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Abstract
This thesis is an autoethnography that explores an emergent topic within

business and

management that is the overlap between the fields of corporate entrepreneurship, organisational
learning and organisational change. The research presented here is not something that occurs
independently in a linear world; it has emerged from the involvement of different actors, with
different social constructions 'existing' in a dynamic, fluid world, and as the researcher I have a
key role within this. So, by means of this autoethnography, I hope to provide narratives of both
the research itself and my experiences as a student undertaking a doctoral research project.
Neither one of these is completely separate form the other. I hope to have captured some of the
energy, uncertainty and realities associated with the doctoral research process and research into
the culture of 'intraprelearning' in two Welsh NHS Trusts through this autoethnography. The
research spans the three broad fields of corporate entrepreneurship, organisational learning and
organisational change. Corporate entrepreneurship is entrepreneurship that occurs within or from
a large organisation. Organisational learning is any learning that occurs within an organisation,
and by its members.

Organisational change is any form of change within an organisation.

Following a critique of the relevant research literature, I highlight a form of synergy that appears
to exist between the three constructs. For simplicity I have named the possible interrelationships
between these three constructs as intraprelearning.

My autoethnography takes the reader on a journey. Firstly, a set of theoretical models are offered
that may possibly explain intrapreleaming. 11 research questions are formulated informed by the
set theoretical models. I describe getting access into the NHS Trusts, and the ethical
considerations that have been integral to the project. I also provide details of how a quality of
research has been achieved through all stages of the process, but most especially through
collecting and analysing the data. Through the empirical data collection (interviews with 21
strategic leads and 29 corporate entrepreneurs, observations and document analyses) I construct
the cases of the two Trusts, which I have anonymised to Aberash and Brynbeth Trusts.
Throughout the thesis, I flow to and from the research and my experiences of conducting the
research, highlighting insights, making connections with the existing body of knowledge and
proposing questions and areas for future research agendas.

Key findings identify two different forms of entrepreneurship in the two different Trusts:
enforced (Aberash) and empowered (Brynbeth). The entrepreneurs themselves are characterised
as determined, able to communicate at all levels, change agents and proactive learners. An

111

unexpected finding,

because of its contradiction

with

existing

research is that Trust

entrepreneurs do not have high levels of self-confidence and they look to their champions for
providing them with the confidence behind their entrepreneurship. Champions provide the
entrepreneurs with legitimate power (French and Raven, 1959), and protect the entrepreneurs
from blame, risk-taking and failure. Champions are important in overcoming people who resist
and block entrepreneurial efforts. Often resistors and blockers will

constitute one senior

consultant or nurse, or a group of subordinate staff who have accumulative power because of
their numbers. Another finding is the significant role of learning and education is important in
trying to shift resistance to entrepreneurship. A form of entrepreneurial learning referred to in
the start-up entrepreneurship literature as Critical Learning Experiences have been identified as
providing Trust entrepreneurs with an integrative world view. This world view appears to enable
the identification and realisation of entrepreneurial opportunities. The research has identified that
Trust entrepreneurs are active learners and provides details of the wide range of formal and
informal learning activities that are undertaken. It also proposes that intraprelearning does
not
encompass all learning, but does include reading articles, teamwork, attending conferences,
networks, working on the nursing bank and postgraduate study. Intraprelearning can be in work,
at work (Sambrook, 2003) or away from work.

This study makes several original contributions to knowledge. It offers two sets of models that
are theoretical attempts to address some of the weaknesses in the corporate entrepreneurship
literature and intraprelearning literatures respectively. Developing the set of intraprelearning
models, an empirical model describing intraprelearning within NHS trusts is offered. The model
is an outcome of this extensive project and highlights the critical role of the champion in linking
organisational learning, organisational change and corporate entrepreneurship. It illustrates the
emergence and drivers of empowered and enforced entrepreneurship and sub-constructs within
organisational learning and organisational change. The research enriches the extant knowledge
base on Trust facilitators to and barriers of entrepreneurship, providing a useful platform for
further research. A methodological contribution is made in terms of an alternative approach to
reporting upon the methodology of a qualitative project. The use of spreadsheets as a calendar
offers a useful way of providing a plausible and pragmatic account of the research process.
Finally, in terms of contributions to practice, this research has identified significant implications
for HRM, HRD, and strategic policy within NHS Trusts; it also has implications for the
development and delivery of management and leadership training and development.

iv

Esta tesis es dedicada a

Jose Doloriert Macedo
Le amo muchisimo
Termine esta tesis para nosotros
para nuestrofuturo,
juntos

Acknowledgements
This is the culmination of an incredible four years; four really tough years, yet four extremely
privileged and rewarding years. WhenI think back through to the beginning, and I remember
the person that I was, the person that I am now and all of the support, kindnessand love that has
beenshown to me along the way, I feel truly humbled
To all of the wonderfully dedicated and inspirational leaders, entrepreneurs and managers that I
met during my data collection in the two NHS Trusts; without you this research would have had
no meaning and no purpose. It has been a pleasure to meet each ofyou and to share your

stories and experiences. In particular, TM & EHR and LG & LTJ who were instrumental in
enabling this research to happen.
Thank
you-

To all of my colleaguesat the ManagementCentre. Pete, James,Carys, Caroline and Jeni -your
encouragementhas beeninvaluable. To all of myfriends in the BBS Team; Beth, Gladys, Ner &
Rache- thanks to each of you for just beingyou and being so marvellous at it!
Thank
you-

To my dearestfriends; Aimee, Lottie, Lynne, Emma, Geoff and Rossi,you've all beentherefor
me, sometimesquietly supporting from afar and other times skipping and tumbling with me
through life's little journeys. lam so lucky to haveyour friendships and I am a richer person for
knowing you.
Thank
you-

To Sally; my supervisor, my champion and my friend. Quite simply, you have been amazing.
You have guided me through the difficult times and laughed and celebrated with me through the
better times. From mypre-conference nerves, to my first paper being published, you have been

thereforme. I have learnt so muchfrom you Sally and I truly admire your work, the way in
which you work and the person that you are. It has beena privilege being your PhD student. I
hope that this is just the beginning of our collaborations.
Thank
youTo my examiners,Prof JamesMcGoldrick and Dr. Ron Iphofen,for your time, your interest,
and your feedback. My thesis is a much stronger piece of work thanks to your commentsand
critique, and the viva voce has beeninvaluable in terms of my self-developmentand learning.
-Thank youMost importantly, to all of myfamily; Grandma, Elaine, Ashley & Don a big thank you for all of
the love, encouragementand support you have given me over the years.
And especially to my beautiful Mum
For caring and being therefor me when it most mattered
For picking me up and making it all better again
For giving me hope and happiness
For helping my dreams come true
For your unconditional love
Thank you

vi

Contents
Chapter 1

1

1.1

2

1.2
1.3
1.4
1.5
1.6
1.7
1.8
1.9
1.10

My Research, My Style and Myself
................................
Introduction
..........................................
My Research
...........................................
Research Paradigm
...........................................
Social Constructions
...........................
My Style
..........................................
Autoethnography
..........................................
Reflexive Ethnography
..........................................
Credibility
..........................................
Myself
..........................................
My thesis
..........................................

Chapter 2

2
3
9
12
13
15
17
23
24

Corporate Entrepreneurship

30
........................................
..
2.1
Introduction
31
.........................................
.
2.2
Reviewing the literature
31
.........................................
.
2.3.1 Entrepreneurship
34
.........................................
.
2.3.2 Corporate Entrepreneurship
35
.........................................
.
2.4
Corporate Entrepreneurship versus Entrepreneurial Organisation......... 40
.
2.5
44
Attributes of Corporate Entrepreneurship
.....................................
..
2.6
Classification-based typologies of Corporate Entrepreneurship
46
.............
2.7
Types, levels and orientations of Corporate Entrepreneurship
49
...............
2.8

Key areas of research

2.9

Individual level themes

2.10

Group level themes

2.11

Organisational level themes

2.12

Process models of corporate entrepreneurship

2.13

Conclusion

Chapter 3
3.1

Organisational Learning

..........................................
..........................................
..........................................
..........................................
........................

..........................................

...............................................

Introduction

..........................................
vii

60
60
63
64
74
78

80
81

3.2
3.3

Organisational Learning versus the Learning Organisation
..................
Components of Organisational Learning
........................................

3.4

Individual Learning

3.5

Team Learning

3.6
3.7
3.8
3.9

..........................................

..........................................
Organisational Learning & Learning Organisation
...............
Models on Organisational Learning
..........................................
Models on the Learning Organisation
..........................................
Conclusion

Chapter 4

Organisational Change

..........................................

................................................

4.1

Introduction

4.2

An overview of Change

4.3

Describing Change

4.4

Organisations and Change

4.5

Individuals and Change

4.6

Groups and Change

4.7

Organisational Level Change

4.8

Tools and Techniques of Change

4.9

The Challenges of Continuous Cha nge

4.10

Conclusion

Chapter 5

..........................................
..........................................
..........................................
..........................................

..........................................
..........................................
..........................................
..........................................
........................

..........................................

82
84
90
101
107
111
127
133

135
136
137
138
146

152
158
161
168
168

169

Intraprelearning towards a theoretical framework .............. 172

Introduction

173

Organisational Learning and Organisational Change........................

173

5.3

Intraprelearning

177

5.4

Models of Intraprelearning

5.5

Towards a ResearchAgenda

5.1
5.2

5.6
5.7

..........................................
Comparing and contrasting Corporate Entrepreneurship,

..........................................
..........................................

..........................................
Theoretical model of Intraprelearning
.................................
Conclusion
..........................................

vii'

178
180
192
196

Context and Cases: Aberash and Brynbeth NHS Trusts....... 198
199
Introduction
..........................................
199
The context: NHS Wales
...... ....................................

Chapter 6
6.1
6.2

6.4

Adapting the Theoretical Framework ...... ....................................
NHS Corporate Entrepreneurship
..........................................

6.5

NHS Intraprelearning

6.3

6.9

..........................................
Public versus Private sector Organisations .................................
A working model of NHS Intraprelearning
....................................
The Case Study as a researchstrategy
...... ....................................
Introducing the Cases
....... ...................................

6.10

The ResearchQuestions

6.11

The Interviews

6.12

Conclusion

6.6
6.7
6.8

Chapter 7

Method

....... ...................................
....... ...................................
....... ...................................

.....................................................................

7.1

Introduction

7.2

Access

7.3

Ethical Considerations

7.4

Pilots

7.5

Data Collection

7.6

Collecting Strategic data

7.7

Collecting Entrepreneurship Data

..........................................
..........................................
..........................................
..........................................
..........................................
..........................................

7.8

..........................................
Critical Moments of the Research Project ......................................

7.9

Conclusion

Chapter 8
8.1

..........................................

Results and Analysis: Strategic Level ...............................

Introduction

203
204
205
205
209
211
215
217
219
222

223
224
224
225
234
234
237
238
246
249

251
252

8.2

..........................................
Aberash: Viewing strategy through espoused and actual lenses............

8.3

Brynbeth: Viewing strategy though espoused and actual lenses............

258

8.4

Strategic Comparisons

264

8.5

Cultural Lens

..........................................
..........................................

ix

252

265

8.6

Lens of Power

8.7

Nursing Lens

8.8

Champion's Lens

8.9

Looking at Entrepreneurs

8.10

EWTD

8.11
8.12

Introduction

9.2

Corporate Entrepreneurs

9S
9.6
9.7
9.8
9.9

..........................................
..........................................

Results and Analysis: Trust Entrepreneurs

9.1

9.4

..........................................

..........................................
Mapping Senior Leads and Entrepreneurs
.....................................
Conclusion
..........................................

Chapter 9

9.3

..........................................

........................

..........................................

269
270
271
273
274
276
277

279
280
281

..........................................
Types of Corporate Entrepreneurship
285
...............................
............
Enforced versus Empowered
287
...............................
...........
Corporate Entrepreneurshiplensesof Corporate Entrepreneur
289
.. ............
CE Characteristics through the Corporate Entrepreneur lens
293
................
Barriers and Facilitators of Corporate Entrepreneurship
302
.......... ...........
Trust Entrepreneursand Self-confidence
330
............................
...........
Critical Learning Experience
332
...........................................

9.10

Models of Intraprelearning

9.11

Conclusion

Chapter 10

340

..........................................

................................

..........

Condusions, Limitations and Contributions
.....................

10.1

Introductions

10.2

Conclusions

10.3

Quality

10.4

Limitations

10.5

Contributions to New Knowledge

10.6

Conclusion

..........................................
..........................................

..........................................

References

X

351

353
354
355

363

..........................................

364

..........................................

365

..........................................

370

..........................................

372

Appendices

....................................
An overview of my researchexperience and processes2003
An overview of my researchexperience and processes2004

»395
395

397

A4

An overview of my researchexperience and processes2005
An overview of my researchexperience and processes2006

398

AS

Getting in to Llanlyn NHS Trust

399

A6

Letter to the Head of R&D Panel for Aberash NHS Trust

400

A7

Letter of Support from the Project Sponsor Llanlyn Trust

401

A8

Handout issued to Brynbeth Trust R&D panel

402

A9

The ResearchProposal used for Access, R&D and LREC

403

A10

ResearchProposal Briefing Sheet

408

All

An Invitation to Participate - Strategic Participants

409

A12

Participant Consent Form

411

A13

Example of Poster

412

A14

An Invitation to Participate in Research- Entrepreneurs

413

A15

Introductory E-mail to Entrepreneurs

415

A16

Strategic Level Interview Template

416

A17

Corporate Entrepreneur Interview Template

417

A18

Interview Plan

419

A19

Example of Interview Summary Sheet (Version 1)

420

A20

Example of Interview Summary Sheet (Version 2)

421

A21

Example of Interview Summary Sheet (Version 3)

422

A22

Inventory of Documents Analysed

423

Al
A2
A3

xi

396

List of Figures
Fig

Description

Page

1.1

A Summary of ontology, epistemology and methodology

5

1.2

Contrasting implications of positivism and social constructivism

6

1.3

Researchparadigms and their respective perspectives

7

1.4

Dimensions of positivist versus constructionist research

8

1.5

A (meta-) framework for qualitative research

10

1.6

Perspectiveson researchvalidity, reliability and generalizability

19

1.7

The intra-relationships and processesbetween CE, OL and OC

25

2.1

Pressuresthat push and pull in an organisation

38

2.2

Rogers' five adopters of innovation categories

45

2.3

47

2.4

Different classifications of CE within the researchliterature
Types, levels and orientations of corporate entrepreneurs

50

2.5

Managers, entrepreneursand corporate entrepreneurs

62

2.6

A model of the interaction of strategic behaviour

67

2.7

An interactive model of corporate entrepreneurship

75

2.8

Model of corporate entrepreneurship

77

3.1

Bloom's taxonomy of cognitive capabilities

86

3.2

Patternsof knowledge creation

88

3.3

Key researchmodels and theories

89

3.4

Instruction and adult learners

94

3.5

Experiential learning

95

3.6

Learning Styles; Kolb and Honey & Mumford

96

3.7

Observe, Assess,Design Implement model

98

3.8

Comparing group theory

102

3.9

Disciplines of organisational learning

109

3.10

Cycle of organisational learning

112

3.11

Single-loop and double-loop

113

3.12

Labels for three levels of learning

115

xii

3.13

Constructs and processes

116

3.14

Integrated model of organisational learning

119

3.15

Learning in organisations

121

3.16

The 41 framework

122

3.17

The comprehensiveorganisational learning cycle

124

3.18

The cycle with possible interruptions

126

3.19

Senge's five disciplines of learning

128

3.20

11 characteristics of the learning company

131

3.21

Rosengartenand Birthistle

132

4.1

138

4.2

An adaptation of Iles and Sutherland's overview of change
Grundy's three varieties of change

141

4.3

Definitions, characteristics and examplesof change

142

4.4

Scale of change

143

4.5

Four levels of change

143

4.6

Environmental conditions and types of change

145

4.7

Organisation as a system

147

4.8

The McKinsey or 7S model

148

4.9

Lewin's force field analysis

150

4.10

Eight factors from Pettigrew and Whipp (1991)

151

4.11

Coping Cycles

154

4.12

Yerkes Dodson Inverted U

155

4.13

Adoption Curve

158

4.14

Group development theories

160

4.15

The affect of change on the organisation

161

4.16

PWC and MORI study

162

4.17

Characteristics/skills for a change agent

164

4.18

Good managersversusreal change leaders

165

4.19

Janssen'sfour room apartment

167

5.1

Levels and labels of CE, OL and CE

174

xiii

5.2

Facilitating conditions for OL, CE and OC

175

5.3

Innovation learning skills framework

180

5.4

CE, knowledge and organisational competence

184

5.5

Relationships among CE, OL and implementation

186

5.6

Summary of Models within the ResearchLiterature

188

5.7

Intrapreleaming: Outside-In

193

5.8

Intraprelearning: Inside-Out

195

6.1

Archetypal features of public and private sectors

206

6.2

A working model of intraprelearning

210

6.3

213

6.4

Case study tactics for social science tests
Organisational structure of Aberash Trust

216

6.5

Organisational structure of Brynbeth Trust

217

6.6

Contingencies for locating entrepreneurial activity

219

7.1

Intraprelearning matrix

232

7.2

Snowballing through Aberash Trust

236

7.3

Snowballing through Brynbeth Trust

236

7.4

Participants and their roles

239

7.5

Critical moments of my research

247

8.1

A summary of Aberash and Brynbeth NHS Trust Strategies

264

8.2

The nursing stretch

271

8.3

A map showing where the participants were based in the Trusts

276

9.1

Chart of entrepreneurs

283

9.2

Aberash CE: Different meaningsand social constructions

289

9.3

Brynbeth CE: Different meaningsand social constructions

291

9.4

Strong and weak themesof personalcharacteristics

293

9.5

Empirical falsification of Pinchot

300

9.6

Force field analysis of facilitators and barriers to intraprelearning

302

xiv

9.7

Staff support and resistance

306

9.8

Empower/ Enslaved and intraprelearning within the Trusts

326

9.9

Aberash and Brynbeth as learning companies

338

9.10

NHS Intraprelearning as a ProcessModel

334

9.11

Intraprelearning 41 Framework

345

9.12

Inside-Outside model of Intraprelearning

347

xv

Glossary
Autoethnography:

is the cultural study of one's own people, this term now commonly

refers to a particular form of writing that seeksto unite ethnographic (looking outward at
a world beyond one's own) and autobiographical (gazing inward for a story of one's
self) intentions. The aim in composing an autoethnographic account is to keep both the
subject (knower) and object (that which is being examined) in simultaneous view.

Corporate Entrepreneurship:

involves teams within a firm led by intrapreneurs or

corporate champions who promote entrepreneurial behaviour inside large organisations,
proactively engaging in risky projects that seek to create new, innovative, administrative
procedures,products and services that facilitate organisational renewal and growth.
Organisational Learning: refers to the learning process of an organization and by the
organization in a collective (organizational) way.

Learning

Organisation:

is a `living'

representative

of

the image of

'learning

If something is the representative of something, it does not need to

organization'.

contain all the characteristics of it but, rather, it possesses some major characteristics or

features of it. '
Change:

Organisational

describes

activities

ranging

from

transforming

an

organisation's basic culture and values to introducing a new policy or system. Change
can refer to external shifts in technology,
modifications

political

climate

as well

as to internal

in structure, policies, or personnel. Change can be initiated from the top

be
it
front-line
from
can
viewed as positive and exciting or
employees;
or can sell up
negative and threatening.

