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categories necessitated the comparison of themes classified in different phases. This was not 

seen as a problem as it was said earlier that the three phases were not watertight compartments 

and were mainly used to make the information provided by participants more accessible. 

The various themes identified in chapter 3 are presented in Table 4.1 below, structured accord

ing to their applicability to the three phases. 

Table 4.1 Themes identified by participants as significant issues of the process 

• Understanding of the • Interpersonal dynamics • Experience of the 
need to transform • New nature and extent of 

• Perceptions of the opportunities/ideas the transformation 
origin of the decision • Reassessment of the • Current work situation 
to change situation (personal, (includes perceptions 

organisational) of post-transformation 

• Diversity organisation) 

• Workload 
• Uncertainties 

• Career implications 
• Perceived outcomes of 

the process 

• Empowerment 

• Change in the way of 
doing things 

• Management of the 
process 

The themes or categories are not necessarily discussed in the order as presented in Table 4.1. 

The comparison of data in and between categories (themes) at times necessitated regrouping or 

combining themes as this contributed to the meaning of a particular idea. Comparing data 

between categories (themes) sometimes contributed to the emergence of a meaning or picture 

not apparent in the analYSis of individual experiences. 

2.1 Phase 1: The pre-transformation period 

2.1.1 Understanding the necessity for the organisational decision to transform 

The theme "the need for change" includes those issues that participants offered as motivation 

for the organisation's decision to change. The issues they identified include areas or aspects 

they personally felt uncomfortable with in the pre-transformation period. The analysis of data in 

this category was done mainly by comparing data bits in the category (in other words, between 

the various participants). 
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Ten of the eleven participants felt that there was a need to change some or more areas of the 

organisation. Stephan was the only respondent who did not identify something he personally felt 

uncomfortable with. (It should be mentioned, however, that he agreed in principle with the 

necessity for change and that he was aware of discussions in the organisation about the recon

ceptualisation of some of the courses). A first observation of data in this category indicates that 

respondents identified various and different areas in need of change. 

Looking at the diverse areas or issues identified by the respondents, three levels of perspectives 

can be identified. On the first level, respondents focused on the products (courses) and the pro

duct development in which they were involved (eg, Drohan, Ute). This may be referred to as a 

microperspective on areas in need of transformation. On the second level, concerns revolved 

around issues in the organisation (intra-organisational issues), such as the style of manage

ment, the profile of the management team, the profile of the staff and diversity in thinking. This 

may be referred to as a mezzoperspective on areas in need of transformation. The third level 

deals with the relationship and/or interaction of the organisation with the external environment. 

Concerns about the organisation's relationship with its clients are also included in the third level. 

This level may be referred to as the macroperspective on areas in need of transformation. A 

fourth sub-category, which deals with personal or attitudinal issues, was also identified. 

Although the three levels micro, mezzo and macro are distinguished, these are by no means 

watertight compartments. Some of the issues may be regarded as intra-organisational issues 

but may also refer to the relationship between the organisation and the external environment. 

The focus in this analysiS is more on the diversity of areas than on a concise content analysis. 

The areas identified by respondents are presented in Table 4.2 under the four sub-categories. It 

shows that although almost all the respondents were of the opinion that the organisation had to 

transform, they felt that way for different reasons. For some, the organisation had to transform in 

order to grapple with problems on the microlevel only (Ute, Drohan) or the mezzolevel only 

(Delianne, Leslie). Other participants identified problems on two levels (Soonja, Heike and 

Robert) while only three (Anja, William and Pedro) of the participants were of the opinion that 

problems on all three levels of the organisation necessitated transformation of the organisation. 

The first deduction made from this theme is thus that although employees may experience a 

need for transformation, they do so for different reasons. 

