporate constructs required in the new

organisation?

Newcomers to an organisation need to reduce their feelings of “uncertainty” across a

range of organisational issues (e.g. vision, goals, roles & responsibilities, etc.), to

allow them to make predictions and take control over their environment (Louis 1989).

Generally, new starters gain this information from other, more experienced,

employees within the organisation. This is made harder when the organisation is

itself new without the necessary existing acculturalised members.

The purpose of this study was to examine the initial perception of those people who

transferred to the new company or stayed in the revamped parent company and then

look at any changes in their perceptions one year later. I have previously reported on

the initial assessment of perceptions and of the implications (Fisher 2003) and will

here concentrate on the findings from Phase 2 and the changes in perception and the

implications for change management programmes in the future.

The key themes that came up during Phase 1 (Table 1) were around clarity of vision

for the future, the direction the organisation would be taking (and the impact on

customer service), the new organisational goals and structure, the policy and

procedures to be used and the new roles and responsibilities within the organisation.



In the main, both Retained and Harmony were perceived to be at the submerged pole

of the constructs on all these elements. However, the respondent’s had a far more

positive perception of the future with all these constructs located nearer the preferred

pole.

Clarity of vision

Direction

Goals

Organisational structure

Policy and procedures

Roles and responsibilities

Table 1 Key Issues from Phase 1 Grids

The results from Phase 1 indicated that from Harmony employees perspective “Ideal

Me”, “Ideal HR” and “Harmony year from now” were very closely linked – they

appeared to perceive Harmony as being able to provide an “ideal” HR service within a

year and with this ideal being” very closely linked to their own personal “ideal”.

In the main respondents reported feeling less positive a year into the new organisation

than they did at its creation, with Retained HR reporting a far less positive perception

than those in Harmony. Overall, Retained HR’s grids were both less cohesive and

less optimistic than Harmony’s regarding both their current situation and in their

anticipation of the future. This could be explained by the ongoing period of change

and subsequent confusion felt within Retained HR regarding their future e.g. what

would their role become, who would transfer into Harmony and who would stay?



The future for Harmony was perceived to be bright, possibly reflected the

communication process (which included regular Newsletters, briefs and a two stage

Induction process) adopted by Harmony to try to ensure as much information as

possible was passed to all employees and the psychological promises, both explicit

and implicit, made by the Harmony management during their induction events. The

results from Phase 2 show to what extent the staff have internalised those promises

and, possibly more importantly, to what extent Harmony is perceived to have

delivered against them.

Method

Repertory grids were undertaken with twenty HR professionals of various ages and

roles within ABZ communications and Harmony for Phase one of the study using pre-

defined Elements as shown in Table 2. Of these twelve were from Harmony and eight

from ABZ Communications Retained HR.

Harmony today
Retained Today
HR a year ago
(Phase 1 only)
Harmony year from now
Retained year from now
Ideal HR
Me now
Me year ago
Me ideal

Table 2 Grid Elements

During the course of the subsequent year some of the respondents either left Harmony

or moved between ABZ Communications and Harmony. Two of the original