Intraprelearning:

describes the possible interrelationships between the three processes

of corporate entrepreneurship, organisational learning and organisational change at all
organisational levels. Intraprelearning has been derived from an abbreviation of the term
intra-corporate

entrepreneurial

learning

and (drawing

xvi

from

my literature

review)

describes a set of interrelationships that may occur at the individual, team or
organisational level. Intraprelearning may be formal or may be informal. Furthermore,
intraprelearning may be externally oriented, or may be internally oriented. In all of these
contexts intraprelearning incorporates change. Change may be the trigger to
intraprelearning, it may be the result of intraprelearning, it may be incorporated within
the corporate entrepreneurshipand learning itself.

NHS entrepreneurship: - is the 'process' of proactively engaging in creative, ethical
and guarded risk-taking behaviours, routines and ways of working that seek to create
entrepreneurial behaviour that is;
(a) Perceived as new by a proportion of key stakeholders
(b) Linked to the provision or support of health care
(c) Discontinuous with previous practice
Which facilitates organisational redefinition and rejuvenation through improving:
administrative efficiency, cost effectiveness; the user experience; and ultimately leads to
individual
in
by
(or team) of corporate
is
CE
NHS
engaged
enhanced patient care.
entrepreneurs and supported by a sponsor or champion. NHS CE may be formal and
official, may be informal and unofficial or both. Activities may be oriented within the
Trust or externally to the Trust.
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OVERVIEW OF CHAPTER 1
Chapter 1- My Research, My Style and Myself
1.1 Introduction

1.2 My Research

1 13 ResearchParadigms

1.4 Social Constructionism

1.5

1 1.6

1.7

1.10

My Style

Autoethnography

Reflexive Ethnography

1.8

Credibility

1.9

Myself

My thesis:
Overview of structure

Chapter 1- My Research, My Style and Myself
1.1

Introduction

This chapter is not a conventional first introductory'
this chapter I justify'

chapter typical of a PhD thesis. In

my approach to this PhD study and in order to do this I first

describe how I see things, my 'world view' or using academic language my 'ontology'.
Once I have clarified how I view the world I then argue that because I view the world in
the way that I do, it is important for me to write about my experiences as the researcher
as well as those of the researched since each may possibly intertwine with the other and
may also affect one another.

Following

this discussion I provide readers with some

insight and tools, from the academic literature, that will help them to develop opinions
concerning the quality and rigour of my research. I feel that it is more helpful to provide
this at the start, as I believe that this will help readers in beginning to develop their
opinions from the out-set, and also enable them to provide more inclusive feedback and
critique of my work. Traditionally,

discussions of research quality are left until the latter

stages of the PhD thesis, in particular, I have noted with scientific studies. Following
from this, I then provide some background information

about myself and how I have

come to have an interest in the fields that I am writing
epistemological

about.

Because of the

paradigm in which this study is set, I feel that this is an important

picture to paint. Finally, and more akin to the traditional PhD, I provide a summary of
the rest of the thesis content. So, this autoethnography (I will explain this term later on
in this chapter) begins with a look at my initial perceptions of the PhD process.

1.2

My Research

The traditional PhD thesis takes the shape of neatly bound pages, containing chapters
typically organised in the sequence of introduction, literature review, methodology,
results, analysis, conclusion, implications and recommendations for future research.
This reconstructed logic (Sambrook, 1998) can give the impression to the new doctoral
student, as it did to me, that the PhD process is a somewhat neat, linear, and a rather
organised process of study. As I progressedthrough my PhD I began to realise that it
was not going to be this neat and linear process. This critical learning experience was a

2

slow realisation that emerged from actively reflecting upon my lived experiences.
Byrne-Armstrong et al (2001) define critical moments in the researchprocessas:
'The messy, unspoken, complex, and disturbing moments in their
research processes...those times when researchers are impelled to
negotiate between the theories of convention about research and their
lived experience of it. Critical moments tell us the truth of the
researchprocess.' (2001:4)
My PhD experience was, as Pinn (2001: 185) describes, a `messy, alive, risky and
uncertain process'. Due to this experience, and the philosophical bounds within which I
am positioned, I have deliberately tried to capture the reality of my PhD experience and
my logic-in-use (Kaplan, 1964) through the organisation of my thesis and the style in
which I have written it.

13

Research Paradigms

In order to explain what I have done and why I have done it, I feel that it is first
necessary to introduce the different paradigms underpinning research inquiry in general
thus enabling me to defend my contemporary

approach. Beginning

a thesis with a

discussion of inquiry paradigms is rather unconventional in itself and this is something
that I struggled with when I was writing my thesis. It is another example of a critical
moment of my PhD experience.

After much deliberation,

I decided that it would be

important to make clear my philosophical orientation from the beginning of my thesis as
the research paradigm sets the scene and direction for the entire research project. In
key
I
firstly
the
of
to
an
overview
provide
components
orientation,
will
order
explain my
of research philosophy,
necessary to

engage

as McGoldrick.
with

the

Stewart and Watson (2002: 2) state

philosophies...

to

make

explicit

the

underpinning the competing perspectives'.

A researchframework or inquiry paradigm can be described as:
`a set of basic beliefs... it representsa worldview that defines, for its
holder the nature of the `world', the individual's place in it, and the
its
'(Guba
to
that
and
parts..
world
and
relationships
range of possible
Lincoln, 1998: 200)
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it is

rationales

Inquiry paradigms define for inquirers and researcherswhat their basic beliefs are and
what does or does not constitute a legitimate inquiry. Higgs, Titchen and Neville (2001)
and Higgs (2001) offer a table of three different inquiry paradigms (which has been
adapted later in figure 1.3):
"

Empirico-analytic paradigm (or positivist philosophical stance).

"

Interpretive paradigm (or idealist philosophical stance).

"

Critical paradigm (or realist philosophical stance).

Understanding the paradigm in which a piece of research is set enables us to understand
how knowledge is generated and verified in that instance, and knowledge and the
generation of knowledge are central to the research process. Knowledge can be
categorized into three forms (Berlin, 1979: Higgs, 2001):
"

Deductive (things that are true either by definition or by deduction from other
things that are themselvestrue purely by definition).

"

Scientific (knowledge from empirical evidence that only remains 'true' for as
long as it is not objectively refuted).

"

Experiential knowledge (gained from personal experience, which is distinct and
not reducible to either scientific or deductive knowledge.

Figures 1.2 and 1.3 summarise key philosophies of each of the paradigms listed above,
and their respective knowledge, ontological
research paradigms contain

different

and epistemological perspectives. Different

ontological

(worldview)

and epistemological

(knowledge derivation) perspectives of knowledge (Higgs, 2001).

Ontology
'worldview'.

(also referred
Guba

to as 'metaphysics'

and

Lincon

(1998)

-

see Schwandt

explain

ontology,

(2001: 157)) is the
epistemology

and

methodology as a set of three questions. The ontological question is (1998: 201), 'What
is the fonn and nature of reality and, therefore, what is there that can be known about
it? '

Epistemology is defined succinctly by Schwandt (2001) as `the study of the nature of
knowledge and justification' and by Easterby-Smith et al (2003:31) as the `general set of
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assumptions about the best ways of inquiring into the nature of the world. '

The

epistemological question (Guba and Lincon (1988:201)) is `What is the nature of the
relationship between the knower or would-be knower and what can be known? ' It
follows that the answer given to the above epistemological question is constrained by the
answer given to the underpinning ontological question.

The methodological
epistemological

approach

is integral

assumptions (D'Cruz,

to and informed

2001). Methodology

from

ontological

and

is defined as 'the theory of

how inquiry should proceed' (Schwandt, 2001) and the methodological

question (Guba

and Lincon (1988: 201)) is: 'How can the inquirer (would-be knower) go about finding
out whatever

he or she believes can be known? ' and as is the case with

the

epistemological question, the answer given to the methodological question is constrained
and dependent on those answers already given to the preceding ontological and
epistemological questions. To summarise, Figure 1.1 describesontology, epistemology,
methodology and method.
Figure 1.1 A summary of ontology. epistemology. methodology and method adapted from
Easterby-Smith et al (2003: 31) with inserts from Guba and Lincoln (1988)
Ontology

Assumptions that we make about the nature of reality:

What is there that can be known about?
Epistemology

General set of assumptions about the best ways of

inquiring into the nature of the world: What is the nature of
the relationship between the knower or would-be knower
and what can be known?

Methodology

Combination of techniquesused to enquire into a specific
situation: How can the inquirer go aboutfinding out
whatever he or she believes can be known?

Methods

Individual techniquesfor data collection, analysis, etc.

Within philosophical inquiry there are three different paradigms: Empirico-analytical,
interpretive, and the critical paradigm. Positivism and social constructivism are two
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contrasting perspectives found within the empirico-analytical and interpretive paradigms
accordingly. These two approaches are no means the only ones within philosophical
inquiry (see Figure 13 for examples of others). This research is set within a social
constructionist lens and I will attempt to explain and defend the choice of this approach,
drawing upon the implications of this and the contrasting approach of positivism. Both
social constructionism and positivism has its own set of ontological, epistemological and
methodological assumption.
Figure 1.2 The contrasting implications of positivism and social constructionism adapted from
Easterby-Smith et al (2003: 30)
Positivism

Social Constructionism

The observer

Must be independent

Human interests

Should be irrelevant

Is part of what is being observed
Are the main drivers of science

Explanations

Must demonstrate causality

Researchprogresses
through
Concepts

Hypotheses and deductions

Unit of analysis
Generalization
through
Sampling requires

Figure

Need to be operationalised so
that they can be measured
Should be reduced to simplest
terms
Statistical probability

Aim to increase general
understanding of the situation
Gathering rich data from which
ideas are induced
Should incorporate stakeholder
perspectives
May include the complexity of
'whole' situations
Theoretical abstraction

Large numbers selected
randomly

Small numbers of caseschosen for
specific reasons

1.2 summarises

constructionism.

the

contrasting

implications

of

positivism

and

social

In a positivist paradigm there is an ontological assumption that reality

is external and objective and an epistemological assumption that knowledge is only of
significance if it is based on observations of this external reality (Easterby-Smith
2003).

In a social constructionist

paradigm there is an ontological

et al,

assumption that

factors
by
is
determined
than
external
and there is an
objective
people rather
reality
epistemological
individually

assumption

and collectively,

that

knowledge

should

be based on

what

people,

and feeling. The researcher should try to

are thinking

understand and explain why people have different experiences rather than search for
external causes and fundamental laws to explain that behaviour.
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Figure 1.3 identifies the three previously introduced research paradigms, of. empiricoanalytical, interpretive and critical. Each of these paradigms has different perspectives
of knowledge, ontology (worldview)

and epistemology (knowledge derivation).

Following a review of the inquiry literature, I have observed that different authors
sometimes label and/ or position some perspectivesdifferently. I am not sure why this is
the case, perhaps it is becausedifferent things can be interpreted differently by different
people.

In order to highlight this I have mapped Easterby-Smith et al's (2003)

interpretations of ontology and epistemology onto figure 1.3 below.
Figure 1.3 ResearchParadigms and their respective perspectives adapted from Higgs

Research
(based on positivist or empiricii
philosophy and employs the
scientific method of enquiry.
Adopted by the natural sciences
and relies on observation and
experiment in the real world,
resulting in generalisations abou
the contents and events of the
world which can be used to
predict future experience.
Interpretive paradigm is
commonly based on the
philosophy of idealism. This
paradigm encompasses a numb
of research approaches
(including hermeneutics,
const uctionism, phenomenology
and ethnography) that have the
central goal of seeking to
interpret the world, particularly
the social "rid.

Ontological

Knowledge

The materialist view- science
is only about that which exists
from
processes
empirical
-Arises
materially
which are reductionist, value
The positivist/ empiricist
neutral, quantifiable, objective
science is about that which
and operationalisable.
independently of the
if
exists
are
only
valid
-Statements
publicly verifiable by sense data. knowers and it consists of
events that are orderly and
lawful

-Comprises of constructions
arising from the minds and
bodies of knowing, conscious
and feeling beings.
-Is generated through a search
for meaning, beliefs and values,
and through looking for wholes
and relationships with other
wholes.

(Representationalism Easterby-Smith et al. 2003)
The constnictivist view
(mowers are seen as conscious
subjects separate from the
world of objects.
The social constructivist view
contends that reality and
knowledge are socially
constructed, that is reality
exists because we give
meaning to it. Different
cultures have different
constructions of reality.
Within the interpretive
tradition, the world and reality
are interpreted by people in
the context of historical and
social practises.
(Nominalism -

The critical paradigm is based of
the philosophy of realism. In
this epistemology, knowledge is
not grasped or discovered but is
acquired through critical debate.

Epistemological
Perspective

-Is emancipatory and personally
developmental
becoming
aware of
-Requires
how our thinking is socially and
historically constructed and how
this limits our actions.
-Enables people to challenge
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In critical theory there is a
focus on the social world:
people are socially located anc
therefore knowledge is always
influenced by social interest.

To positivists or empiricists - arisc
from rigorous application of the
scientific method and is measured
against the criteria of objectivity,
reliability and validity.

(Positivism - Eastetby-Smithet al,
2003)
The idealist approaches focus on
interpretive understanding
(verstehen) and hermeneutic
processes. Interpretive
understanding involves accessing
the ideas and experiences of actors/
participants as opposed to the
explanatory and predictive approach
of the physical sciences.
Hermeneutic processes results in a
focus on human behaviour as
occurring within a context and the
understanding of human behaviour
as requiring an understanding of this
context.

(Social Constructionism- EasterbySmith et at, 2003)
The realist is concerned with social
structures and how macro- and
micro-political. historical. and
socio-economic factors influence
our lives and how we understand our
lives.

learnedrestrictions,compulsions
(Relativism - Easterby-Smith Relativism - Easterby-Smithet al,
or dictatesof habit.
2003)
-is not graspedor discoveredbut et al, 2003)
is acquiredthroughcritical
debate.
-Promotesunderstandingabout
how to transformcurrent
structures,relationshipsand
conditionswhich constrain
developmentandreform.

Whereas Higgs (2001) identifies the critical paradigm as being a key paradigm based on
the philosophy of realism, Easterby-Smith et al (2003) place 'critical realism' as a recent
variant within the relativist position of social science. In their well known text, Guba
and Lincoln (1998) identify four competing paradigms, namely: positivism, postpositivism, critical theory and constructionsim. Other writers identify positivism,
idealism and realism as the overarching paradigms (such as Higgs, 2001). Within the
literature, each paradigm has its own set of approaches, goals, methods of inquiry and
data analysis, accepted writing-up

styles and quality

controls.

Figure

1.4 is an

that highlights the differences between each

adaptation of work by Higgs (1998,2001)

factor in the positivist, idealist and realist philosophical paradigms.
Figure 1.4 Dimensions of positivist versus constructionist research adaptedfrom Higgs (2001)
Positivism

Idealism

Realism

To measure, test
hypotheses, discover,
predict, explain,
control, generalise,
identify cause and
effect relationships.
Experimental method
(The scientific method)
Descriptive
comparative studies

To understand. interpret,
seek meaning, describe,
illuminate, theorise.

To improve, reform, empower,
change reality or situation.

Hermeneutics.
phenomenology narrative
inquiry, naturalistic
inquiry, historiography.

Action research/ collaborative
research, Praxis -acting on existing
conditions to change them.

Research

(testinghypotheses).
Controlledtrials,

Interviews,casestudies,

methods-

interviews and

Interviews, casestudies,story

story telling, review of

telling, review of texts, critical

data
collection

questionnaires

texts,creativearts,and
media.

debate,reviewof espousedtheory
versustheory in action,creativearts

Research
Goals

Research
approach(
es)

media.
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Research
methodsdata
analysis

Statisticalanalysis

Repeatedreturn to data
(the processis circular,
iterative, spiral) extraction
of themes,theorization,
interpretationof texts and
artworks.

Report
writing

Objective, structured,
scholarly
decontextualised.

Contextualrelational,
qualitative, scholarly, rich
description,can include
artworks,theorization.

Quality
control/
review

Objectivity, validity,
reliability and rigour

Credibility, soundness,
ethicality, quality writing,
valuablecontribution
ualit .

Scholarly analysisof action/ effects.
Critical debate,review of espoused
theory versustheory in action,
sharingknowledgeand experience,
reflecting upon data collected,
action and outcomes,scholarly
analysis,refining/ elaborating
knowledge.
Contextual,experiential,descriptive,
reflective, critique principles for
transformativeaction. Can include
theorizationand stories.Rich
description.
As idealism plus the changeaction/
strategyis deemedsuccessfulby the
actors.Existing knowledgeis
refined or elaborated.

Social Constructionism

1.4

As figure 1.4 highlights there are many contrasting factors in the application of research
performed within different philosophical frameworks. Miles and Huberman (1994: 4)
argue that it is good medicine for researchers to make their preferences clear: 'To know
how a researcher construes the shape of the social world and aims to give us a credible
account of it is to know our conversational partner'. My worldview orientation is that of
a constructionist, I believe that reality and knowledge are socially constructed, that is
reality exists because we give meaning to it. My constructionist philosophy is idealist in
that I assume that what is real is a construction in the minds of individuals (Lincoln and
Guba, 1985: Guba and Lincoln, 1998). Constructions can be multiple, complex, often
conflicting and are always meaningful. Schwandt (1998) identifies a number of beliefs
within constructionism including:
"

Constructionists believe that what positivists take to be objective knowledge and

truth is the result of perspective.
"

Constructionists emphasise the pluralistic

and plastic character of reality

(expressible in a variety of symbol and language systems, and that reality is
stretched and shaped to fit purposeful acts of intentional human agents).
9

Constructionists emphasise the instrumental and practical function of theory
construction and knowing.

9

"

Constructionists

are anti-essentialists

in that we assume that what we take to he

self-evident

kinds (e. g. man, woman.

complicated

discursive practi.. es.

truth, self) are actually

The research process for the Social C'onstructionists
research question, collection
(2001: 56) provides

Framework

reproduced in figure 1.5. Higgs' framework
frame of reference within qualitative

At the centre of Higgs'
shown. moving

framework

from forming

is more than the development

and analysis of data, writing

a (meta-)

for qualitative
highlights

the product of

lliggs

tip and publication.
research which

of a

has been

the need for a dynamic, coherent

research rather than 'procedural regulations. '

the typical steps performed in a research project are

a research question to publication

of the thesis.

Higgs

illustrates this as a deductive, linear process. something that I myself would try to have
avoided: however, it may have been difficult

representing the real-life nature of doctoral

research whilst at the same time capturing the ineta-framework

aspect in this model.

Figure 1.5 A (meta-) framework for qualitative research adapted from Higgs (20(11:56)

sFi r

I0

the black coloured frame represents the 'research framework'

framework

In Higgs'

the grey coloured frame represents the style framework.
research are represented linearly

The outward face or actions of

in the white centre of the illustration.

argues that research needs to he embedded in a (meta-) framework
and dynamic

coherent

matching

informs

the conceptual

Interweaving

between the meta-framework

framework

quality, and researcher's purpose (grey frame).

which

and analysis

and the outward

research are the elements of style of the research including

of the

intended product.

the research and the strategies to the approach, data collection
frame).

(black

framework,

Higgs rightly

comprising

of the research goals, questions,

research paradigm and its philosophical

and

face of

congruence. personal style,

These elements of research are in 'fluid

balance' (Higgs, 2001) and this is represented on the model by the infinite

loops. The

external context of the research and the self are also represented on the meta-framework.