Referring to the respondents' individual experiences (the context), it seems that a participant's 

opinion about why the change is necessary, is influenced by various factors: 

(1) a participant's own personal beliefs, values and particular upbringing (Soonja, Heike, Pedro; 
Delianne) 

(2) prior work experience (Soonja, Heike) 
(3) exposure to external people, literature and other thinking (Pedro, William, Heike, Soonja) 
(4) personal characteristics, such as race, gender, political orientation, religious values (LeSlie, 

Anja, Pedro, William, Soonja, Heike), 
(5) personal investment in the pre-transformation organisation (Stephan).' 

1. The intention is not to compile a comprehensive list of all possible influences but simply to indicate that 
working in the same organisation does not mean that employees will share the same perspective on 
whether and why an organisation needs to transform. 
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Table 4.2: Areas in the organisation in need of change identified by participants 

Drohan: 
• Courses are too 

old and structured 
• Organisation 

needs to present 
its own degree in 
education 

Stephan 
• No real need for 

transformation 

Soonja • 

• 

• 

• 

Style of management 
needs to change 
Composition or profile of 
management team in 
need of change 
Structure of the 
organisation needs to be 
altered 
Staff profile needs to 
change 

• Socia-political 
change in country 
should also 
happen in the 
organisation 

Anja 
• Courses and 

methods need to 
acknowledge and 
accommodate the 
realities of the 
external 
environment 

• Staff profile needs to 
change (more 
representative of 
society) 

• Need to address 
the needs of the 
clients 

Ute 
• Courses need to 

be updated 
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Heike 

Leslie 

Delianne 

William 

� � Change in course 
content and 
approach to 
students 

Pedro 

� � Need to develop a 
new curriculum 

� � Need to change �
the approach to �
curriculum �
development �

Robert 

� � The need for increased 
diversity in thinking in 
the organization 

� � The need for diversity in 
the staff component 
(language, religion, 
culture) 

� � Style of management 
need to change 

� � Staff profile need to 
change 

� � The need for increased 
diversity in terms of 
ideas and thinking 

� � Increase in diversity in 
terms’ of multi ›
culturalism 

� � Social transformation is 
necessary to change 
apartheid mentality 

� � Style of management �
needs to change �

� � Needs to develop a new, 
shared vision 

� � Style of management �
needs to change �

� � Process of appointing �
management needs to �
change �

� � Structure of the �
organisation needs to �
change �

Personal 
socio-political 

� � Need to reflect 
changes 

change of external (change of 
environment heart) 

Personal 
changes: 
change of 
heart 

T 

� � Change to reflect 
the socio-political 
changes in 
extemal 
environment 

Personal 
role of the 

� � Need to adapt the 
change: a 

university to a change of 
changing society heart 
in an African 
context 

� � Need to respond �
to the demands of �
the external �
environment �

� � Need to become �
internationally �
competitive �

� � Need to change �
the relationship �
with clients �
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The second deduction is that a range of constituents or factors (eg, personal experience and 

background, organisational issues, external developments) may influence an employee's 

opinion regarding the necessity for an organisation to transform. 

Thirdly, referring to individual experience, it is deduced that the felt need for an issue to be 

changed during the transformation may create the expectation that this particular aspect will, 

indeed, be dealt with or rectified by the process. Soonja, Heike and Pedro referred to the 

expectations they had with respect to the transformation. 

Dit mag wees dat my verwagting, gegewe my agtergrond, vir meer was en is van jy moet alles 
van die tafel afvee en nuut begin (Heike) 

2.1.2 Opinions regarding the decision of the organisation to transform 

Only one of the participants (Stephan) expressed direct disagreement with the organisation's 

decision to transform, while another (Leslie) felt that the decision concerned structural issues 

only and had nothing to do with transformation. The other nine participants indicated that they 

personally identified an area or areas in need of change (see Table 4.2) and it is thus deduced 

that these employees agreed with the notion of transformation. It may also be argued that these 

people had some intellectual understanding of the necessity for change (see Table 4.3 ) and 

thus agreed intellectually with the notion of transformation. However, as in the case of personal 

reasons for the need to change, it is argued that employees' agreement with the decision to 

transform is also based on their personal understanding and opinion of why the organisation 

needs to transform. It is further argued that employees' understanding of the "concept" or 

"understanding"2 of transformation in their particular organisation depends, among other things, 

on their own, personal understanding and conviction of why the organisation has to transform. 