I can identify with Higgs'
the idealist

paradigm

constructions

of individuals

Figure

'things'.
framework.
'self'

where

perspective is set within

because my 'worldview'

knowledge

is learned

through

the social

exploring

and groups and the meanings and values they attribute to

1.5 identifies

'sell"

as impacting

upon the (meta-)

Due to the nature of the social constructionist

conducting

conducted.

framework

the research

is inextricably

viewpoint,

intertwined

with

philosophical

the researcher or

the research being

In part it is the personal frame of reference and the lived experiences of' the

researcher shaping the research. Byrne-Armstrong

recognises the development

'self' within the research process (2001: 68) whilst constructing

of her

her PhD thesis

'I changed from a self that researched others' learning transitions
to one that recognized mine as inextricably woven with these
to one that
others; from one that researched collaboratively
moved away from these methods-but most significantly, a thesis
emerged that demonstrates that researching, my knowledge
production and practise are not separable, that the play between
theory, practise and life keeps the material alive and embodied. '
There are accounts within
illustrate the 'self in

the field that attempt to capture the author's

the research narrative:

'Qualitative writing becomes very much an unfolding story in
which the writer gradually makes sense, not only of her data. but

struggles to

of the total experience of which it is an artefact. This is an
interactive process in which she tries to untangle and make
reflexive sense of her own presence and role in the research. The
written study thus becomes a complex train of thought within
which her voice and her image of those of others are often
interwoven. ' Holliday (2005: 13I )
Higgs (2001) describes it as 'one of the rich opportunities
research'.

In particular,

and challenges in qualitative

the changing nature and the development of the self during the

research process can provide

to the qualitative

a challenge

researcher, for example

Sambrook (I998: 2-3) identifies her struggle in her PhD thesis:
'I need to say that at the outset that I have felt very much part of
this project, unlike the detached scientist... I have searched for a
term that could describe and explain my approach. I have
considered action research. I explored feminist rescarch.. A
review of the literature describing the 'reflective practitioner' led
me to the notion of myself as a 'reflective researcher' -showing
myself to myself. A further stage is showing myself to the
reader... (reflexivity). '

1.5

My style

At the beginning

of this chapter, I introduced

moments was the problem of including

to express my own

I

'self`

my 'self-

in my research, as

This critical moment concerned how I was

experienced by others such as Ellis (2003).
going

moment.

moments during the course of my PhD experience. one

experienced a number of critical
of these critical

the concept of a critical

in this thesis.

I explored

various

methodological

approaches and writing styles that best fit niy idealist ontology and social constructionist
epistemology.

I was not comfortable

felt that it contradicted
the 'co-operative'
'self'

in the third person within this paradigm as I

the fundamental nature of this particular

(Sambrook,

that is inextricably

writing

worldview,

1998) nature of social constructionist

intertwined

research and the

with the research. Guha and Lincoln

iterate that:
'the inquirer's voice is that of the 'passionate participant' actively
his
in
facilitating
the
multi-voice
reconstruction
of
or her
engaged
'
those
participants.
all
other
as
of
as
well
own construction
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neglecting

(I988: 215)

Ellis (in Ellis and Bochner, 2003:201) argues this point well in a chapter examining the
`researcheras subject':
`Why should we take it for granted that an author's personal
feelings and thoughts should be omitted in a handbook chapter?
After all, who is the person collecting the evidence, drawing
inferences, and reaching the conclusions? By not insisting on
some sort of personal accountability, our academic publications
reinforce the third-person, passive voice as the standard, which
gives more weight to abstract and categorical knowledge than to
the direct testimony of personal narrative and the first-person
voice. It doesn't even occur to most authors that writing in the
first person is an option. '
1.6

Autoethnography

It was when my PhD supervisor introduced me to Ellis and Bochner's chapter that I
discovered a method of writing called 'autoethnography' which included the `self
within research. The aforementioned chapter focuses primarily on autoethnography and
reflexivity and is itself an excellent example of autoethnographic and reflexive writing.
Autoethnography does not necessarily put the self at the centre of the research (unless
the subject being researched happens to be the self), but acknowledges and even
embraces the experiences and development of the researcher in parallel to and entwined
with the research. As Schwandt describes:
`Originally defined as the cultural study of one's own people,
this term now commonly refers to a particular form of writing
that seeks to unite ethnographic (looking outward at a world
beyond one's own) and autobiographical (gazing inward for a
story of one's self) intentions. The aim in composing an
autoethnographic account is to keep both the subject (knower)
and object (that which is being examined) in simultaneous
view. ' (2001: 13)
This form of writing seemed to fit what I was looking for. Drawing from Figure 1.5, it
offers the opportunity to provide a realistic account of my whole research experience, as
knowledge is co-produced (Sambrook 1998) in a social constructionist paradigm. I
journey
include
to
and
of self-development that
experiences
my
own
personal
wanted
influenced and was influenced by the research. I wanted to reflect upon and analyse the
critical moments that I experienced within my research. There are those that occurred in
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the background and were significant in the development of myself, my project and my
worldview (meta-framework) yet are not traditionally included in the final write-up
(such as a moment of clarity in the organisation of the literature review or the tension
between transcribing interviews personally and (lack of) time). And there are those that
occurred in the outward face of the research that are most usually and traditionally
described in the thesis (such as the identification of a theme from a review of the
literature and/or analysis of the data). As Richardson (1992) criticises:
`Almost axiomatically, interpretive social scientists assert that
our work has consequences for others and ourselves.
Sometimes we write about the consequencesto others, but less
often do we reflect upon the consequences to ourselves. Even
in
do
terms of
those
consequences
more rarely
we consider
subjectively felt experiences.' (Richardson 1992:130)
I hope to address Richardson's criticisms

in this thesis through my style of

autoethnographic writing.

Having read the chapter by Ellis and Bochner, I proceeded to read around the subject of
narrative, ethnography and reflexivity.

Iphofen (2001:44) highlights the 'power' of this

form of writing:
Narrative is powerful. Through narrative connections are made
between mind, body and society. Looking at the stories that a
society allows and encourages its members to tell themselves
reveals a great deal about that society's values and destination.. '
The earliest reference to autoethnography that I found in the research literature is
Hayano's (1979) auto-ethnography. Since Hayano, the term has evolved to encompass
by
Schwandt
I
found
described
(2001)
that
above.
writing
of
as
style
an ethnographic
there are a number of forms and labels used within

the literature to describe

Bochner,
2003)
(Ellis
some regarded more rigorous than others
and
autoethnography
identify
(2003:
209)
Bochner
Indeed
Ellis
over thirty-six
and
within academic circles.
forms of ethnography including reflexive ethnographies, personal narratives, and literary
autoethnographies:
Like many terms used by social scientists, the meanings and
in
have
evolved
a manner that
autoethnography
applications of
difficult..
definition
application
and
precise
makes
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autoethnographers vary in their emphasis on the research process
(graphy), on culture (ethnos) and on self (auto). Different
exemplars fall at different places along the continuum of each of
these three axes. Researchers disagree on the boundaries of each
category and on the precise definitions of the types of
autoethnography.'
1.7

Reflexive ethnography

The reflexive ethnography is where `authors use their own experiences in the culture
reflexively to bend back on the self and look more deeply at self-other interactions'
(Ellis

and Bochner, 2001: 211).

In this sub-category of autoethnography, the

researcher's personal experience is important.

Tedlock

(1991) identifies

and

differentiates between two forms of reflexive ethnography `ethnographic memoir' (also
called confessional tales) and `narrative ethnography'. Ethnographic memoir is where
the ethnographer tells a `personal tale of what happens in the backstage of the research
processes' (Tedlock

1991:70).

Ellis

and Bochner (ibid)

highlight

that many

ethnographers write confessional tales about their research in reports that are separate to
the research document.

A narrative ethnography is where the experiences of the

ethnographer are incorporated into the ethnographic description and analysis of others
and there is an emphasis is on the `ethnographic dialogue' or encounter between the
narrator and members of the group being studied. I view narrative analysis as that which
Riessman (2002: 218) so succinctly describes:
`the purpose is to see how respondents in interviews impose order
on the flow of experience to make sense of events and actions in
their lives. The methodological approach examines the
informant's story and analyses how it is put together, the
linguistics and cultural resources it draws on, and how it
in
listener
Analysis
a
of
authenticity.
narrative studies
persuades
opens up the forms of telling about experience, not simply the
content to which language refers. We ask, why was the story told
that way?'
Having explored all of the different 'facets' within the broad genre of autoethnography,
in
how
having
the reality of `being
each
works
read examples and experienced
and
read', I was torn as to the approach that I should use and the way in which I should
manage the self within the research story.

15

I could treat myself as one of the

experimental subjects and treat my experiences as primary data through writing up in a
style similar to that of Ellis and Bochner (1992) in their experimental narrative on
abortion.

This narrative is written up as a playwright's script inclusive of director's

notes. Ellis and Bochner (1992: 80) argue that the text `was written with the express
purpose of being performed so that nuances of feeling, expression, and interpretation
could be communicated more clearly'. They aim to take the reader through a journey in
which they develop an experiential sense of what it must have felt like to live through
what happened.

However, I feel that this approach would be extremely difficult to integrate into my PhD
research. I have decided to write my PhD in the style of narrative ethnography, in a
style similar to that of Ellis and Bochner's book chapter. In this text, the authors switch
from the personal reflexive narrative to citing other work (such as the transcript from a
public reading or a previous report) written previously and sometimes in the thirdperson. I feel that this approach and style best facilitates the communication of the
complex and dynamic nature of the background research process whilst enabling
description and critique of the actual research conducted, both of which are inextricably
intertwined and thus hard to pull apart and, in effect, disentangle.

Within the social constructionist paradigm, it becomes very difficult to separate the
methodology of the research from the methodology of the entire research experience,
from the initial literature review through to making recommendations.

Whereas a

positivist study quite clearly ring-fences a linear approach to research into distinct
chapters, autoethnographic narrative should be a narrative of the whole research
methodology. The narrative should describe the researcher and the researched, looking
inward and looking outward. It is because of this that I view my entire PhD thesis as
methodology and that I have taken a rather unusual approach in its organisation, as did
Hilary Byrne-Armstrong in her thesis that explored conflicts and dilemmas in learning:
thesis documented the development of a narrative
epistemology in pedagogy, heralding progressive shift away from
individualistic accounts of conflicts and dilemmas in learning as
being primarily embedded in psychological spaces to a
`My
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recognition of the importance of the social space; the cultural
discourses that shape our everyday activity and interactions.
Conflict, then is not simply a consequence of difference arising
from personality or other psychological factors, but a consequence
of prevailing cultural narratives that instruct/ construct us into the
identities we are' (Byrne-Armstrong, 2001:69)
It is with this in mind that I have structured my PhD narrative rather innovatively so that it
reflects as accurately as possible the chronological order of that which is being discussed
took place. I aim to communicate my very real and lived research experience to the
reader through selecting a honest approach to my narrative, making me somewhat
vulnerable but enabling me to actively reflect, not only on the hard functions of the
research process being discussed, but on the softer more intangible interactions between
had
have
I
the
conducting this research.
my
research
and
experiences
me and

1.8

Credibility

Before continuing my story, I feel that it is important to provide readers with the tools
it
is
have
feel
I
judge
to
that
this
to
the
more
useful
credibility
of
my
research.
necessary
discussion at this point rather than half way through my research to help the
development and formation of opinions thus keeping the discursive space open.

This

point is particularly well made and extended by Byrne-Armstrong (2001: 71) as she
reflects upon her PhD experience:
`A major learning outcome of the thesis was coming to the
realization of the importance of holding the discursive space
open. An open conversational space allows contradictions,
inconsistencies, anomalies and conflicts to be visible, but it
presents a dilemma when writing a thesis. A thesis is
traditionally one in which these things are sanitized out, where
the discursive space is gradually and systematically closed down
in the name of results and conclusions.'
The matter of `measuring' and gauging the value of a piece of qualitative research is
documented increasingly within the literature. It has been an issue that has presented
from
have
I
that
arisen
qualitative researchers
understand
problems,
researchers with
having felt under pressure to provide research that is deemed valid and reliable by
inquiry.
from
traditional
positivistic
quality measures
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Traditionally viewed as the more academically robust methodology, quantitative rules
have been applied to qualitative investigation and often used to pull apart its credibility.
It is like using a set of scales to measure happiness.

Qualitative researchers have revisited the quantitative rules and adapted them for
qualitative use.

Quantitative studies are traditionally evaluated on: (questions in

brackets adapted from Easterby-Smith et al 2003:53):
"

Construct validity (Are the instruments used accurate measuresof reality? )

"

Internal validity (Is the research design capable of eliminating bias and the effect
of extraneous variables?)

"

External validity (What is the definition of the domains to which the results of
the study can be generalised?)

"

Reliability (Will the measuresyield the same results on other occasions?)

There is much discussion on what constitutes validity and reliability
research.

in qualitative

Easterby-Smith et al (2003:53) provide a summary of the different

interpretations of validity, reliability and generalizibility within positivist, relativist and
constructionist perspectives. These are summarised in Figure 1.6 below. Qualitative
researchers have generally responded to positivist assumptions of validity by either
denying the relevance of the quantitative or scientific paradigm for what they do (for
example Guba and Lincoln, 1989), or by arguing that qualitative research has its own
procedures for attaining validity that are different from quantitative approaches as the
example (by Easterby-Smith et al in figure 1.6) highlights:
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Figure 1.6 Perspectives on Validity, Reliability and Generalizability taken from Easterby-Smith
et at (2003: 53)
Positivist

Constructionist

Relativist

Validity

Do
the
measures Have sufficient number
correspond closely to of perspectives been
included?
the reality?

Reliability

Will the measures yield

Will similar observations

the same results on be reachedby other
other occasions?
observers?
Generalizibility

To what extent does the
study
confirm
or
contradict
existing
findings in the same
field?

Does the study clearly
gain access to the
experiences of those in
the research setting?
Is there transparency in

how sensewas made
from the raw data?

What is the probability
that patterns observed in
the sample will be
repeated in the general
population?

Do the concepts and
constructs derived from
this study have any
relevance to other
settings?

Maxwell (2002) argues that understanding is a more fundamental concept for qualitative
research than validity. He sees five broad categories of understanding that are relevant
to qualitative research and five corresponding types of validity that concern qualitative
researchers:
"

Descriptive validity: Primary descriptive validity is the factual accuracy of a
having
the
reports
seen or heard;
researcher
researcher's account of what
Secondary descriptive validity is the validity of things that in principle could not
be observed, but that were inferred from other data.

"

Interpretive validity: what objects, events and or behaviours mean to the people
engaged in and with them. It not only applies to the conscious concepts of
participants, but also to the unconscious intentions, beliefs, concepts, and values
of these participants.

"

Theoretical validity: explicitly addresses the theoretical constructions that the
during
develops
brings
the study.
to
or
researcher

It refers to an account's

function as an explanation thus refers to an account's validity as a theory of some
phenomenon.
"

Generalizability: the development of a theory that not only makes sense of the
how
but
the same processes
also
shows
studied,
particular persons or situations
in different situations can lead to different results: Internal generalizibility -
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generalising within the community, group or institution studied to persons,
events, and settings that were not directly observed or interviewed; and External
generalizibility- generalising to other communities, groups, or institutions.
"

Evaluative validity:

the involvement of the application of an evaluative

framework to the objects of study.

With specific reference to narrative analysis Riessman (2002: 25) identifies four
criteria to validation. Here validation is concerned with the trustworthiness of the
researchers' interpretations.

Riessman emphasises the key semantic difference

between 'trustworthiness' and 'truth'. Truth 'assumes an objective reality' as in
positivist paradigms, whilst trustworthiness 'moves the process into the social
world. '

The four criteria identified by Riessman are:
9

Persuasiveness and Plausibility (The degree to which the interpretation is
reasonable and convincing).

"

Correspondence (taking the work back to those studied).

"

Coherence (Global, local and themal).

"

Pragmatic use (Extent to which a study becomes the basis for other's work).

The persuasiveness and plausibility of a study depends on `the analyst's capacity to
invite, compel, stimulate or delight the audience-not on the criteria of veracity' (Gergen,
1985: 272). Riessman argues that persuasivenessis situational: 'what may be the most
persuasive interpretation of a narrative text at one historical moment may not be later.
Our texts have unstable meanings.'

Correspondence refers to returning the work back to those studied for validation.
However, human stories are not static, meanings of experiences shift and change with
time and reflection and deepened understanding, as the Personal Narratives Group
(1989: 261) identifies:
`When talking about their lives, people lie sometimes, forget a
lot, exaggerate, become confused, and get things wrong. Yet
they are revealing truths. These truths don't reveal the past "as it
20

actually was", aspiring to a standard of objectivity. They give us
instead the truths of our experiences... Unlike the Truth of the
scientific ideal, the truths of personal narratives are neither open
to proof nor self-evident. We come to understand them only
through interpretation, paying careful attention to the contexts
that shape their creation and to the world views that inform them.
Sometimes the truths we see in personal narratives jar us from
our complacent security as interpreters `outside' the story and
make us aware that our own place in the world plays a part in our
interpretation and shapesthe meanings we derive from them. '
So this suggests that correspondence validity

is complex, rather subjective and

situational. What is important therefore is that as interpreters and writers, we are able to
distinguish clearly between our views of subjects' lives and the views held and
expressed by the subjects. What is clear is that in the final analysis, the work done is that
of the researcher and therefore responsibility and ownership has to be taken by the
researcher for any inferences and interpretations made (Reissman, 2002).

Drawing upon the work of Agar and Hobbs (1982) there are three levels of coherence
demonstrate
interpretations
Global,
local
In
to
that
the
themal.
order
and
validation:
within a piece of research are more than merely a random set of statements, coherence
should be as `thick' as possible and ideally relating to all three of the above levels. The
levels are: 'global', which refers to the overall or global goals that the interviewee is
trying to achieve through his or her voice, so, for example, a global goal of an interview
could be a story of past actions, or could be more strategic. 'Local' coherence is what
the narrator is trying to effect in the narrative itself and how that person communicates
events using metaphors, statements comparisons and actions. For example, the use of a
how
describe
to
an organisation responds very slowly and reluctantly to
metaphor
interview
involves
`themal'
Thirdly,
the
the
content
of
coherence
and the
change.
from
themes
that
sections of text.
emerge
common
repeated or

The final criterion of validation offered by `pragmatic use' describes the validity of a
basis
for
becomes
in
the
to
the
others' work. This
terms
a
study
which
of
extent
narrative
validation criterion is one which can only be fully considered in retrospect. Reissman
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(2002) attempts to overcome this problem through advising that researchers offer
information in their research that will make it possible for others to determine the
trustworthiness of work by:
(a) Describing how the interpretations were produced
(b) Making visible (what was done)
(c) Specifying how successivedata transformations were accomplished
(d) Making the primary data available to other researchers.

With this selection of validation and quality models from the researcher in mind, readers
will now be able to make more informed assessments as to the worth, value and
trustworthiness of this thesis as a piece of academic research. I will discuss the
implications of my research in terms of these models following the interpretation and
analysis of my data later on in this thesis - thus completing a circle of sorts.
Silverman (2005: 222) identifies 10 key questions as criteria for evaluating research.
These are as follows:
1.

Are the methods of research appropriate to the nature of the question being

asked?
2.

Is the connection to an existing body of knowledge or theory clear?

3.

Are there clear accounts of the criteria used for the selection of cases for study

and of the data collection and analysis?
4.

Does the sensitivity of the methods match the needs of the research questions?

5.

Was the data collection and record keeping systematic?

6.

Is reference made to accepted procedures for analysis?

7.

How systematic is the analysis?

8.

Is there adequate discussion of how themes, concepts and categories were

derived from the data?
9

Is there adequate discussion of the evidence for and against the researcher's

arguments?
10.

Is a clear distinction made between the data and its interpretation?
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Silverman says that these questions can be applied to either a qualitative or quantitative
study. He underlines that the questions above help the reader to identify those research
reports which appear to tell entertaining stories or anecdotes but fail to convince the
reader of their scientific credibility -a term he refers to as anecdotalism.

1.9

Myself

Before proceeding onto a review of the existing literatures that concern my project, I feel
that it is important to introduce myself and provide you with some information
concerning my background and why I am interested in corporate entrepreneurship
organisational learning and change, which are the subjects explored within this research.
Corporate entrepreneurship is essentially entrepreneurship produced or by or emerges
from an organisation, and its other pseudonym is intrapreneurship (Pinchott, 1985). The
whole ideology of `corporate' entrepreneurship is an interesting one. It could be
construed as a contradiction in terms: how can an organisation and/ or its employees be
entrepreneurial? Organisations are often large, cumbersome, slow to react to trends and
are hampered by red-tape and bureaucracy. Entrepreneurs are generally associated with
feisty start-up businesses or technical innovation: Richard Branson (Virgin), Richard
Dyson (Dyson vacuum cleaner), Anita Roddick (The Body Shop), they do not work for
large companies, they create them.

But if `being' entrepreneurial is behaviour and a way of working, and you can be
entrepreneurial working for yourself, could you be entrepreneurial working for a large
retail giant? Could you be entrepreneurial working within the public sector, such as
within the National Health Service? If so, then how does it happen? How is the
entrepreneur able to do this whilst working for someone else? What motivates him or
her? What hinders him or her? How are they rewarded for successes?What happens if
the venture fails? These are the sorts of questions that have enticed and developed my
interest within this field of study, fuelled by a childhood that was shaped in many ways
by small business entrepreneurship.
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My parents ran their own photography business and from an early age our shop was like
our second home, in fact it was our second home and we often used to sleep over in the
bedrooms upstairs whilst my parents worked until the early hours. My mother turned
her hand to many wide ranging administrative and financial tasks (Ram 1994, Sanders
and Nee 1996 highlight the essential role of women's labour in facilitating enterprise),
whilst my father sacrificed many summer holidays and blue sky Sundays' for
photographic opportunities.

In my teens I vowed that I would never work for myself, that I would always work for a
large, seemingly `safe' organisation, so I could enjoy the luxury of a company pension,
paid holidays, sick-pay and apparent stability for my family. So I started my 'career' in a
shoe shop at sixteen years of age, I moved on to piece-work in a factory, and then as a
sales assistant in a fashion store. In my early twenties I started with a TV rental company
as a sales advisor. This experience was quite painful in that the manager tended to bully
in
Business and Marketing. I met
After
degree
I
`escaped'
two
to
years
attempt
a
staff.
Dr Sally Sambrook (my PhD Supervisor) in my second year as she lectured on my
Organisational Behaviour module. This subject area fascinated me: conflict, power,
culture, hierarchy. It consisted of many things that I could relate to and had experiences
of.

The learning empowered me and provided me with a new found clarity and

perspective.

It was through Sally's lectures and seminars that my passion for

borne.
After
learning
were
graduating with a
and
organisational
change
organisational
first degree at the University of Wales, Bangor, I was offered the opportunity to study
within an area of entrepreneurship for an ERSC funded PhD. So, this research project
fuses three areas that really fascinate and enthuse me: corporate entrepreneurship,
organisational learning and organisational change.

1.10 My thesis
Finally in this chapter, I explain the structure of my thesis. Each chapter starts with an
imply
do
its
The
the
a causal relationship
overview
not
arrows
on
contents.
overview of
between each of the sub-headings.

They merely provide an alternative way of

introducing the key themes of each chapter and navigating within the chapter. I am quite
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a visual person: for example, I always used to revise for my undergraduate exams using
'mind-maps'.

I find

this way

'mapping'

of

out a chapter

beneficial

towards

my

understanding and hope that it may make chapters clearer to those who are reading this
thesis.

In Chapter 1, it should be clear by now that I have moved away from the traditional
of introduction

and I have started with an explanation of my ontological,

and methodological
different

contributions

I have explained

perspectives.
concerning

chapter with an introduction

how I am writing

research quality and validity.

to me and my background

type

epistemological
my thesis and

I have concluded

and then an overview

this

of my

thesis.
Figure 1.7 The intra- and inter-relationships between Corporate Entrepreneurship,
Organisational Learning and Change'

In Chapters 2,3 and 4, I work towards identifying
this research through a critical
fields

Figure

(see

1.7)

and thorough review of literature within

corporate

entrepreneurship,

organisational

change. As part of the overarching

I am writing

is as logic-in-use

description
combination

the research problem that underpins

1964).

(Kaplan,

of how I reviewed the literature.

organisational

methodological
Therefore

I highlight

each of three
learning

and

approach to this thesis

I start Chapter 2 with a

my iterative strategy that was a

of deductive and inductive approaches to collating relevant literature and I

' When I first presented this. it was a neat diagram (Sambrook & Roberts 2004), but now I can only
present in this complex. messy way as the latter best illustrates the fields and processes that I have become
familiar with.
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also discuss some of the barriers and facilitators that I experienced during this process.
Since the literature review is an on-going process, I introduce Chapters 3,4 and 5 with a
summary of my experiences reviewing the relevant literatures.

In Chapter 2, I contribute a theoretical model of the types and labels of corporate
entrepreneurship that I have found within the research literature.

I describe further

contributions in terms of organisational levels: those exploring the individual, group and
organisational contexts. Finally, I introduce a linear and a cyclical model of corporate
entrepreneurship, and discuss their strengths and weaknesses.

Chapter 3 explores organisational learning and it begins with a summary of the
differences between a learning organisation, learning organisation and organisational
learning.

As with

the literature on corporate entrepreneurship, I explore the

individual,
learning
literature
in
to
the
terms
group and
of
contributions
organisational
organisational levels and then I describe key contributions to the sub-field of learning

organisation.
Chapter 4 explores organisational change. It was written some time after the first two
literature reviews and in response to critique that my first conference paper (Sambrook
and Roberts, 2004) received. As with the former two, the literature is vast, but broadly
separable into different levels.

In Chapter 5I

emphasise the synergies between the three literatures and processes

through a set of comparative tables. I then introduce three models that are partial
define
highlight
I
the
three
strengths
and
weaknesses.
the
processes
and
models of
intraprelearning (a term used throughout the thesis for simplicity) and summarise the
key features of the theoretical models that have been discussed. Drawing upon the
introduce
I
in
this
the
to
summary,
of
weaknesses
a set
strengths and an attempt address
Intraprelearning.
Inside-Outside
I
to
theoretical
as
which
refer
models,
of
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Chapter 6 introduces the National Health Service which is the context for my empirical
research. Using just one of the models from Chapter 5 (Intraprelearning Inside-Out) I
illustrate the different External and Internal Change constructs consequent on the NHS
context. Before introducing the two Trusts, I describe my case study research strategy
through a brief review of some of the key contributions to the literature. I then introduce
the two Trust cases, which are anonymised as Aberash and Brynbeth NHS Trusts. I then
explain my approach to building and developing the case studies, including my
interview strategy, the document analysis and the observations. It is at this point in the
thesis that I introduce my research questions, as it was following the development of the
working model of intraprelearning that these questions were constructed.
My research questions are as follows:
1. Who are the corporate entrepreneurs within the Trusts?
2. How are they entrepreneurs?
3. Why are they entrepreneurs?
4. Who has supported and/or hindered them (individuals/

groups/ culture/

leadership/ power)?
5. What organisational conditions have supported/ hindered them (strategy/
structure/ reward/ resources/ culture)?
6. How, where and when are they learning?
7. How are they agents of change and learning?
8. How has learning and change supported corporate entrepreneurs?
9. How are Trusts and the individuals and teams within intraprelearning?
10. What are the implications of the above for training, HRM, and Strategic Policy?
11. What is the best way to tell the story of this research?

In Chapter 7, I continue with the narration of my research method, moving from the
initial literature review and model development onto the practicalities of 'getting in' and
'getting on' (Sambrook, 2003) within the two Trusts. I describe the process of access and
ethics (Iphofen, 2005) and how I ensured that my research was underpinned by high
identified
how
I
I
describe
my strategic participants and
and
practice.
ethical standards
the strategy for approaching corporate entrepreneurs. I discuss how I piloted my
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interviews (Kvale, 1996), and how this helped inform and shape my research. The
realities and practicalities of conducting research interviews with busy professionals are
discussed and the way in which I try to manage the pragmatics of this is explored. The
chapter concludes with an exploration of the critical

moments of my research

experience.

Chapter 8 provides the results and analysis of the data collected from the strategic level.
This chapter develops the tale of both Trusts through describing, exploring and
comparing the `official' and espoused strategic lenses. The main aim of the strategic
interviews was to locate the corporate entrepreneurs within each of the Trusts.
However, these interviews have also provided an opportunity to identify other themes
within and between Trusts. I have attempted to build up a picture of both Trusts through
those documents written around the interview data collection period which is 20042005.

In some instances, I collected documents in 2004-2005, and others I have

collected retrospectively, whilst writing up. I then present some emergent findings from
the research interviews in terms of the various lenses, including: culture, power, nursing,
champions, looking at entrepreneurs and the EWTD. I have completed the chapter with
a map of the location and legitimate power (French and Raven, 1959) of senior leads and
entrepreneurs from Aberash and Brynbeth Trusts.

The focus of Chapter 9 is the data collected from the Trust Entrepreneurs. It aims to
address the research questions that were introduced in Chapter 7 and explores the
working model of intraprelearning along with other models in the research literature.
The results are taken from the themes that have emerged primarily from the thematic
analysis of my interview transcripts and observations made during the interview events.
I have presented these results in a variety of ways, using: Tables, forms of Venn
Diagrams and Force Field Analyses. I start making sense of and exploring the results by
reflecting back and drawing upon models from the existing research literature, for
example, Pinchot's (1985) table, Roger's (1969) adoption curve, Pedler et al's (1996)
Characteristics of the Learning Company, and my working

model of Inside-Outside

Intraprelearning. I also use other models as alternative tools to explore the results, for
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example, Huber's (1991) processual model and the 41 Framework (Crossan et al, 1999).
I start building up a picture of the two Trusts, highlighting differences and similarities.
Emergent issues are discussed and I draw from new literature that was not included or
not deemed as significant in the initial literature review, including the differences
between enforced and empowered entrepreneurship, the problem of low self-confidence
in Trust Entrepreneurs, talent spotting the 'tall-poppies' and the importance of the Trust
Champion. I complete the chapter with an empirical adaptation of the Inside-Outside
model of Intraprelearning, which summarises those themes general to both Trusts.

Finally in Chapter 10, I have attempted to draw together the research summarising how
it has addressed the original research question and the contributions it makes to theory
and practice. I have summarised who the corporate entrepreneurs are from Aberash and
Brynbeth Trusts, identified the dominance of nursing within my results.

I have

described how they are generally involved in making changes, improvements and new
developments. I have revealed that general learning occurs formally, and informally,
internally and externally to the Trust. These findings agree with the existing literature
literature
to
the
the
such as Sambrook's
contributions
emphasise
value
of
previous
and
(2003) learning 'in' and 'at' work. My research has made a distinction between learning
that supports entrepreneurship and suggests that not all learning is entrepreneurial
learning, forms of entrepreneurial learning include: reading articles, group/team work
,
conferences and networks. Entrepreneurial learning may occur through experiences that
are away from the healthcare context, such as through the private sector, through living
in other countries and experiencing other cultures and from involvement in home-based
Do-It-Yourself projects. In terms of the case study of Aberash and Brynbeth Trusts, I
identify their different cultures and strategic orientations, and emphasise how both are
successful at entrepreneurship. I introduce empowered and enforced entrepreneurship
and demonstrate how Aberash drives enforced entrepreneurship, whilst Brynbeth
encourages empowered entrepreneurship. I suggest that their cultures (Power versus
People, Competitive versus Open) are the levers for managing these forms of
entrepreneurship. I explain several contributions to knowledge that are made from this
research project: theoretical, empirical, methodological and practical.
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Chapter 2- Corporate Entrepreneurship
2.1

Introduction

This chapter explores the literature associated with the first of three key constructs or
processes that underpin my project that is `corporate entrepreneurship'. It has been a
challenge to write as there is a growing abundance of literature, but very few attempts to
review the field as a whole and map where the different findings and theories fit (or not)
together. I begin by exploring the literature review process as a whole, providing the
reader with a description of what I did, how I did it and how this has shaped my
research. I then focus on entrepreneurship and corporate entrepreneurship as social
constructs and then progress onto categories of corporate entrepreneurship. I propose a
theoretical model of corporate entrepreneurship which is an attempt to include all of the
labels of this process that I found in my search, and the fundamentals of their meaning.
The model was developed from several attempts to make sense of the research literature
labels
the
to
clarity
concerning
of
used
necessary
a
sense
was
provide
me
with
and
within the field.

I then explore contributions in terms of the individual, team and

organisational levels of corporate entrepreneurship attempting to critique and raising
questions for future research agendas.

2.2 Reviewing the Literature
For me the literature review was a very difficult process in that I had problems getting
support from my first PhD supervisor, and many of the books within my subject-fields
were not stocked in my University's library, so I had an administrative nightmare and
tiresome wait for Inter-Library Loans for much of my non-electronic literature.

Initially

I tended to read everything, and this left me feeling overwhelmed.

On

in
become
I
have
I
think
that
my approach to reviewing
effective
much
reflection,
literature and writing up. This was the first chapter that I wrote and I think that readers
will see how I have developed in terms of my skill at writing and my skill at
(the
through
they
chapter order coincides with the
as
progress
chapters,
constructing
first
the
chapter which was written towards the end). I
excluding
order of writing up,
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feel that it is important to leave the `rawness' of these earlier chapters in, as it
demonstrates implicitly my personal progression, and the development of my thinking
which I feel is an important inclusion in an autoethnographic study2.
This chapter has also been constructed from my earliest attempts at reviewing the
research literature, and although the literature review process has not been static and has
been on-going work-in-progress throughout the duration of my PhD, my understanding
of the literature review process has become more informed. My first attempt at
reviewing the literature and developing a sense of what was 'out there' in terms of
academic contributions came with putting together a proposal for my PhD.

I started with a book that had been edited by my supervisor, and using the references
from his Corporate Entrepreneurship section acquired copies of books and articles that
appeared to be interesting and perhaps useful, based upon their title and abstracts. I used
bibliographies and references as a portal to other work and contributions. I accessed
other PhD's from the British Library to see how other people had produced their theses
and to explore their references and bibliographies. I found the library was poorly stocked
and I had to order many of the books that I required in from North East Wales Institute
or further afield. This made reviewing the literature slow, bureaucratic and expensive. I
browsed and searchedthe Stack facility in the University library, which houses all of the
non-electronic journals and I photocopied interesting articles and cross-referenced them
to locate other possible leads.

I found the electronic databases(most notably, Science Direct, JSTOR and Springerlink)
a quick and convenient means of locating articles. I spent some time saving search
preferences in the electronic databasesand organising new article alerts under my saved
searches,initially using search terms such as:
9

"corporate entrepreneurship"

2 In my Viva Voce there was an interestingpoint raisedabouta PhD being a polishedreport the
of
research,and not the processitself and thus the decisionto include the 'rawness'of my earlier work was
questionable.I found this a very thoughtprovoking point and it raisesthe tensionof producingan
'autoethnographicthesis',which I arguecould be an oxymoron due to the natureand purposeof each.
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"

"organisational learning"

"

"learning organisation"

"

"corporate entrepreneur**" AND "organisational learn**"

"

intraprelearn**

"

"Organisational learning" AND entrepreneurship

As my research progressed and I identified new fields of interest, such as organisational
change and the NHS context, my search criteria expanded too to include searches such
as:
"

organisation* AND change

"

Culture AND change

"

creativity AND innovation AND learning

"

"risk-taking" AND "National Health Service"

"

change AND entrepreneurship

"

"public sector" AND "private sector"

"

Entrepreneurship AND "public sector"

I used the Google search engine to Google key contributors to the field, and locate their
list of publications, which in turn I used to build up my literature. Initially I used Google
general, but later I also used Google images and Google Scholar.
The electronic databasessent me alerts of new articles within this list every month and I
filter
lists
I
that
these
thought
to
through
time
any
articles
and
out
read
aside
would set
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look
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literature could inductively guide me towards research agendas that were previously
unknown to me.

Initially, I was not very sure how to summarise and theme the books and articles. I was
nervous about how to summarise them, as it worried me that I might miss out something
that could later emerge as important.

I filed articles and summaries of chapters and

books in terms of what I thought was the key contribution of the article (theoretical/
empirical/ methodological/ practical) and then sub-divided these into categories such as
'venture group', 'individual entrepreneurship', 'types of entrepreneurship'. I also went
through each contribution and highlighted any paragraphs or sections that I thought
might be useful in the future development of my research, and noted any weaknessesof
the research drawing from quantitative and qualitative quality measures (see Chapter 1).
This process was helpful in that it not only provided me with a system of reference
during the literature review and later on the analysis process, but also supported me in
highlighting gaps within the field. It was during this process that I made some of the
observations that I discuss in this chapter about the different types of contributor (the
academic and the practitioner) the different quality of contributions (based on both
quantitative and qualitative measures of quality) and the different labels of corporate
entrepreneurship (in academia and in practice).

2.3.1 Entrepreneurship
To help explain the meaning of the term corporate entrepreneurship, I feel it is helpful to
begin with the root or parent term of `start-up' entrepreneurship. The Frenchman
Richard Cantillon (1734) is one of the earliest writers in research literature who
it
describes
He
as self-employment with unknown
considers start-up entrepreneurship.
salary (translated into English by Pizarro, Real and Sousa, 2003). However, it is the
`founding
father'
is
Schumpeter
Joseph
the
as
accredited
who
economist,

of

literature
due
his
'Schumpeterian
business
to
the
studies
entrepreneurship within
Innovation Concept' (1934). This concept is described by Schumpeter as:
`cover[ing] the following five cases: (1) The introduction of a new
familiar
is
that
not
yet
consumers
are
one with which
good - or of
The
introduction
(2)
of a new method of
a
good.
a new quality of

34

production, that is one not yet tested by experience in the branch of
manufacture concerned, which need by no means be founded upon
a discovery scientifically new, and can also exist in a new way of
handling a commodity commercially. (3) The opening of a new
market, that is a market into which the particular branch of
manufacture of the country in question has not previously entered,
whether or not this market has existed before. (4) The conquest of a
new source of supply of raw materials or half-manufactured goods,
again irrespective of whether this source already exists or whether it
has first to be created. (5) The carrying out of the new organisation
of any industry, like the creation of a monopoly position (for
example through trustification) or the breaking up of a monopoly
position. ' (Schumpeter, 1934: 66)
In summary, Schumpeter (1934) sees the entrepreneur as a person, who, through new
combinations creates new forms of products, processes, markets, and organisational
forms. Since Schumpeter's early contribution, the term entrepreneurship has evolved
and today its meaning is rather more abstract and attributable to either an individual or
group that identifies, shapes and develops business opportunities, and then transforms
these into successful enterprises. There is a substantial amount of research within the
entrepreneurship literature that explores the characteristics and attributes of the
entrepreneur. Some of the more established include: Entrepreneurs are creators, creators
of ideas, jobs and economic value (Thornberry, 2001) Entrepreneurs are achievement
orientated, like to take responsibility for decisions and dislike repetitive routine work
(Kets de Vries, 2000). Entrepreneurs may be risk-takers (Knight, 1921), they may give
more weight to the importance of not missing out on an opportunity than they do the
likelihood of a new venture failing (Dickinson & Giglierano, 1986.) Entrepreneurs have
a high need for autonomy (Sexton and Bowman, 1985) and fear of external control
(Smith, 1967).