In the same way, it may be argued that disagreement with the decision to transform (or to 

change to such an extent) is also based on the personal understanding and opinion of why the 

organisation is in no need of transformation. However, it may also be argued that disagreement 

with the decision to transform supposes a satisfaction with the status quo (pre-transformation 

organisation) and agreement with the particular products, values, and ways of doing things. 

Disagreement with the decision to change is possibly a function of an employee's understanding 

of the threats posed by the proposed transformation to these valued dimensions of the old 

organisation. At the same time, disagreement with the decision may also be influenced by an 

employee's level of personal investment in and identification with the old organisation, on the 

one hand, and the supposed threats of the transformation to this investment, on the other.3 It 

can once again be argued that dissatisfaction with the decision is to an extent based on the 

individual's understanding of the necessity (or not) for organisational change. 

Given the differences in opinion amongst the participants of why the organisation had to trans

form (or refrain from transforming). it is stated that various understandings of the need (or no 

2. By "concept" and "understanding" is meant what employees envisage the process will be like and what 
it is supposed to achieve. 

3. It is necessary to clarify that, for the purpose of this theme, attention is focused on respondents' 
experiences of the decision to transform in the pre-transformation period. In Stephan's case, it is clear 
that his disagreement with the transformation and his bleak experience of this decision revolved around 
the way he was treated during the process: he found himself being made the scapegoat of the difficulties 
or failures of the old organisation. 
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Table 4.3: Perceptions of the need for change and the decision to change 

In 'n mate het ek ook gevoel daar moet 
verandering kom. (Drohan) 

The process of transformation has been 
necessary. (Soonja) 

Oit (transformasie) is iets wat lankal moes 
gebeur het. (Anja) 

Ek het lankal gese die kursusse is 
verouder ... verder is ek taamlik gedistansieer 
van die hele storie. (Ute) 

Vir my het dit bloot gegaan oor wat ek geglo 
het, dit was reg en ek kon insien wat moes 
gebeur. (Delianne) 

I am all for transformation .. .1 never resisted the 
change. (William) 

ek besef dat ons sal moet verander. (Pedro) 

Toe ek vir myself uitgemaak het dat ons moet 
verander ... (Robert) 

• Demonstration of an intellectual 
agreement with or an understanding of 
the decision to change 

Ek het 'n aitematiewe transformasie 
voorgestel. (Heike) 

• Agreed with the decision to change but 
not the direction 

Oit was nie nodig om die hele appelkar om te 
keer nie. (Stephan) 

• Disagreed with the decision to change 

Transformation did not take place. (Leslie) • No decision was made to transform -
only to implement structural changes 
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need) for transformation and the "content" of transformation are prevalent in the organisation 

when the decision is taken. Apart from all the individual perceptions of the need for and the con

cept of transformation, the organisation (represented by management who actually took the 

decision) also had an understanding of why it was necessary for the institution to transform. As 

in the case of individual employees, the needs identified by the organisation contributed to their 

understanding of the concept of transformation.4 It is thus argued that at the time of taking the 

decision (the pre-transformation period), various perceptions (including expectations) of the 

why, what and how of transformation were present in the work environment. Thus, in theory, it is 

possible that all the role players (employees, management) had a personal understanding of the 

concept of transformation which did not necessarily correspond with their colleagues' views. The 

various perceptions are presented in Graph 4.1. 

Employees can only know how management sees the concept of transformation if this is com

municated to them. Thus, employees' understanding of management's use of the concept 

depends on the information provided by management in this regard. It is now argued that a 

necessary requirement for an overt, organisational understanding of the concept is the com

munication of management's understanding to employees.s See Graph 4.2. 