2.3.2 Corporate Entrepreneurship
The term corporate entrepreneurship is much more recent with Pinchot (1985) claiming
to be the first to coin the term. It is described by Pinchot (1985) as start-up
entrepreneurship turned inward.

Otherwise stated, corporate entrepreneurship is

entrepreneurship that occurs within larger organisations as opposed to that associated
with new start-up enterprises.
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Here corporate entrepreneurship is seen as being different from entrepreneurship due to
the context within which the entrepreneurship is occurring.

It could be argued that

entrepreneurship is a cognitive or trait function and is not determined by where this
cognition takes place. As this research project is firmly situated within a social
constructivist epistemology, I argue that the organisational environment and the
interactions, relationships and meanings construed by all within may impact upon and
affect entrepreneurship therefore making a contextual difference to that of traditional
start-up entrepreneurship.

(2001: 526) describes the problem associated with
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"

Lower costs and prices (Easyjet is a successful entrepreneurial
flight operator that offers competitively priced flights through the
internet).

"

Instant response (Lastminute. com is a successful entrepreneurial
web-based facility for buying various kinds of cheap last minute
tickets).

"

Greater product variety (Amazon. com).

"

Product customisation (Acumin corp. is an entrepreneurial webbased vitamin company that blends vitamins, herbs and minerals
according to specific customer instruction.

Jones-Evans (2000) offers further internal and external organisational factors to try and
explain the growing interest in the field of corporate entrepreneurship (2000: 243):

A

The blurring of boundaries between the formal and informal labour
markets, with serious consequences for labour mobility and job
security, especially for white collar workers.
change in attitudes towards entrepreneurship, with higher degree of
individualism, particularly among the middle classes who make up the
professional workers within many large organisations.
The technological revolution, predominantly in computing and
information services and agriculture.
Economic uncertainties leading to changing and unstable market
conditions.
Pressures on the manufacturing sector to discard unnecessary
overheads and externalise previously internalised services.

With such promises of regenerative outcomes, corporate entrepreneurship has attracted
audiences across many disciplines including psychology, sociology, organisational
behaviour and corporate strategy.

Below, I have adapted a model originally developed by Howard Stevenson (2000) to
illustrate why those from academia and strategic practioners' interest in the corporate
Stevenson's
is
has
growing.
and
model was
still
phenomenon
entrepreneurship
in
business
dimensions
terms of a
to
of
practice
critical
six
examine
originally used
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range of managerial behaviours (at one end of Stevenson's continuum is entrepreneurial
type behaviour,
dimensions

and at the other end is administrative

that Stevenson describes are particularly

behaviour).

Four of the six

relevant in attempting

to explain

the increased interest in corporate entrepreneurship and are:
"

Strategic orientation (Factors that drive the formulation

"

Commitment

to opportunity

"

Management

structure (Tension between traditional

(Includes identifying

of strategy).

and pursuing opportunities).
authoritative

management

and flexible management).
"

Reward philosophy (Tension between reward based on performance and reward
based on responsibility).

In Figure 2.1 some of the ideas from Stevenson's discussion have been tabulated and
adapted to demonstrate

some of the self-perpetuating

tensions that can pull a large

(bureaucratic and institutionalise(l)

organisation towards adopting a more administrative

stance. the factors that can push an organisation towards corporate entrepreneurship,
the regenerative outcomes of the pull towards corporate entrepreneurship.

Not all of the

The ones that have been included have been

examples he discusses have been included.
chosen because of their applicability

and

to the 'large organisation'

context.

Figure 2.1 Pressures that push an oreanisation towards entreprenew ial behaviour or pull towards
adnminist ative behaviour.
Pressures that push an
towards
organisation

corporate entrepreneurial
behaviour

j

Ideas adapted from Stevenson (20(X): H-I Z)
DIMENSION
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"
"

"
"
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"

Diminishing opportun iis
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"

"A

"

behaviour

Greater demands Moon Csecutices tin
meeting Return oil Investments over
pursuing opportunities.
Responsibility to use all resources
once acquired (c. g. Plant, People,
Technology & Financial).
greater number 0f responsibilities,
necessitating a mire complex.
lengthierdecisi n process.
Compromise in order to reach
consensus and resultant evolutionary
rather than revolutionary
commitment.

"
"

I-Je ihihts IN nrrsimised %+ith
flat and informal structures.
Employees desire for

Management
Structure

"

autonomy.
"

"

"
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Reward

expect compensation relative
to contribution.
Increased competition for
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pressure for rewards to he in
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contribution.

As Figure
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Difficulty in determining the salve of
an individuals contribution,
\lost public shareholders are
uncomfortable with ronipcnsalion
is high-elen it in nropotlion to
contribution.

2.1 suggests, rapid changes in technology

streams are pushing organisations

speed in decision-making
that are drawing

more entrepreneurial

opportunity

and innovativeness

(Knight. 1921), and it is these

towards corporate entrepreneurship

organisations

and manage risk.

windows
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stance, whereby flexibility

so as to

Changes in management
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that

Entrepreneurs are also associated with their

and propensity for risk-taking

better handle shorter decision

and diminishing

towards harnessing the creativity

associated with start-up entrepreneurship.
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Need loi elrarlý defined aulliorits and
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that events he made routine.
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towards adopting a
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structures and employees have high levels of autonomy. Finally, according to Stevenson,
there are a growing
contribution

within

that seek remuneration

number of employees

rather than on their performance.

teams and organisations,

such changes are pushing organisations

based upon their

towards adopting

a remuneration

Again,

philosophy

that rewards entrepreneurial activity and success.

However, the tensions that pull an organisation to adapting a more administrative
are compelling.
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investments over pursuing, potentially
responsibility
consuming.

and workloads

In order to function,

being demanded to achieve return on their

risky opportunities.

can often

stance

make decision
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Managers having increased
processes lengthy

and time

require clearly defined authority,

and subsequently demand routine and formalised management systems-within-systems.
These intricate chains of sub-systems, however, are more often than not complex and
they perpetuate the inertia within the organisation. Finally it is extremely difficult to
determine the actual and exact value of an individual's contribution in a team situation
for remuneration purposes and a likewise a team's effort expended in an organisational
push. This model may raise many more questions that are beyond the parameters of this
literature review, however, what I hope it does provide is an indication of why
academics and practitioners alike desire to understand corporate entrepreneurship and
why its empirical exploration could be useful for the strategic development of private
and public sectors sector organisations.

2.4

Corporate Entrepreneurship

versus the Entrepreneurial

Organisation

What is corporate entrepreneurship? I will begin by introducing, and discussing some
typical definitions of corporate entrepreneurship found within the research literature,
then I will explain the terms corporate entrepreneurship, entrepreneurial posture, and the
entrepreneurial organisation.

With assurances of regenerative outcomes, this relatively recent management sub-field
has attracted audiences and contributions from across many business disciplines.
Subsequently definitions can very considerably in their approach and desired outcome.
Broadly speaking, I have identified two streams of definition.

Those that lean more

towards a strategic management lens which view corporate entrepreneurship as a form
of strategic renewal. I observe that definitions from this approach are usually associated
with research that tries to explain corporate entrepreneurship through nomothetic
behaviour
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Some researchers see corporate entrepreneurship as an extension of

start-up

entrepreneurship. Pinchot (1985) describes corporate entrepreneurs (he introduces the
label intra-corporate entrepreneur or intrapreneur for short) as `dreamers' who
participate in `entrepreneurship turned inward'. Stevenson and Jarillo (1990: 23), build
upon Pinchot's behavioural perspective, and define corporate entrepreneurship in
relation to opportunity and risk-taking:
`Entrepreneurship is a process by which individuals -either on
their own or inside organizations- pursue opportunities without
regard to the resources they currently control'.
Stevenson and Jarillo (1990) use the term opportunity to describe a future situation that
is deemed desirable and feasible.

They argue that opportunity is relative since

opportunities may vary among individuals and for each individual over time. Stevenson
and Jarillo (1990: 23) suggest that `this behavioural, situational definition fits well with
common experience that the level of entrepreneurship varies across the life of the
individual or even across the different activities of an individual in a given moment. '

Covin (1999:47) highlights that innovation is the single common theme underlying all
forms (and definitions) of corporate entrepreneurship. However, he advises caution
explaining that:
`The presence of innovation per se is insufficient to label a firm
entrepreneurial. Rather, it is suggested that this label be reserved
for firms that use innovation as a mechanism to redefine or
rejuvenate themselves, their positions within markets and
industries, or the competitive arenas in which they compete.'
Covin's definition above epitomises those definitions offered by those leaning towards
the strategic management lens.

These contributions tend to draw upon the early

Schumpeterian Innovation Concept (quoted at the beginning of this chapter) describing
corporate entrepreneurship in terms of `new combinations'.

Similar definitions are

Russell
(1991)
(1999).
Slevin
Covin
(1984),
by
Burgelman
and
and
offered
example, Burgelman (1984: 154) states:
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For

`Corporate entrepreneurship involves extending the firm's domain
of competence and corresponding opportunity set through internally
generated new resource combinations. '
Building on this, still within the strategic management lens, corporate entrepreneurship
has been defined in terms of a set of three behaviours: innovation, risk-taking and
proactiveness (Covin and Slevin, 1991: Miller, 1983: Miller and Friesen, 1978,1982:
Zhara and Garvis, 2000). As Miller describes (1983: 771):
`An entrepreneurial firm is one that engages in product-market
innovation, undertakes somewhat risky ventures, and is the first to
come up with `proactive' innovation. '
Zahra and Garvis (2000: 471) describe corporate entrepreneurship as `the sum of a
company's innovation, risk-taking and proactiveness. These activities usually seek to
increase the firm's innovativeness, adaptation and agile strategic responsesto changes in
the external environment. '

Compared with the number of definitions from the strategic management lens, I found
that there are fewer definitions that attempt to describe corporate entrepreneurship
through the organisational behaviour lens. Those I found within the literature share
similar patterns to those from the strategic management lens, for example most of the
definitions link corporate entrepreneurship to innovation:
`Corporate entrepreneurship attempts to develop an internal
entrepreneurial spirit, philosophy, and structure that will produce
a higher than average number of innovations. ' (Daft: 1992,259)
Furthermore, there are definitions that view corporate entrepreneurship in terms of a set
of

behaviours.

Within

the strategic management lens these behaviours are

Paul
Morris
(1987)
from
however
innovation,
the
and
proactiveness, risk-taking and
in
define
lens,
behavioural
terms of
entrepreneurship
corporate
organisational
encouraging creativity, flexibility and supporting risk.

Thomson and McNamara (2001) define corporate entrepreneurship drawing heavily
from the work of Stopford and Baden-fuller (1994). Stopford and Baden Fuller's work
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will be discussed later. Even though they do not provide a definition themselves, they
identify five attributes required by organisations for corporate entrepreneurship. These
attributes are: proactiveness (strategic management lens), aspirations beyond current
ability (based on Schumpeter Innovation Concept), team-orientation (organisational
behaviour lens), capability

to resolve dilemmas (drawing

from

Schumpeterian

Innovation Concept) and learning capability (organisational behaviour lens). Based on
this dynamic set of attributes, I feel that Thomson and McNamara have provided the
field with one of the most inclusive definitions to date, and this is how I view corporate
entrepreneurship:
'Corporate entrepreneurship involves teams within a firm led by
intrapreneurs or corporate champions who promote entrepreneurial
behaviour inside large organisations, proactively engaging in risky
projects that seek to create new, innovative, administrative
procedures, products and services that facilitate organisational
renewal and growth. ' Thomson and McNamara (2001:671)
Their definition considers corporate entrepreneurship at the individual (intrapreneurs)
team and organisational level.

It includes the role of sponsors, or champions in

supporting corporate entrepreneurial activity.

The definition incorporates the three

attributes frequently cited from the strategic management lens literature, proactiveness,
risk-taking and innovation. Furthermore it specifies that corporate entrepreneurial
activity may be administrative, procedural, a product or a service, and that the renewal is
Extending
level.
(not
the notion of corporate
the
strategic)
organisational
necessarily
at
entrepreneurship further, Covin and Slevin (1991) introduce the term 'entrepreneurial
from
Schumpeterian
Innovation
draws
The
'entrepreneurial
the
term
posture'
posture'.
Concept (1934) and the work of Miller (1983).

Organisations with entrepreneurial

behavioural
in
described
patterns are recurring:
those
particular
which
as
postures are
`In short, firms with entrepreneurial postures are risk taking,
innovative, and proactive. They are willing to take on high-risk
bold
high
and aggressive
are
and
returns,
projects with chances of very
in pursuing opportunities. Entrepreneurial organizations often initiate
first
frequently
to market
to
are
and
respond,
actions which competitors
with new product offerings. In support of this strategic orientation,
entrepreneurial firms characteristically emphasise technological
leadership and research development.' (Covin & Slevin 1991:7-8)

43

Another label I have found within the literature to describe entrepreneurial posture is
entrepreneurial organisation.

Both terms are used interchangeably.

Stevenson and

Jarillo (1990) define an entrepreneurial organisation as (1990: 23) 'that which pursues
opportunity, regardless of resources currently controlled'.

Both terms are suggestive of

an organisation that is at its highest state of corporate entrepreneurship, perhaps in
reality an unachievable position, as might be `The Learning Organisation' that is
described in Chapter 3.

2.5

Attributes of Corporate Entrepreneurship

Both streams of definitions discussed earlier identify specific constructs or attributes of
corporate entrepreneurship.

Before exploring

the various forms of corporate

entrepreneurship, I feel that it is important to define and describe each of these attributes
and the context with which they are referred to in the research literature. The strategic
management lens definitions provide us with three attributes: innovation, proactiveness
and risk-taking.

The organisational behaviour lens provides us with another two,

namely: creativity and flexibility.

Finally, Stopford and Baden-Fuller (1994), propose

four more attributes that are common to all forms of corporate entrepreneurship and that
underpin a definition offered by Thomson and McNamara (2001): Aspirations beyond
current ability, team-orientation, capability to resolve dilemmas and learning capability.
Given the limitations of this study only the construct common to all three, which is
innovation, will be described briefly here.

Rogers (1962) explores `diffusion of innovations' in terms of social systems. He defines
social systemsas (1962: 14)
`a population of individuals who are functionally differentiated and
The
behaviour.
in
members of
solving
engaged collective problem
the social system are individuals, although these individuals may
'
firms,
industrial
informal
or
schools.
groups,
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Rogers'
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and
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including,
business
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research
a number of area within
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and organisational behaviour (including change).

His work (Figure 2.2) introduces five

`adopter' categories of individuals within a social system based upon their innovativeness
and the time at which the innovation is adopted.
Figure 2.2 Rogers' five ado tern of innovation categories
Adopter
Category

Salient Values

Innovators

Venturesome,
willing to accept
risks.

Early
Adopters

Early
Majority

Late
Majority

Laggards

Personal
Characteristics

Youngestage,
highestsocial
status,largestand
most specialised
operations,wealthy.
Respect, regarded High social status,
by many others in large specialised
the social systemas operations.
a role model.
Deliberate, willing
to
consider
innovations only
after peers have
adopted.
Sceptical,
overwhelming
pressurefrom peers
before
needed
adoption.

Communication Behaviour

Social Relationships

Closestcontactwith scientific
information sources,
interactionwith other
innovators,relativelygreatest
useof impersonalsources.
Greatest contact with local
changeagents.

Someopinion
leadership,very
cosmopolite.

Greatestopinion
leadershipof any
other categoryin
most socialsystems.

Above
average Considerable contact with
social
status, change agents and early
average
sized adopters.
operation.

Someopinion
leadership.

Secureideas from peers who
are mainly late majority or
early majority, less use of
massmedia.

Little opinion
leadership.

Below
average
social status, small
little
operation,
specialisation,small
income.

Tradition, oriented Little specialization,
lowest social status,
to the past
smallest operation,
lowest
income,
oldest.

Neighbours, friends and Very little opinion
relatives with similar values leadership,semisource of isolates.
main
are
information.

The innovators are those that adopt innovations most quickly. The early majority and late
majority would be those typically fitted within the front-half of the bell on a bell-shaped
curve (see Chapter 4 organisational change for an illustration of Rogers' theory in a bellshapedcurve), those consisting of the majority of the sample or population would be in the
bulbous part of the bell-shaped curve, and the laggards are those that are least likely or
in
bell-shaped
located
be
innovation
trailingtail
the
the
of
to
and would
slowest adopt an
curve.

For note, I have observed that there are signs of a divide emerging within those that
discuss
I
in
Chapter
divide
This
those
that
will
echoes
study corporate entrepreneurship.
3 in relation to organisational learning and the learning organisation. Firstly there are
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those contributions from academic researchers that attempt to understand the corporate
entrepreneurship process and associated behaviours (corporate entrepreneurship), and
contributions from practitioners that attempt to prescribe a toolkit to achieve an
organisation that has reached the highest desired state of entrepreneurship, a state of
Utopia in term of entrepreneurial organisation.
contributions

As with `the learning organisation',

from practitioners may lack the critical

objectivity

and academic

robustness of those academics who contribute to the corporate entrepreneurship subfield.

2.6 Classification-based Typologies of Corporate Entrepreneurship
I have found many different labels that are used in the research literature to describe
forms of corporate entrepreneurship. Similarly, there are a number of researchers who
have developed corporate entrepreneurship typologies (an attempt to describe corporate
entrepreneurship by breaking it down into themed `types').

Before introducing and

critiquing the many different labels I found in the literature, I will introduce and critique
the aforementioned classification typologies.

Within the research literature there are seven key classification typologies of corporate
entrepreneurship. These models attempt to describe corporate entrepreneurship, by
breaking them down into themed parts. For example Covin (1999:49) describes:
`Having defined CE as the presence of innovation plus the presence
of the objective of rejuvenating or purposefully redefining
organizations, markets or industries in order to create or sustain
four
least
forms
it
is
to
at
envision
competitive superiority,
possible
of this phenomenon. These forms will be labelled sustained
regeneration, organizational rejuvenation, strategic renewal, and
domain redefinition. Significantly, all four CE forms are defined by
at least one potential basis for competitive advantage, albeit some
more clearly then others'.
Figure 2.3 lists, in chronological order, all of those authors that have developed
labels
literature,
the
attributes
the
and
and
typologies
research
within
classification
given by each researcher to the themed parts of their typology.
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At first glance it is apparent that there is a lack of shared meaning within
there are several typologies offered, each with its own unique combination

Schollhammer
entrepreneurship
and incubative.
entrepreneurship,

(1982)

proposed

broad

which lie labelled: administrative,

categories
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opportunistic,

Each of these themes represents

a strategic
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internal
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Vesper (1984) in his investigation
identified
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the field as

into the 'faces' of corporate entrepreneurship

eight themes: New strategic

direction,
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initiative

from below.

initially

autonomous

-

business unit creation, ordinary new product development, acquisitions, joint ventures,
venture groups or divisions and independent spin-offs (or new start-ups).

However, Vesper centred his research on the first three (initiative from below, new
strategic direction and autonomous business unit creation. ) Vesper conducted 178, semistructured interviews and found that respondents saw initiative from below, new
strategic direction and autonomous business unit creation as the most characteristic of
entrepreneurship. Vesper does not clearly explain in his study how respondents were
selected, and their position and role within the organisations. I raise attention to the
possibility

that perceptions of corporate entrepreneurship may vary considerably

between different organisational groups (departmental, technical, venture, hierarchical,
cultural).

Ginsberg and Hay's (1994) work builds on research from Botkin and Matthews (1992)
and

categorises

corporate

entrepreneurship

into

four

strategic

categories:

Intrapreneuring, internal corporate venturing, merger and acquisition and entrepreneurial
partnership. Stopford and Baden-Fuller (1994) examine corporate entrepreneurship as a
strategic approach to management, rather than a potentially ad-hoc occurrence within a
corporate setting, as do Ginsberg and Hay (1994). In their study, Stopford and BadenFuller identify three forms of corporate entrepreneurship: new business venturing,
organisational renewal and frame-breaking change.
Covin's (1999) approach in proposing a typology for corporate entrepreneurship stands
out as being more academically robust and thorough in its methodology, even though it
is discussion based and has not as yet been empirically tested. Covin (1999) lays out a
by
least
basis
for
defined
his
'forms
one
at
potential
that
are
criterion
each one of
(p49).
He
than
others'
assesseshis
clearly
competitive advantage, albeit some more
typology using criteria proposed by Hunt (1983: 355) for evaluating classification
identified
The
modes
schemata.

by Covin (1999) are: Sustained regeneration,

domain
Thornberry's
redefinition.
and
renewal
strategic
organisational rejuvenation,
(2001) typology draws from key management texts, such as Pinchot's (1985)
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`Intrapreneuring' (see section 2.7.9) and Stopford & Baden-Fuller's (1994) 'Industry
Rule-bending' (see section 2.7.12).

From an in-depth literature review, eighteen different labels have been found that are
used to describe forms of corporate entrepreneurship. All of these labels are included at
least once in Figure 2.3 (page 47).

Figure 2.3 will act as a loose framework for

discussing these various forms, for example those included in Scholhammer's (1982)
classification will be defined and critiqued first, then Vesper's (1984) and so on and so
forth.

2.7 Types and Levels and Orientations of Corporate Entrepreneurship
The next section looks at the different forms of corporate entrepreneurship found from
an in-depth review of the research literature. This list is not exhaustive, and there may
be several more forms within the literature that have not been identified here. Figure 2.4
has been constructed to conceptualise the forms of corporate entrepreneurship found
within key research. Figure 2.4 also shows the levels or combinations of levels from
which these different types occur (strategic level, group level or individual level). The
illustration depicts whether the form of corporate entrepreneurship is internally oriented
(occurs from within the organisation) or externally oriented (occurs externally to the
organisation, in its environment).
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Figure 2.4 Types, Levels and Orientations of Corporate Entrepreneurship

IInternall
y
orientated

Strate c Renewal

Organisational
Transformation

Acquisition

Externally orientated

Joint Venture
STRA EGIC

FOrganisational

Autonomous

J

LE EL

rejuvenation

Mergers

Business

Unit operation

Industry Rule Bending
or Framebreaking

New strategicdirection

change

Domain
Redefinition

Entrepreneurial
Partnership

Original new
Product
Development
Venture groups
and divisions
(formal) or

Intrapreneuring

Internal
Corporate
venturing

Independent Spin-Offs

Sustained
Regeneration

skunkworks
(informal)

INDIVIDUAL
TEAM
LEVEL

LEVEL

FInitiative

/

from Below

From Figure 2.4 several observations can be made:
There are two streams of corporate entrepreneurship that stem from the strategic
level: those that are internally orientated and those that are externally orientated
i.
to
the
the
that
those
or
externally
organisation -in
organisation
occur
e.
within
its environment
"

An observation is the distribution of the forms. There are a higher proportion of

forms realisedat the strategiclevel.
"

Intrapreneurship,

internal

corporate

venturing,

ordinary

new

product

development and sustained regeneration have been used within the literature to
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describe different

entrepreneurial activity

occurring

from

all

levels of

organisational hierarchy, hence their positioning in the middle of the diagram.
"

Ambiguities in the literature have led to strategic renewal being used to describe
activities that are both internally orientated and externally orientated, hence its
positioning in Figure 2.4.

"

Skunkworks and venture groups only occur at the team level

"

Initiative from below can involve individuals and/ or groups, but does not occur
at the strategic level, and is always internally oriented.

"

Independent spin-offs may occur at the individual level, when an individual
leaves an organisation to set up his/ her own organisation, or may be an
intentional, deliberate strategy, when an individual is supported in setting up a
spin-off, as part of the parent organisations strategic plans. Independent spinoffs are always externally orientated.

As the observations above indicate, there are a number of grey areas within the field of
due
Covin
48)
discusses
(1999:
to these grey areas
that
the
arise
problems
research.
within the literature, with reference to the pursuit of competitive advantage.
`Part of the problem in trying to infer from the literature why corporate
entrepreneurship works is the fact that while there is general agreement
that firms per se can be entrepreneurial... there is no consensuson what
it means to be entrepreneurial. This situation is exacerbated by the
proliferation of labels for entrepreneurial phenomena in organisations.
Thus, when management theorists talk about CE, they are often talking
about different phenomena. And with ambiguity surrounding the
nature of the CE construct, it is not surprising that a general
understanding or theory of why CE often creates competitive advantage
has failed to emerge.'
These ambiguities can lead to several problems for researchers. Firstly, it takes time to
literature,
before
dissect
conflicting
the
critical
and
somewhat
confusing
unpick and
discussion or investigations can begin.

Secondly, differences in interpreting the

literature could lead to incorrect research, and subsequently incorrect practice. Thirdly,
it makes accumulative research more problematic and open to further misinterpretation.
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On a more positive note, there seems to be much more agreement concerning the
meaning and the characteristics underpinning each of Vesper's (1984): ordinary new
product development, venture groups (or divisions), joint

ventures, acquisitions,

independent spin-offs (or new start-ups) than there are with the other forms of corporate
entrepreneurship he identifies and classifies. These terms are familiar to both business
academics and business practitioners.

2.7.1 New Strategic Direction
New Strategic Direction is cited by Vesper (1984) from the Strategic Planning Institute
(1982).
'In their application it presumed newness to management of any two of
(1) product, (2) market, (3) technology, plus the notion of current
investment being made in the interest of future rather than immediate
returns; not being simply a product line extension, and being perceived
by customers and competitors as a new entrant in the market. '
(1984: 294)
New strategic direction occursfrom the strategic level of an organisation. Drawing from
the Schumpeterian Innovation concept, it may include any of the combinations cited in
the above, and both individuals and teams can be involved within the process.

2.7.2 Initiative from Below
Initiative from Below is defined by Vesper (1984) as involving:
`employee initiative from below in the organisation to undertake
something new. An innovation which is created by subordinates
without being asked, expected, or perhaps even given permission by
higher management to do so.' (1984: 295)
Initiative from below describes an unofficial form of corporate entrepreneurship that
individuals
individuals
by
be
teams
within the organisation.
of
or
generated
may
Initiative from below includes Pinchot's (1985) interpretation of intrapreneurship (see
section 2.7.9), and bootleg group projects, commonly referred to in the literature as
from
below
fits
into
Initiative
(1988).
Covin's
1983:
Kanter
(Peters,
also
skunkworks
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(1999) sustained regeneration (see section 2.7.13). Initiative from below by definition
does not occur from the strategic level, or involve formal strategy.

2.4.3 Autonomous Business Unit Creation
Autonomous Business Unit (ABU) creation is essentially when a parent organisation
sets up a separate strategic business unit, which is decentralised from the parent. In order
to encourage and promote corporate entrepreneurship, the ABU has separate governance
to that of the parent organisation and is isolated from all of its associated bureaucracies.
Even though the ABUs incorporate individuals and groups, this is still a strategic
approach to corporate entrepreneurship and one which is externally orientated.

2.7.4 Ordinary New Product Development (ONPD)
Knight (1987) defines ordinary new product development as the traditional approach to
corporate innovation. It is a more formalised set of procedures within an organisation to
achieve competitive advantage.
`A typical pattern is where various specialists each play roles in a
sequence which might begin with market research and / or
brainstorming to identify new product directions. An R&D project is
then authorised by top management to perform pilot exploration of
technical problems. If results are favourable, some sort of larger new
product team or task force is then appointed, likely through a matrix
organisation to carry the product forward through prototyping,
preliminary design, testing, production engineering, tooling, promotion
and introduction in a relatively linear, albeit with some iterative loops,
fashion. ' Vesper (1984: 296)
As Vesper highlights, this form involves individuals, groups and strategic levels of an
organisation. It could be argued that ONPD is not entrepreneurial due to its structured
forms
be
but
it
linear
that
many
of corporate
can
argued
also
and
nature,
entrepreneurship (such as domain redefinition, new strategic direction, autonomous
business creation) are in some way structured if not linear, and so this remains open for
debate. Ordinary new product development fits into Covin's
regeneration mode (2.7.13).
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(1999) sustained

2.4.5 Merger and Acquisitions
Merger and acquisitions involve one organisation acquiring and taking over another,
rather than creating a new one (Vesper 1984, Knight, 1987, Lengnick-Hall,

1991)

through purchase or stock merger. Ginsberg and Hay (1994) in their article `confronting
the challenges of CE' highlight that merger and acquisitions usually involve a structure
that is integrated into the organisation with external origins, i.e. the entrepreneurial
resources are not `home grown'.

2.7.6 Joint Ventures
A joint venture is when is when two firms `contribute the necessary elements to create
innovation' (Knight, 1987:286). Vesper (1984) highlights how a joint venture may also
incorporate other forms of corporate entrepreneurship such as something that is initiated
from below or something that may lead to a new strategic direction. Ho Park and Kim
(1997) underline the advantages of `partial combinations' of resources between partners'
which is another way of describing a joint venture.
`The cooperative relationships can be used to bind together the
complementary assets that represent portions of the two partners'
Joint ventures can avoid market inefficiency when
operations.
idiosyncratic and specific assets are involved by creating a reciprocal
governance structure through equity sharing. ' (1997: 86)
Again, this makes reference to the underlying principles behind the Schumpeterian
Innovation Concept. A joint venture will be initiated from the strategic level of an
organisation,

but may (or may not) incorporate

both group level and individual

level

activity.

2.7.7 Venture Groups and Divisions
Venture groups and divisions are groups of individuals that are brought together for the
purpose of creating innovations within organisations. Vesper (1984) describes them as
`hothousesfor cultivation of new ventures' (1984:296).

David (1994) in his study of

internal corporate venture groups characterises venture group efforts as:
`I) Semi-autonomous R&D groups within the corporate entity; 2)
[being] created to exploit (primarily) product concepts that promise to
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help the firms get into new businesses; 3) [being]-the
main
responsibility of venture managers; and 4) using resources that are
solely under the control of the firms. ' (1994: 38)
Venture groups are normally recognised by the organisation, but bootleg venture groups
or skunkworks can evolve in organisations. There is a plethora of research that explores
team-work.

This would definitely

provide a fruitful

source of information

for

understanding venture groups and divisions.

2.7.8 Independent Spin-offs
An independent spin-off is either where an organisation sponsors individuals to set up
their own business, or where an individual sets up its own business after having left the
`parent' organisation due to frustration over its rules, regulations and conservative
approach to innovation (Knight,

1987).

The latter is usually characterised by an

individual `taking along a technology that serves as the entry ticket for the new business
in a high-technology industry' (Steffensen, Rogers and Speakman, 1999:96). Spin offs
literature
(Jones-Evans,
2000).
the
to
within
are also referred as start-ups and spin-outs

2.7.9 Intrapreneurship
Intrapreneurship is a term that was popularised by Pinchot (1985) in his book
`Intrapreneuring'. Shorthand for intra-corporate entrepreneur, he defines the intrapreneur
as `any of the dreamers who do' (1985: 1). Pinchot's view of intrapreneuring was very
much from the individual level, and likened the intrapreneur to an entrepreneur within
an organisational setting.
`These corporate risk takers are very much like entrepreneurs. They
take personal risks to make new ideas happen. The difference is that
they work within large organizations instead of outside them.'
(1985: xii) `Needless to say the resources of a large company can be
Corporations
innovator.
be
can provide
to
a
would
attractive
depth
facilities,
a
suppliers,
of
supportive
of
networks
manufacturing
proprietary technology, all kinds of personal resources, and marketing
by
bureaucratic
however
Such
the
offset
often
are
advantages
clout.
(1985:
'
Pinchot
inhibit
intrapreneuring.
xvi)
that
systems
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Pinchot uses examples of intrapreneurs such as Art Fry, the intrapreneur who gave the
world post-it notes, and Chuck House who provided Hewlett Packard with the
`electronic lens' CRT display. Both of these intrapreneurs share many characteristics
that have been attributed to entrepreneurs: autonomy, innovativeness and risk taking
(Lumpkin and Dess (1996). I suggest that Pinchot's work on intrapreneuring is most in
keeping with the sub-field of

`entrepreneurial organisation' identified earlier in this

informative,
but
lack
intrapreneurs
His
the critical
are
accounts of successful
chapter.
objectivity

that academic research requires.

Furthermore, his work is largely

in
desired
is
the
towards
reaching
state
organisations
supporting
prescriptive, and geared
of an entrepreneurial organisation (Covin & Slevin 1991).

Intrapreneuring is now commonly used to describe a multitude of organisational
activities.

Gibb

(1990:49-50)

intrapreneurship highlights

in

his

comparison

of

entrepreneurship

the extent of this practice through identifying

and
eight

intrapreneuring
literature,
occurs:
the
where
organisational activities, within
"

The development of the overall climate of management of the company.

"

Intra-corporate venturing designed to stimulate the development of new products
down
divergent
be
improvements.
These
stream
or
mainstream,
can
or product
from the main business. This can be internal, partly external or entirely external
to the parent company.

"

The selling out of existing technology into new markets.

"A

in
innovation
process/ method/ organisation.
of
stimulating
means

"A

means of rationalizing business.

"A

means of reducing personnel.

"A

means of recharging, creating a more aggressive company.

"A

individual
developing
management competencies.
means of

As the above implies, the label `intrapreneuring' has been adopted by both theorists and
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different
describe
organisational
activities.
to
of
very
a number
practitioners
level
but
from
the
by
Gibb
(1990)
identified
the
of
organisation,
strategic
occur
activities
level
hierarchical
the
individual
organisation.
within
any
at
groups
and
can affect

56

2.7.10 Internal Corporate Venturing
Internal corporate venturing is defined by Jones-Evans (2000: 244) as:
'the creation of new ventures within existing organisation to stimulate
or develop new products or product improvements, including
autonomous business units established within the corporation to
develop new product and/ or market, venture groups or divisions set up
for the cultivation of new ventures and independent spin-offs. '
Thornberry (2001) describes ventures as requiring vast amounts of new learning on the
part of the organisation.

The study of internal corporate venturing has grown

considerably within the last decade, to such an extent that it has becoming a field within
itself. Journals such as the Journal of Business Venturing confirm the increased interest
within this niche of CE.

2.7.11 Entrepreneurial

Partnerships

An entrepreneurial partnership is described by Ginsberg and Hay (1994) as occurring
when a large organisation partners with small, start-up firms. An example cited in their
article explores the challenges of CE is the Swedish chemical company Perstop, which
has entrepreneurial partnerships with over 30 small firms in Europe and the US. This
form of corporate entrepreneurship would occur from the strategic level, autonomy is
encouraged and the partnership is externally oriented.

2.7.12 Industry Rule-bending and Frame-breaking Change
Industry rule bending focuses on changing the rules of competitive engagement. It sits
within Covin's (1999) strategic renewal (see section 2.7.15) and is also referred to by
Stopford

and

Baden-Fuller's

(1994)

as frame-breaking

change.

Involving

`transformative behaviour' which is based around the Schumpeterian Innovation
Concept, Stopford and Baden-Fuller (1994) emphasise that this form of corporate
its
the
and
competitive environment,
organisation
entrepreneurship must not only effect
but it must also change it into something significantly different from what it was.
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2.7.13 Sustained Regeneration
Sustained regeneration is a form of corporate entrepreneurship that can stem from all
levels within the organisation, and has therefore been placed in the centre of Figure 2.4:
`Firms successful at the sustained regeneration form of CE tend to
have cultures, structures, and systems supportive of innovation.
They also tend to be learning organizations that embrace change
and willingly challenge competitors in battles for market share.'
Covin (1999: 90)
Underpinned by the Schumpeterian innovation Concept, organisations that engage in
sustained regeneration are those that regularly and continuously introduce new products
and services or enter new markets.

2.7.14 Organisational Rejuvenation
Covin (1999) emphasises that organisational rejuvenation centres on change within
organisations but not necessarily a change in strategy.
`The current use of the term organizational rejuvenation is
intentionally limited to corporate entrepreneurial phenomena for
is
innovation
focus
the organisation per se.
the
target
of
which
and
This position is adopted because we believe it important to
recognise that firms need not change their strategies in order to be
entrepreneurial. Rather, CE may involve efforts to sustain or
increase competitiveness through the improved execution of
particular, pre-existing business strategies. When this is the case,
organizational rejuvenation is the label we would attach to the
entrepreneurial phenomenon.' Covin (1999:50)
Organisational rejuvenation is placed at the strategic level within Figure 2.4, as it
describes a form of entrepreneurship whereby the organisation sustains or improves its
competitive standing by altering its internal processes,structures and/ or capabilities.

2.4.15 Strategic Renewal
In keeping with the emerging theme, there are a number of different definitions of
strategic renewal within the literature reviewed.
referring:
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Covin defines strategic renewal as

`... to the CE phenomenon whereby the organization seeks to
redefine its relationship with its markets or industry competitors by
fundamentally altering how it competes.' Covin (1999: 50)
Simply put, this is the Schumpeterian Innovation Concept, but based from an
organisation's external environment.

However, Guth and Ginsberg (1990) define

strategic renewal as `the transformation of organizations through renewal of the key
ideas on which they are built' (1990:5). This interpretation of strategic renewal is more
in keeping with Covin's organizational rejuvenation (see section 2.7.14). To add to the
ambiguity,

Simons

(1994)

uses the term

strategic renewal to

describe the

implementation of a new business strategy. All of these different interpretations occur
from the strategic level of an organisation, but researchers need to be clear in whose
definition they are drawing from when investigating into this area.

2.7.16 Domain Redefinition
Domain Redefinition is defined by Covin (1999: 51) as when `the organization
proactively creates a new product-market arena that others have not recognised or
actively sought to exploit'.

This would enable an organisation to have a first mover

advantage over other organisations.

2.7.17 Organisational Transformation
Organisational transformation is similar to Covin's (1999) organisational rejuvenation
(see section 2.4.14), and involves changes in the intra-processes, structures and
capabilities of an organisation. It espouses from the strategic level of an organisation
and is internal in context. Thornberry (2001: 530) emphasisesthat:
'This type of entrepreneurship only fits the original Schumpeterian
definition if the transformation involves innovation, a new arrangement
or combination of resources, and results in the creation of sustainable
economic value. '
Thornberry underlines that de-layering, cost-cutting, re-engineering, downsizing and
using the latest technology does not guarantee that the organisation will recognise or
capture new opportunities, and therefore they do not meet the requirements of
organisational transformation.
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2.8

Key Areas of Research

Having introduced and critiqued some of the main forms of corporate entrepreneurship
found within the literature, this section explores the main areas of research within the
field of corporate entrepreneurship. As has been highlighted earlier in this chapter, the
field of corporate entrepreneurship has attracted audiences from a diverse range of
business disciplines. This section highlights that it has received much more attention
from certain disciplines (such as strategic management) over others (such as human
I

resourcing).
multidisciplinary

believe

that

contributions

corporate entrepreneurship would
from

fields

benefit

such as organisational

from

behaviour,

management psychology and human resourcing in order to help to understand more fully
its complexities.