The question arises of whether this is a sufficient requirement for the development of a "shared" 

organisational understanding of the concept "transformation". Obtaining information about 

management's understanding transformation does not necessarily mean that employees will 

share or subscribe to that view. It seems valid to argue that the degree of overlapping between 

individual perceptions of the concept and that of the organisation will determine the ,extent to 

which employees will share the organisation's view. Is partial agreement on the organisational 

understanding of the concept sufficient for a successful transformation? At this point the 

assumption is that the proposed transformation can only benefit when the organisation develops 

or works towards a shared understanding of transformation (whether by discussion, factual 

information or persuasion). 

The notion of developing a shared understanding of transformation leads to the question of the 

extent to which employees' perceptions need to be communicated to management and whether 

doing so would co-determine or at least influence the shared organisational understanding of the 

concept. It seems that the upward communication (or not) from employees to management will 

depend on the various organisational assumptions regarding employees' role and status in the 

organisation. Graph 4.3 presents the shared understanding of transformation. 

4. Although the organisation. represented by management, is referred to as an entity. it should be 
remembered that management consists of individuals with their own understanding of the why. what and 
how of transformation. Robert (a member of the management team) actually described the differences in 
opinions that did exist amongst the members of the management team with respect to the emotional well
being of employees. It is therefore assumed that the same processes that took place among the individual 
employees in the organisation happened in the management team. For the purpose of this discussion 
(and not to overcomplicate the arguments) management is treated as an entity 

5. For colleagues to gain access to one another's understanding of the concept it is also necessary for 
their perceptions to be communicated. This argument focuses deliberately on the interaction between 
management and employees, but that does not mean that communication between colleagues is not 
important. 
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I Figure 4.2 Communicating the meaning of transformation to employees 

Sphere of 
Individual 
Employees 

Communication 

.z o 
Ci5 
(/) 
::J 
U 
(/) 

5 
Q 
Z « 

....J 

« 

Overt 
Organisational 
Sphere 

Sphere of 
Management 
(change committee) 

? Y+--+ "\ ? 

"Concept" of transformation 
as communicated 

to employees 

Organisational 
.. of Transformation 
::: z 
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2.1.3 Impetus for the decision to transform 

Only six participants referred directly or indirectly to the origin of the decision to transform. The 

manager felt that the decision was the result of a combination of internal convictions and 

external pressures, changes and demands. With respect to the other participants, it seems as if 

their experience of the origin of the decision depended on their perceptions and experience of 

the organisation as such and their opinion about the necessity to change. Soonja, for example, 

was very skeptical about the organisation's willingness to change, so in her opinion this was the 

result of external pressures. She did not believe that the organisation would have taken the deci

sion voluntarily. Heike, who was also dissatisfied with many issues of the pre-transformation 

organisation, perceived the impetus as coming from inside the organisation. In her opinion, this 

was a deliberate act from the organisation to determine the agenda for transformation without 

too much external interference. Her opinion reflects her distrust of the organisation's intentions. 

Drohan, on the other hand, felt that it is important to communicate to employees that the origin 

for a transformation process comes from within the organisation. 

Given the diverse nature of the opinions regarding the impetus of the transformation process, it 

is difficult to make accountable deductions in this regard. However, this does raise the question 

of the impact of an impetus for transformation on employees' perceptions of the necessity for 

change. 

2.2 Phase 3: The post-transformation period 

The post-transformation period involves experiences of the transformation in general, the nature 

and extent of the changes and the current work situation. Some respondents also commented 

on their experiences of the organisation in the post-transformation period and these are dealt 

with in the post-transformation period.s 

It is only possible to understand participants' experience of the transformation in general and of 

the nature and extent of the transformation, if their opinions on the decision to transform are also 

considered. As the general experience of the process is sometimes motivated by the nature and 

extent of the process, these two themes need to be analysed with full cognisance of one 

another. Thus, in order to obtain a more integrated understanding of the respondents' 

experiences regarding the post-transformation period, these three themes are simultaneously 

analysed and presented. This corresponds with Dey's (1993) proposed method of analysis in 

and between analysis of categories. 