There are three different 'subject' areas of research within corporate entrepreneurship:
the individual, the team and the organisation. The literature that explores the individual
focuses on Pinchot's (1985) intrapreneur, and draws heavily form the start-up
entrepreneur literature.

The majority of literature explores the characteristics of the

corporate entrepreneur. At the team level, the research literature focuses on corporate
venturing.

Corporate venturing is becoming a field within its own right, and itself

attracts audiences from medicine, psychology, sociology and organisational disciplines.
Due to time and space constraints, I do not intend to provide an in-depth analysis of the
corporate venturing literature for this project, but merely provide a summary of the key
points and arguments emerging from the theory.

At the organisational level key

contributions exploring strategy, structure, reward and resources, management style and
support will be introduced and critiqued.

Finally, to tie up these three subject areas,

three models will be introduced that attempt to describe the corporate entrepreneurship
process.

2.9

Corporate Entrepreneurship

at the Individual Level

Much of the research that looks at corporate entrepreneurship at the individual level
draws heavily from the start-up entrepreneurship literature. The characteristics of
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entrepreneurs have received some attention, particularly within the field of psychology.
A high proportion of this research has been based on American entrepreneurs, and as a
consequence faces criticism about its validity and applicability

when considering

entrepreneurs form different cultures, countries and continents (Spence, 1985: Delmar,
1996). Delmar (1996) states that there are five entrepreneurial characteristics that come
from the psychology research:
"

Risk-taking propensity (Entrepreneurs are willing

to take risks rather than

missing out on an opportunity (Dickinson and Giglierano, 1986).
"

Desire for autonomy (entrepreneurs have a high need for autonomy (Sexton and
Bowman, 1985).

"

Need for achievement (It is the prospect of achievement satisfaction, not money,
which drives the entrepreneur (Delmar, 1996).

"

Locus of Control (Entrepreneurs have higher levels of internal control: they
believe the achievement of control is dependant on their own behaviour and not
just luck (Delmar, 1996).

"

Over-optimism (entrepreneurs have higher perceived expectancy of success
(Delmar, 1996).

As highlighted earlier, this research specifically focuses on the start-up entrepreneur
is
Yet
this
the
than
of
start-up
research
corporate
much
used as a
entrepreneur.
rather
foundation for corporate entrepreneurship research. This suggests that much of the
research within this area does not attempt to examine the possible differences between
the personality of a start-up entrepreneur and a corporate entrepreneur. Many questions
arise from this disparity such as: do both personalities have a similar propensity for risk
taking - even when one is `sheltered' by a large organisation? Do both have high loci of
highly
the
possibly
works
within
a
entrepreneur
corporate
control, even when
bureaucratic organisation? Do both have a high desire for autonomy, even when a
hand
have
team
to
a
or
even
over projects to
work within
corporate entrepreneur may
teams for completion? It seems that corporate entrepreneurs should not only require
those characteristics inherent with successful entrepreneurship, but they should have
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those skills and attributes that support operating within an organisational setting.
However, I cannot find any literature that empirically explores these issues.
A

seemingly comprehensive exploration

of individual

corporate entrepreneurial

characteristics is a framework proposed by Jones-Evans (2000), see Figure 2.5 overleaf.
His adaptation of Pinchot (1985:70) provides a comparison of the organisational
attributes, managerial attributes, and personal attributes of traditional managers,
traditional entrepreneurs and corporate entrepreneurs. However, this framework exposes
itself to some criticisms. In particular, the original source Pinchot, (1985: 70) offers no
indication of his methodology underpinning the framework, for example how he
collected the data and analysed his data. Furthermore, it is not clear what types of
organisations were used to form the framework, what industry these organisations were
in, and where these organisations were geographically located.
Figure 2.5 managers. entrepreneurs and corporate entrepreneurs (adapted from Jones-Evans
2000)
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ENTREPRENEURS
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Attitude to
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Managerial
satisfaction
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hierarchy)

a firm - when
frustrated,rejects the
systemand forms
his/her own
Pleasesself and
customers

Pleasesself, customersand
sponsors

Primary Motives

Wants promotion and

Wants freedom. Goal

Wants freedom and access to

oriented, self-reliant and
self-motivated
Transactionsand dealmaking as basic
relationship

corporateresources

Relationshipwith
others

other traditional corporate
rewards
Organisationalhierarchy
as basic relationship

Transactionswithin
organisationalhierarchy

Managerial Attributes
Decisions

Delegation of
action
Management
attention

Agreeswith thosein
power/ delays decisions
for superiors
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takesmost of time
Primarily on eventsinside
the organisation

Follows private vision.
Decisive, action
oriented
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can upsetemployeesby
doing their work
Primarily on technology
and marketplace

62

More patient and willing to
compromisethan entrepreneur
Gets handsdirty - can do work
but knows how to delegate
Both inside-management-and
outside of firm- focus on
customers

Market Research

Problem-solving
style

Skills

Personal Attributes
PersonalAttributes

Education

Failure and
Mistakes
Family history

Has market studiesdone
to discover needsand
guide product/ service
concepts
Works out problems
within the system

Createsneeds.Talks to
customersand forms
own opinions

Does own market researchand
intuitive market evaluation like
the entrepreneur

Escapesproblems in
formal structuresby
leaving to start own
business
Professionalmanagement, Knows business
Abstract analytical tools,
intimately. More
businessacumenthan
people managementand
political skills
managerialskills. Often
technically trained

Works out problemswithin the
system,or bypassesit without
leaving

Can be forceful and
ambitious - fearful of
others ability to harm
careerdevelopment
Highly educated
Strives to avoid mistakes
and surprises. Postpones
recognisingfailure
Family membersworked
for large organisations

Risk

Careful

Status

Caresabout status
symbols

Self-confident,
optimistic, courageous

Less well educatedsomegraduatework,
but rarely PhD
Deals with mistakesand
failures as learning
experiences
Entrepreneurialsmall
business,professionalor
farm background
Likes moderaterisk.
Investsheavily but
expectsto succeed
Happy sitting on an
orangecrate if job is
getting done

Very like the entrepreneur,but
situation demandsgreaterability
to prosperwithin organisation

Self confident: courageouscynical about systembut
optimistic about ability to outwit
it
Often highly educated,especially
in technical fields
Attempts to hide risky projects
from view so can learn from
mistakeswithout public failure
Entrepreneurialsmall business,
professionalor farm background
Likes moderaterisk - unafraid of
dismissal so little personalrisk
Dismissestraditional status
symbolsof freedom

However, this framework provides fertile ground for future empirical research and
exploration. If the relationship in this framework could be 'tested,' then we would
understand more about the differences between traditional managers, traditional
entrepreneurs and corporate entrepreneurs at

the

individual,

managerial and

organisational level.

2.10

Corporate Entrepreneurship

at the Group Level

At the group or team level, there are a growing number of contributions which explore
business venture groups. A significant proportion of this literature does not differentiate
between the context of the venture group (for example whether the venture group is an
entrepreneurial `start-up' group, or whether it is an internal corporate venture group or
whether it is an external `spin-off' venture group').
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The literature that focuses more

specifically on corporate venture groups is much more limited

in quantity and

methodological approach (largely quantitative).

Sykes (1986) identifies a classification of intrinsic and extrinsic factors affecting
corporate venture success. Extrinsic factors include:
"

Procedural differences (control, incentive compensation, selection of venture
management and financing).

"

Structural Differences (technology, markets, organisational independence and
people background.

Intrinsic factors include:
"

Product related (Technical development, market development, years to sales).

"

Experiences of the venture management team (general managerial, marketing
and sales (in the venture's market area, technical (in the venture's field).

Using statistical analysis of data collected, Sykes argues that a venture manager's prior
experience in the venture's target market area and his/ her general managerial
experience are the factors most important to venture financial success.

Brazeal (1993) explored middle level managers in organisations where their positions
appeared to include the potential for innovation or autonomous action. Using statistical
analysis techniques, Brazeal concluded that in order to build

an innovative

organisational environment, the following actions should be taken by management:
Making available formal and informal creative outlets to all managers, using financial
and non-financial rewards to engage managers in innovative activities, and recruiting for
corporate entrepreneurship positions within the organisation.

2.11 Organisational Level Themes
This next section focuses on organisational level themes including the strategic level,
structure, reward, resourcing, management style and support for entrepreneurship within
the organisational context.
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2.11.1 Strategy
Strategy research into CE has grown considerably over the past twenty years, so much
so that a new niche area is evolving which is referred to in the literature as
`entrepreneurial strategy' (Miller

and Friesen, 1982).

CE is by no means a new

phenomenon in the strategy literature, with several key models emerging in the
seventies, such as Mintzberg (1973), Miles and Snow (1978) and Miller and Friesen
(1978).

All of these models centre around categorising firms through the type of

strategy they follow.

Mintzberg (1973) identifies three types of strategy or 'modes' in his discussion on
strategy making, entrepreneurial mode, adaptive mode and planning mode.
He defines the entrepreneurial mode as having the following characteristics
'I. In the entrepreneurial mode, strategy making is dominated by
the active search for new opportunities.
2. In the entrepreneurial organisation, power is centralized in the
hands of the chief executive.
3. Strategy-making in the entrepreneurial mode is characterized by
dramatic leaps forward in the face of uncertainty.
Growth is the dominant goal of the entrepreneurial organisation. '
Mintzberg (1973: 45-46)
Mintzberg likens his adaptive mode to that of Lindblom's (1959) 'muddling through'.
He describes the adaptive policy maker as accepting as given a powerful status quo and
lack of clearly defined objectives. The four distinguishing characteristics of the adaptive
mode as identified by Mintzberg are:
1) Clear goals do not exist in the adaptive organisation; strategy-making
reflects a division of power among members of a complex coalition...
2) In the adaptive mode, the strategy making process is characterized by
the "reactive" solution to existing problems rather than the "proactive"
search for new opportunities...
3) The adaptive organisation makes its decisions in incremental, serial
steps...
4) Disjointed decisions are characteristics of the adaptive organisation. '
(1973:46-47)
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The final type identified in Mintzberg's work is the planning mode. This mode is a
much more rational and methodical strategy. Mintzberg identifies three characteristics:
'I. In the planning mode, the analyst plays a major role in strategy
making.
2. The planning mode focuses on the systematic analysis, particularly
in the assessmentof the costs and benefits of competing proposals.
3. The planning mode is characterized above all by the integration of
decisions and strategies.' (Mintzberg (1973:48)
Mintzberg highlights that these modes are likely to occur in different combinations
within an organisational setting. The modes can be mixed in their pure forms, mixed by
function, mixed between parent and subunit or mixed by stage of development.

Miles and Snow's (1978) typology differs from that of Mintzberg's (1973) in that it
identifies four types of approach to strategy, namely: prospector, defender, analyser and
reactor. The prospector strategy is similar to Mintzberg's entrepreneurial mode. A firm
that follows the prospector strategy is a highly innovative and constantly seeks out new
markets and new opportunities and is oriented towards growth and risk-taking (Griffin,
1999). The defender strategy is a strategy in which the firm focuses on protecting its
current markets, maintaining stable growth, and serving current customers.

The

analyser strategy is 'a unique combination of the prospector and defender types' Miles
and Snow (1978: 68). A firm employing this strategy attempts to maintain its current
business and to be somewhat innovative in new business (Miles and Snow, 1978).
Finally, Miles and Snow's (1978) reactor strategy is similar to Mintzberg's adaptive
mode. A firm that `follows' this strategy has no consistent strategic approach. It drifts
with its environmental events, reacting but failing to anticipate or influence those events.
These firms do not tend to perform as well as those firms who adopt the other strategic
approaches.

Miller and Friesen's (1978) quantitative study of `archetypes of strategy formulation'
investigates simultaneous associations among a large number of variables. The study
criticises previous work for focusing merely on the organisational and environmental
identify
Friesen
in
Miller
ten archetypes of strategy. The
they
and
occur.
contexts which
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successful archetypes are: the adaptive firm under moderate challenge, the adaptive firm
in a very challenging environment, the dominant firm, the giant under fire, the
entrepreneurial conglomerate, and the innovator. Failure archetypes identified are: the
impulsive firm, the stagnant firm, the stagnant bureaucracy, the headless giant, and the
aftermath.

Miller and Friesen's (1978) archetypes are difficult to compare with Mintzberg's (1973)
and Miles and Snow's (1978) typologies since the former explores strategy types using
numerous organisational variables, whilst as previously stated, both Mintzberg and
Miles and Snow typologies are limited to the organisational and environmental contexts
in which they occur.

A well-cited corporate entrepreneurial model in the strategy literature is that of
Burgelman (1983a). This model is reproduced in Figure 2.6 and looks at the interaction
of strategic behaviour, corporate context and the concept of strategy. The model was
developed as the result of a field study in one large, established firm and shows two very
different strategic processes occurring simultaneously in large complex firms. More
specifically it identifies two processes of innovation within organisations. Burgleman
(1983a) describes these processes as loops, both of which are related to corporate
strategy concepts.
Figure 2.6 A Model of the Interaction of Strategic Behaviour, Corporate
Context and the concept of Strategy (Taken from Burgleman (1984: 155)
----------------------------------+
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The first loop is the induced strategic behaviour loop. The induced strategic behaviour
loop is seen as the official path for innovation within organisations and is the outcome of
strategy (Kuratko et at, 1990). Structural context (see Figure 2.6) refers to all of the
administrative mechanisms put in place by top management in order to manipulate and
influence operational level employees and middle managers towards achieving the
current corporate strategy.

The second loop is the autonomous strategic loop.

This loop influences corporate

strategy (Kuratko et al, 1990) and will occur when operational level employees identify
opportunities that exceed those offered by strategic level management. Strategic context,
therefore, is the process by which middle managers question the current concepts of
strategy and provide top management with the `opportunity to rationalize, retroactively,
successful autonomous strategic behaviour' (Burgleman 1983a: 1352). The autonomous
strategic behaviour occurs outside of the structural context (in which the induced
it
be
by
be
behaviour
to
top
to
needs
accepted
successful,
occurs) yet
strategic
management and integrated into the corporate strategy.

Burgleman's model indicates how informal innovation can be transformed into official
strategic planning. This

model highlights

the importance of diversity

within

organisations, and the important role of operational level managers in the innovation
process.

However, this model may only provide a partial overview of corporate

both
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proactiveness,
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of which
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of
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neglects
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are frequently defined within the strategy literature along with innovation as being
necessaryattributes of corporate entrepreneurship.

2.11.2 Structure
Achieving
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these complexities, responsibilities are likely to be plainly defined, which often makes
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them bureaucratic and overly structured. However, rigid structures and inflexible
bureaucracies are said to diminish the entrepreneurial spirit (Lynskey 2002).
The effect of structure on corporate entrepreneurship has been well documented (Hage
and Aiken 1970: Covin and Slevin 1991: Hornsby et al 1993). Key structural factors
identified within the research literature are:
"

Organisational hierarchy.

"

Formalisation.

"

Specialisation.

"

Centralisation.

(Hage and Aiken 1970: Covin and Slevin 1991: Daft 1992: Hall 1996: Lynskey 2002).

An early study by Bridges et al (1968) revealed that extensive organisational hierarchy
inhibits individual and group risk-taking. Expanding on this, later research emphasises
how flatter organisational structures can support entrepreneurial activities within
organisations (Kanter 1983: Covin and Slevin 1991: Lynskey 2002).

The `matrix'

organisational structure (Davis and Lawrence, 1977) was first developed to support
technological innovation in large organisations. Kanter (1983,1988) argues that the
matrix structure is more frequently found in those organisations that are able to change
rapidly and innovate, than those organisations with more hierarchical structures.
The benefits of a matrix structure are highlighted by Kanter (1988: 177-78) as:
"

Forcing integration and cross area communication, by requiring managers from
two or more functions to collaborate.

"

Diffusing authority among groups of managers due to the structure requiring
extensive cross-functional consultation.

Formalisation is the extent to which organisational actions are manifested in written
documents regarding procedures, job descriptions, regulations and policy manuals (Hall
Many academics have discussed the damaging effects of formalisation on
corporate entrepreneurial activity (Hage and Aiken 1970: Covin and Slevin 1991). In
1996).

essence,a high degree of formalisation within an organisation can contribute to a level
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of perceived bureaucracy. Furthermore it may stifle individual and group risk taking
since employees may be restricted by excessive rules and regulations.

Organisational

specialisation

describes the extent of

professionalism and the

capabilities pooled in an organisation (Daft 1992: Hall 1996). High specialisation is said
to reduce the level of bureaucracy by enhancing more flexible and open communication
between organisational members (Lynskey 2002).

Organisational centralisation concerns the scale of control that senior managers have in
their organisation (Hall 1996). Main themes coming from research on centralisation
suggest that organisations with a high level of centralisation are more likely to perform
organisational changes (Hage and Aiken 1970) and entrepreneurial activity (Covin and
Slevin 1991).

There is an opposing argument concerning centralisation, as Lynskey (2002: 30)
explains.
`A higher level of centralisation may contribute to poor communication
between different levels within an organisation since it inhibits the
upward flow of voluntary communication, which may in turn, cause
poor information exchange among groups and between senior
management and lower levels. High centralisation may also depress
individual initiative and risk taking activities, as individuals are not
equipped with the necessary resources, information, or discretionary
authority to handle likely risks associated with their activities. '
Lynskey's argument above can be linked to the notion of the `champion' or 'sponsor'
(see 2.11.4 Management Style and Support). A positive benefit of having a manager
support (or champion) an entrepreneurial venture would be their role in linking lower
level employees with higher-level mangers. Kanter (1983) supports a more chaotic view
or organisational structures in facilitating corporate entrepreneurship. She proposes that
the disciplined world of 'clearly defined structures' does not exist in entrepreneurial
organisations, which are 'always operating at the edge of their competence'. Instead,
she suggestedthat individuals should work in an environment that:
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`contains vague assignments, overlapping territories, uncertain
authority and a mandate to work through teams rather than to act
unilaterally. ' (1983: 138)
2.113 Reward & Resources
It is widely acknowledged within research literature that the effort expended into
corporate entrepreneurship should be rewarded. (Carter and Jones-Evans, 2000. Brazeal
1996). Balkin & Logan (1988) have investigated the diverse systems that organisations
can develop to reward entrepreneurial employees. They stress that:
`because the success of entrepreneurships depend on innovative,
creative employees who are willing to accept risk, such
organisations must develop policies that reward such behaviours
(Balkin & Logan 1988: 1)
They focus on four important pay policy areas:
"

Pay level (How the organisation's employee salaries fit into the competitive pay
market).

"

Pay mix (The proportion of salary, benefits, and incentives that make up the
employee's total package).

"

Pay structure (The hierarchy of pay rates among jobs in the organisation).

"

Pay raises (The administration of pay increase within the organisation).

They propose that corporate entrepreneurs should be salaried below the market rate with
a considerable proportion of the person's earnings at risk in the form of pay incentives.
This ought to be linked to personal and entrepreneurial accomplishment. Consequently,
the fixed-package portion of a corporate entrepreneur's reward -salary and benefits,
should be low. Nevertheless this should be compensated by a number of benefits
including:

Short-term variable pay benefits (profit sharing). Long-term variable pay

benefits (Equity ownership). Education and health benefits.