2.2.1 Participants' experiences and perceptions of the nature and extent of the transformation 

The opinions regarding the organisation's decision to transform may be grouped into three sub

categories, namely, agreement with the decision, disagreement with the decision and the 

opinion that no decision for transformation was taken. Respondents who agreed with the deci

sion to transform may be subdivided according to their particular role in the decision-making 

process. (Information for this sub-category is derived from participants' individual information). 

6. Experiences and opinions about the organisation in the post-transformation period were initially 
discussed as an integral part of the experience of phase 2, namely the process of transformation. 
However, it seems more appropriate in the second-order analysis to group these experiences with other 
experiences relating to the post-transformation period. 
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Thus, those participants who agreed with the decision may be subdivided as follows: (1) 

responsible for the management of the process, (2) proactive canvassing in favour of the deci

sion, and (3) varied levels of involvement in the process. 

The analysis of experiences of the process in general and the nature and extent of the trans

formation was done using the three sub-categories of opinions of the decision to transform. 

Table 4.4 provides the information on these three themes. Column 1 deals with opinions about 

the necessity for change in the various sub-categories, column 2 deals with opinions about the 

nature and extent of the transformation and column 3 deals with experiences of the process in 

general. 

Several deductions may be made from the sub-categorisation: 

It is deduced that respondents' evaluation and experience of the nature and extent of the trans

formation depend on factors like their personal opinion about the need for transformation, their 

own understanding of the concept of transformation and their expectations7 of the process (in 

the pre-transformation phase). In other words, respondents evaluated the actual outcome of the 

process against their understanding and expectations of transformation. 

Soonja, Heike and Pedro understood transformation to be radical and they therefore expected 

fundamental changes in the areas they identified. However, this did not materialise as they felt 

that nothing had really changed. Compared to their understanding of a radical change, they con

sidered the changes that did happen insufficient. William, for example, understood the trans

formation as dealing with the products, the relationship with clients and the socio-political 

paradigm in the organisation. He was therefore unprepared for and unsettled by the changes on 

the mezzolevel of the organisation which resulted in the changed structure and the criteria for 

and composition of the management committee.s 

Secondly, agreement with the decision to change does not necessarily mean satisfaction or 

agreement with all the aspects of or decisions taken during the process. Several respondents 

(Drohan, William, Anja and Robert) referred to issues or aspects with which they disagreed 

despite their general approval of the transformation. Agreement also does not mean that the 

process will necessarily be experienced as positive or satisfactory. 

Thirdly, when participants' general experience of the transformation is also accounted for, it is 

deduced that such a process has an emotional impact on employees, irrespective of their 

particular opinion about the necessity for the transformation. 

As was to be expected, Stephan, who deemed the transformation largely unnecessary, found 

the process very traumatic. At the same time, William and Pedro, who approved of the process 

and even worked towards the decision, also found the transformation emotionally taxing. 

Therefore it cannot be argued that employees who agreed with the decision to transform found 

7. It is argued elsewhere that a person's opinion about the need for transformation and the what of the 
transformation raises the individual's expectations of the objectives and/or outcome or the transformation 
process. 

8. Some of the changes resulted in practical difficulties, such as the multiplicity of bosses mentioned by 
William, and thus contributed to some of the dissatisfaction with the transformation. This issue is dealt 
with in the discussion of phase 2. At this point, the argument focuses on the discrepancy between the 
expected and the actual transformation. 
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Table 4.4: General experience of the process and experience of the nature and extent of 
the process 

Vier persone is bv. hier ingedeel. .. Oit is Oie transformasie was vir my 
'n bron van baie ander probleme ... Ek oorwegend positief. As ek dit 
het die vrae gevra oor hoe dit die mense weer moet doen, sou ek 
gaan raak... Van my kollegas se waarskynlik dieselfde pad geloop 
verhoudinge het verbrokkel, een is in 'n het. (Robert) 
kliniek opgeneem, 'n ander is uit die 
vriendekring geskop. My vraag is in 
watter mate is hierdie probleme geskep 
of aangehelp deur transformasie? My 
mening is dat ons dit geskep het. 

I think in some instances the change I expected much more: I was 
hasn't gone far enough. I still think it is ready for radical change. 
insufficient. .. But my concern is that we (Soonja). 
changed but everything is still the same. 
(Soonja) 

Ek wonder of dit 'n transformasie was of Jy is ook nie elke dag dieselfde 
'n struktuurverandering. Oit mag wees nie; dit is 'n baie vloeibare proses. 
dat my verwagting, gegewe my Beleef elke dag verskillend. 
agtergrond, vir meer was en is jy moet Wat het jy as positief beleef? Ek 
alles van die tafel afvee en nuut begin.... moet baie hard dink. {Helke} 
Oit is soos 'n bekering, alles is radikaal 
anders. Oit is waarskynlik 'n idealistiese 
siening. (Heike) 

Oaar was ander verwagtinge gewees dat Oit was vir my bale swa ar en ek 
dinge anders sou wees en op die ou was een van die ouens wat 
einde hoe meer dinge verand er het, Iyk transformasie voorgestaan 
dit nou hoe meer bly dit dieselfde. heL.Wat swaar is van 
Oit is maar weer dat mens baie transformasie is dat dit altyd met 
idealisties was toe ons begin het. So, ek 'n bieljie chaos gepaard gaan 
dink wat my gevang het. is die verskil in want dit is verandering en dinge is 
teorie en praktyk. dat dit wat ons graag nie meer so ordeHk nie... Ek dink 
wou sien gebeur, nie gebeur nie. (Pedro) die ding van transformasie is 

omdat dit so sterk met gevoel te 
doen het, is daar sekere dae wat 
mens baie positief voel en ander 
dae wat mens baie negatief is. Ek 
dink die gevoel speel 'n baie 
belangrike rol by transformasie. 
(Pedro) 
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Van die verandering is op ons afgedwing 
deur kollegas in ander Fakulteite .... Ek 
self was gekant teen die wegdoen van 
dissiplines. Dit was vir my 'n onnodige 
verandering. (Drohan) 

No comment on nature and exte nt of 
changes 

No comment on the nature and extent of 
the changes 

No comment on the nature and extent of 
the changes 

There are different understandings of the 
concept. .. different areas of 
transformation. Now a more humane 
approach to students; ..changes in the 
sillabi; ... the apartheid mindset didn't 
change; ... 
Have now many bosses and don't know 
who is your boss. After climbing the 
ladder to reach that point of the 
Executive committee of the Faculty, the 

can be a bit cruel. 

As ek moet huigel dan sou ek sa, ek sa 
dit opsetlik want ek is nie vreeslik 
be'indruk met die hele 
transformasieproses nie. Ek dink nie dit 
was werklik nodig nie. Dit is in 'n groot 
mate onnodig gewees. Ek het nie gedink 
dit is nodig om die hele Fakulteit te 
herstruktureer nie. Dit was nie nodig om 
die hele appelkar om te keer nie. 
(Stephan) 

Transformation did not take place in the 
Faculty. I regard it as a change in 
arrangement and change of names. 

So dit was nogal 'n drastiese 
verandering maar dit was nie in 
negatiewe verandering nie, Ek het 
dit baie positief beleef. Van almal 
hier was dit miskien vir my die 
mees positiewe belewenis. 
(Drohan). 

Dit het my nie veel gepla nie, 
behalwe dat ons ons kUrsuss e 
moes verander. Dit raak my nie; 
dit interesseer my nie. Die 
universiteit kan brand dan sal ek 
dit nie eers weet nie. (Ute) 

Ek dink ek het die transformasie 
baie positief ervaar, dit was vir my 
meer positief as negatief. Dit is 
iets wat lankal moes gebeu r het. 
(Anja) 

Ek het dit baie opwindend ervaar, 
uitdagende verandering. Dit wat 
mens lankal gesien het, wat nou 
ge'implementeer word. (Delianne) 

The experience of transformation 
is painful, but it is like childbirth. It 
is necessary pain in order to 
produce something new. I do long 
for the good old days, but realised 
that it is important to move 
forwards to embrace the realities 
and the challenges of the new 
SA. When you get older it is more 
difficult to change. (William) 

Ek het eintlik nie vreeslike 
positiewe gevoelens oor die 
transformasie nie. Ek moet vir jou 
sa ek het bitter min positief ervaar 
van die proses. Dit was rerig vir 
my in baie groot trauma gewees. 
(Stephan) 
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the process generally less traumatic and emotional. It seems rather that transformation impacts 

on employees' emotional state irrespective of their intellectual agreement or disagreement with 

the decision to change. Intellectual understanding of the decision to change does not prevent 

employees from being emotionally affected by the process. Transformation seems to be an 

emotionally taxing event (to a larger or smaller extent) for employees for different reasons. 

2.2.2 Experience of the personal work situation in the post-transformation organisation 

In the analysis and discussion of this particular theme, it should be kept in mind that participants 

described their experiences and opinions about a process that had been completed (an histori

cal event). They commented and discussed (and judged) this historical event from their current 

personal positions in the new organisation. As almost all the themes discussed in phase 2 have 

some bearing on employees' post-transformation work situation. it could be argued that all these 

themes should be dealt with as part and parcel of the current situation. However, the personal 

work situation in the post-transformation period emerged as an independent theme due to 

participants' referrals to the improvements or deteriorations in their work situation or work 

environment as a result of the transformation. This theme therefore does not include their 

experiences of the total outcome of the process (including all the changes that materialised) in 

the post-transformation situation. Rather, it focuses on their experiences of the conditions' they 

deemed necessary for the fulfilment of their professional responsibilities. 

Respondents' core experiences regarding their current work situation (post-transformation 

period) are presented in Table 4.5 below. Column 1 contains the participants' verbatim com

ments (though abbreviated) about their personal work situation. Column 2 contains the elements 

that constituted the personal work situation as deduced from the verbatim comments. Column 3 

gives deductions on the status of the personal work situation in comparison to the pre

transformation period. The deductions are simply made in terms of changes, such as improve

ment, deterioration or both. 

As column 2 shows, some participants presented their experience of the work situation as 

limited to their personal, professional activities only (Drohan. Ute, Delianne) whereas others 

regarded their relationships with colleagues as integral to their experience of their personal work 

situation (Soonja, Heike, Robert). Stephan, William and Pedro, for example, referred to their 

personal work situation as involving a variety of aspects, such as the interpersonal dynamics 

and administrative functioning of the organisational unit, status in the organisation, professional 

identity in the work environment and the level of tolerance of differences. It is thus clear that 

partiCipants experienced their personal work situation as constituted of various and different 

aspects. They did not necessarily agree on the elements that were of significance in the work 

situation: The perspectives varied from a very narrow (personal activities only) to broad, includ

ing several organisational issues. 

It is thus deduced that different factors seem to playa role in employees' experiences of their 

personal work situations, although participants were not asked to elaborate on them. However, 

several arguments can be posed for this response: (1) people differ in their criteria for or the 

needs they expect a work environment to respond to. So, for example, some employees may 

expect the workplace to provide the opportunity for creative intellectual activities while another 

may expect an environment to provide opportunities for creative activities as well as social inter
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