Furthermore, reward
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policies should not recognize status
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method
Furthermore, Balkin & Logan (1988) propose two types of pay structure policies that are
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appropriate for entrepreneurship: all-salaried pay system and a market-priced pay
structure.

The all-salaried pay-system is `when a large organisation develops different benefits,
pay incentives, and administrative procedures for various employee levels.' (Balkin &
Logan 1988:22) There are distinct advantages and disadvantages of this system, an
advantage being that employees feel that they are being treated as mature, trustworthy
individuals, which in turn makes them feel more responsible for their behaviour. On the
other hand a perceived disadvantage of the all-salaried pay system is that employees
may abuse their freedom and rates of absenteeismwill increase.

The market priced pay structure is where a company develops bureaucratic rules for
pricing ventures within its organisation, and then hires internal employees for these tasks
as if they were independent entrepreneurs hiring employees from the external labour
market. Galbraith (1982) highlights the importance of rewarding the sponsors and
champions in organisations, who are vital for supporting the entrepreneurs and therefore
crucial to the successof entrepreneurial ventures.

Resource availability

is emphasised as an important factor for facilitating

encouraging corporate entrepreneurship within the research literature.

and

Kanter (1983,

1988), Fry (1987) and Hirsch and Peters (1986) discuss the importance of resources
(including time) as an essential factor in the successof corporate entrepreneurial projects
and ventures. Jones-Evans (2000) emphasises the importance of organisations making
resources available to individual entrepreneurs in order that their ideas reach the
marketplace. He warns that if funds or time are not available:
`The intrapreneur may become frustrated to the point of abandoning
the commercialisation of the idea altogether. More worrying for the
developed
by
be
idea
be
to
the
taken
the
elsewhere
may
company,
intrapreneur, either to a competing organisation or to a new small
business.' (2000:250)
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2.11.4 Management Style and Support
Within large firms where new innovations can frequently vanish in the bureaucracy and
unresponsiveness of the establishment, corporate entrepreneurs cannot sufficiently
develop their ideas alone (Carter & Jones-Evans 2000).

As discussed earlier, the

corporate setting favourable for corporate entrepreneurship has sponsors and champions
throughout the organisation (Pinchot 1985) who not only support the innovative activity
and consequential failures but has the planning flexibility
directions as needed (Knight

1987).

to set new objectives and

Such sponsors can be at all levels of the

organisation, from chief executive to project manager to other corporate entrepreneurs.
Pinchot (1985) states that the job of sponsorship solves three of the most basic barriers
to intrapreneuring: lack of resources, nervous money, and political attacks (1985: 146).
Jones-Evans (2000: 247) suggests ways in which the sponsor overcomes these three
barriers:
"

Reassuring managers and venture capitalists that have financial concerns

regarding risky ventures.
"

Defending proposals in evaluation meetings, allocating initial

exploration

funding to new ideas and permitting flexibility in budgets in terms of money, people and
equipment.
"

Ensuring that corporate venturing develops quickly within an organisation by

putting the rewards and initiatives in place for corporate entrepreneurs.
"

Fighting internal departmental issues, such as the hoarding of resources in one

division, and `empire-building'.
Many corporate entrepreneurs have several sponsors: lower level sponsors to take care
level
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fend
to
day-to-day
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it
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threaten
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Building on this, there has been an increasing amount of discussion within the literature
in
the
supporting corporate entrepreneurship.
champions
as
on
role of middle managers
Drucker (1985), Kanter (1983), Peters & Waterman (1982) and Pinchot (1985) have all
discussed different

aspects of

a middle
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manager's contribution

to corporate

entrepreneurship. Quinn (1985) recognised the valuable contributions middle managers
make in linking top management communications to lower level employees and
communicating lower level innovative ideas to upper level management. Kanter (1983,
1985,1989) and Quinn (1985) highlight the role of middle managers in encouraging and
Furthermore middle
promoting informal, unofficial corporate entrepreneurship.
mangers are discussed within the literature as providing political support, access to
intrinsic rewards and acting as agents for change (Kanter, 1983; 1985: Pinchot, 1985:
Quinn, 1985: Bartlett and Ghoshal, 1996: Hornsby et al, 2002) In a quantitative study
examining the middle mangers' perceptions of internal environment conducive to
corporate entrepreneurship, Hornsby et al (2002) document the existence of five
organisational factors perceived by middle mangers as influencing them to foster
entrepreneurial activity.

These factors are. management support, work discretion/

autonomy, rewards/ reinforcement, time availability and organisational boundaries.

2.12

Process Models of Corporate Entrepreneurship

The research literature provides two different models of the corporate entrepreneurship
process:
"

An interactive model of corporate entrepreneurship (Hornsby et al 1993), which
explores the various components that affect the CE process (as illustrated in
Figure 2.7).

"A

model of corporate entrepreneurship (Gautam and Verma, 1997) that explores
the organisational components thatlead to entrepreneurial activities (as illustrated
later in Figure 2.8).

Unlike Burgleman's (1983a) strategically centred model, they are both more holistic in
nature, looking at the interrelationships between the environment, the organisation and
the individuals within the organisation. Both of the models have been constructed using
previous research, but have not yet been empirically substantiated.
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Figure 2.7 An Interactive Model of Corporate entrepreneurship from Hornsby et al. 1993, p31
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As discussed earlier, Hornsby et al's (1993) model is based on previous discussion and
previous

empirical

research.

The

model

depicts

the process of

corporate

entrepreneurship (or intrapreneuring as it is referred to in the diagram) from the initial
'trigger' or precipitating event, to the occasion when the idea becomes implemented.
The model seems to look at the process that is more formal and official in nature, rather
than the ad-hoc form of corporate entrepreneurship that may occur in organisations.

Precipitating events discussed in the model include (Hornsby et al 1993:33):
"

Environmental factors such as:
o

Hostility (threats to a firm's mission through rivalry).

o

Dynamism (instability of a firm's market becauseof changes).

o

Heterogeneity (developments in the market that create new demands for a
firm's products).

"

Organisational factors such as:
o

Structure.
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o
"

Managerial values.

Environmental factors such as:
o

Organisational

change (precipitates

or

ignites the interaction

of

organizational characteristics and individual characteristics to cause
intrapreneurial events.

The decision to act intrapreneurially is shown in this model as being 'caused' by the
culmination of three events. Organizational characteristics, individual characteristics and
the precipitating event. Referring to the individual characteristics in the model and
reflecting back to the discussion on individual themes, it can be argued that these
characteristics are based on entrepreneurial characteristics and not those associated or
empirically proven to be associated with corporate entrepreneurs.

Before idea implementation can be realised, this model requires business feasibility
planning (business plans), resource availability and any barriers to be overcome. The
importance of resources has been discussed (see section 2.11.3), and Hornsby et al's
importance
literature
to
the
the
support
of available
reviewed,
study reiterates much of
resources. Barriers to corporate entrepreneurship that may hinder or even prevent idea
implementation include (Hornsby et al 1983:35):
"

Organisation's enforcement procedures for making mistakes.

"

Long-term planning activities.

"

Functional management structures.

"

Uniform compensation policies.

"

Promotion of compatible individuals.

Even though this model has not had any empirical support, it is still useful in that it
describes the process of corporate entrepreneurship as a whole, which in turn appreciates
the interactive, complex and multifunctional nature corporate entrepreneurship. Some of
the limitations of this model have been discussed, but there are others that may help
towards a future research agenda. The model does not appreciate the spiralling nature of
the corporate entrepreneurship process. Such a model would take the process further
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than the implementation stage, and show how the organisation grows, develops and
learns from entrepreneurial activities, and how barriers to corporate entrepreneurship
may cause negative growth, negative development and negative learning.
Figure 2.8 Model of CE from Gautamand Verma. (1997:284)
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Gautam and Verma's model conceptualises previous discussion and empirical research.
As with Hornby et al's (1993) model, it shows individual and organisational and
environmental factors as contributing

to the corporate entrepreneurship process.

However, this model does appreciate the entire process may be spiralling in nature. The
model shows the cycle that may develop, when organisational, environmental and
individual factors create corporate entrepreneurship. The corporate entrepreneurship
created contributes to organisational growth, which in turn effects and changes the
individual
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77

research literature. The relationships in this model have not been supported empirically,
but this model does provide a good foundation for future experimental research.

2.13

Conclusion

This chapter is the first of four reviewing the theoretical and empirical literature that
already 'exists' within the fields concerning this research. this chapter has focused on the
`sub-field' of corporate entrepreneurship. Firstly, I begin this chapter with a review of
the actual process of conducting the literature review. I highlight my strategy and note
some of the problems and helpful experiences. I introduce the review itself highlighting
how

corporate entrepreneurship is contextually

different

to that of

start up

entrepreneurship and therefore it provides a new and different set of challenges for
'entrepreneuring' practitioners, those supporting and `championing' entrepreneurship and
those academics studing it. Drawing from Thomson and McNamara, I take the view that
corporate entrepreneurship:
'involves teams within a firm led by intrapreneurs or corporate
champions who promote entrepreneurial behaviour inside large
organisations, proactively engaging in risky projects that seek to
create new, innovative, administrative procedures, products and
services that facilitate organisational renewal and growth. ' Thomson
and McNamara (2001: 671)
I have attempted to make sense of the field through unpicking and categorising the
literature and as a result of this sense-making I have developed a table of different
classifications, and an illustration of types and levels and orientations (Sambrook and
Roberts, 2005). Both of these provide new foundations for the development of corporate
entrepreneurship theory, and could also provide an easy reference for strategic
practitioners.

Through exploring contributions to the field in terms of organisational levels, I have
highlighted some gaps in the research. The field is growing, but contributions tend to be
positivistic in their empirical and theoretical approach. For a richer understanding of
this dynamic

`process', I feel that practitioners and academics would

benefit

significantly from contributions exploring corporate entrepreneurship from other lenses,
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such as social constructionism and realism. Furthermore, contributions from a wider
range of disciplines could create a broader perspective of corporate entrepreneurship,
most particularly subjects such as. psychology, organisational behaviour, and Human
Resource Management.

Corporate entrepreneurship could offer both public and private sector organisations
is
important
It
demands.
that academics
to
the
new and changing stakeholder
solutions
enrich contributions to the field through pluralist and multi-lens empirical research.
Practitioners do not work in organisations that are linear models. they co-exist in
In
bureaucratic
dynamic,
organisations.
order to
and
political
vibrant and often
complex,
be useful and to be of significant value to those in the 'real world' researchers cannot
ignore this.
Having explored the corporate entrepreneurship literature, the next chapter focuses on
organisational learning.
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I

Chapter 3- Organisational Learning
3.1

Introduction

I started the review of the literature on organisational learning at the beginning of the
PhD process, along with the review of the corporate entrepreneurship literature.
Organisational learning was a subject that I had developed a passion about during the
dissertation period of my undergraduate degree, and I actively explored for research
agendas that incorporated my first supervisor's speciality (corporate entrepreneurship)
and my passion for organisational learning. In Chapter 2, I highlighted some of the
literature review strategies that I employed.

The review process that informed this

chapter was significantly supported through meeting other researchers at conferences,
most notably Birdthistle (2003). Her PhD explored learning in the context of start-up
entrepreneurship and I have drawn upon her review of organisational learning later on in
this chapter. Reviewing the literature on organisational learning informed the way I
organised the newer but more fragmented field of corporate entrepreneurship. I found it
easier to identify the key contributions and contributors to the organisational learning
literature (than in the corporate entrepreneurship literature) because they shone out
clearly.

In the previous chapter on corporate entrepreneurship I suggest that rapidly changing
market environments, improvements in technology and increasing globalisation has
is
in
Similarly
interest
field
the
entrepreneurship.
can be argued
of
corporate
generated
that increasing demands and changes in work patterns, changes in employee
motivations, and the volatile nature of consumer demands are creating a need for more
organisations, and the individuals within, to learn more effectively and manage what is

learnedmoreefficiently and openly.
'In an economy where the only certainty is uncertainty, the one sure
is
knowledge. When markets
lasting
competitive
advantage
source of
shift, technologies proliferate, competitors multiply, and products
become obsolete almost overnight, successful companies are those
that consistently create new knowledge, disseminate it widely
throughout the organisation, and quickly embody it in new
technologies and products.' (Nonaka 1991:22)
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As Nonaka observes, knowledge and learning is seen as central to creating and retaining
competitive advantage. The field of organisational learning explores the activities,
processesand interrelationships of learning within and by organisations. In this chapter
I critically review the research literature and attempt to unpick, sort and explain key
contributions within the field.

3.2 Organisational Learning versus the Learning Organisation
Contributors to the field have discussed the ambiguous use of the terms learning
organisation (LO), organisational learning (OL) and a learning organisation (ALO).
Although they are subtly different in the way that they are spelt, they do have very
different meanings and thus different implications and the terms are often used
`incorrectly' within the research literature.

Sun (2003) reviews the definitions and

meanings of organisational learning, learning organisation and a learning organisation
from a linguistics perspective. He argues that organisational learning:
'refers to the learning process of an organization and by the
organization in a collective (organizational) way. ' (2003: 156)
He argues that learning organisation' can infer `a concept functioning as a vision'
(2003: 157) or 'a subject of scientific study and research.' (2003: 158)

The subtle difference between learning organisation and a learning organisation is
explained by Sun (2003: 158) as:
'a learning organization is a 'living' representative of the image
of `learning organization'. If something is the representative of
something, it does not need to contain all the characteristics of it
but, rather, it possessessome major characteristics or features of
it. '
To clarify my position, and that of this research, I adopt Sun's (2003) definitions of
organisational learning and learning organisation.

Firstly looking at organisational

learning, some of the definitions offered within the literature are:
`Organisational learning means the process of improving actions
through better knowledge and understanding.' (Fiol and Lyles
1985:803)
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`An entity learns if, through its processing of information, the
range of its potential behaviours is changed.' (Huber 1991:89)
'By the term 'organizational learning' we mean the changing of
organizational behaviour. ' (Swieringa and Wierdsma 1992: 33)
'Organizational learning is the acquisition of new knowledge by
actors who are able and willing to apply the knowledge in
making decisions or influencing others in the organisation. '
(Miller 1996:486)

Definitions in the research literature usually consist of both cognitive (references to
knowledge) and behavioural changes (Tsang, 1997).

The differences with the

definitions is usually as to whether these changes are described as potential changes, or
whether they are actual and will impact upon future organisational behaviour. Miller
(1996), Fiol and Lyles (1985) and Swieringa and Wierdsma (1992) all offer definitions
that imply actual behavioural changes within the organisation, whereas Huber's (1991)
definition suggests a potential change in behaviour. All of the definitions above imply
that organisational learning is a process (Sun, 2003), be it a process of improving
actions, change or knowledge acquisition.

Some definitions of 'a learning organisation' offered in the research literature include:
'Organizations that aim to extend their learning ability at all levels
and continuously in order to optimise their effectiveness.'
(Bomers cited in Simons 1995: 280)
'A learning company is an organisation which facilitates the
learning of all its members and continuously transforms itself. '
(Pedler, Burgoyne and Boydell 1991: 3)
'A learning organization is an organization skilled at creating,
acquiring, and transferring knowledge, and at modifying its
behaviour to reflect new knowledge and insights. ' (Garvin
1993:80)
'A learning organization is one where people continually expand
their capacity to create the results they truly desire, where new
and expansive patterns of thinking are nurtured, where collective
learning
free,
is
where
are
continually
and
people
set
aspiration
together.' (Senge 1990:3)
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Garvin's definition follows the same structure of those discussed for organisational
learning.

It includes a cognitive change, a behavioural change and the behavioural

change described is actual and not potential.

Pedler, Burgoyne and Boydell's (1991)

definition of a learning company is frequently criticised within the research literature
due to it being overly descriptive and not lending itself well to being easily measured or
I
Building
1998).
(Coopey,
1995.
Harrison,
this
on
criticism,
argue that Senge's
audited
(1990) definition with descriptions such as 'where collective aspiration is set free' and
`when new and expansive patterns of thinking are nurtured' could also be rather
impractical in research and practice. It is interesting to note, that the literature search
revealed no definitions of 'the learning organisation'. This agrees with Sun's (2003: 159)
findings 'that learning organization is a concept and a name for a subject for a scientific
study and research.'
3.3 Components of Organisational Learning.
3.3.1 Learning
Research into learning is rich in both breadth and depth. Spanning a vast number of
academic disciplines, and incorporating a diverse range of research methodologies, an
in-depth analysis of the research literature is neither relevant nor appropriate for this
project. However, since 'learning' is a fundamental construct of organisational learning,
learning
be
key
'classic'
brief
to
the
workplace
relevant
contributions
will
of
a
synopsis
introduced and the main arguments for each presented.

As with organisational learning and a learning organisation, there are many definitions
offered within the research literature for learning. A well-known definition is that

8)
Vaughan
(1967:
by
Bass
and
offered
`Learning is a relatively permanent change in behaviour that occurs as
'
practice
or
experience.
of
a result
This definition emphasises the importance of practice and experience in bringing about a
`relatively permanent change' in behaviour.

Harrison (1988) notes the neglect of

'knowledge' but its importance in the organisational context.
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`... It does not refer to changed ways of perceiving, thinking and
knowing.
I am drawing attention to them here in order to
...
emphasise the need to see learning not just as behavioural
change but as knowledge. Management must foster that kind of
individual and collective learning that not only produces
changed behaviour but also adds to the store of valuable
knowledge that the organisation possesses and which on its
long-term future depends.' (1988: 225)
More recently, Hamilton and Ghatala (1995) define learning as.
`A change in knowledge or behaviour, the changes brought about
by learning are relatively permanent and it results from previous
experience.' (1995: 9)
This definition appreciates that learning involves a change in either knowledge or
behaviour, and as a result of this it supports that the changes that occur have to be
`relatively permanent', thus indicating that temporary changes in either knowledge or
behaviour is not learning. Both definitions suggest that the change in behaviour is due
to practice or previous experience.

Mullins (1999) extends the principles underpinning learning by stating that learning
does not only involve knowledge and skills, but includes attitudes and social behaviour.
His discussion also points out that learning can be a conscious effort, such as the
learning formal work-place training may produce, or incidental such as the learning
through the observation of others, or from listening to colleague's experiences.
Similarly, Sambrook (2003) notes the subtle differences between learning at work and
learning in work.

She suggests that learning at work is a more formal (deliberate)

learning activity whilst learning in work is more informal (accidental or on-the-job
learning), and may be integrated with the actual process of working.

3.3.2 Knowledge
Knowledge can be seen as the cognitive outcome of learning. Gibb (2002) suggests
there is wide misuse of the term knowledge in the learning literature. He explains that
the term is often used to describe a range of cognitive capacities, of which knowledge is
Bloom's
3.1
illustrates
Figure
lower-level
taxonomy of cognitive
part.
constituent
a
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capabilities, which has been adapted from Gibb (2002) to illustrate the range of
cognitive capabilities the term 'knowledge' is often used to describe.

Figure 3.1 Bloom's Taxonomy of Cognitive capabilities adapted from Gibb (2002: 66)
Cognitive Type

Statement

Knowledge

Recall previously learnedmaterial,
state,list, identify
Graspthe meaningof new material.
explain, give examples
Use of learnedmaterial in the new and
concretesituations.relate demonstrate,
show
Break materialdown, into component
parts. analyse,compare,contrast,

Comprehension
Application

Analysis

Surface
Learning

Form

investigate

Synthesis
Evaluation

Put parts togetherto form a whole.
design,create,formulate, or anise
Judgethe value of materialfor a given
purpose.assess,appraise,contrast,

Deep
Learning

critique, argue

Figure 3.1 shows knowledge as the most basic foundation in this hierarchical model. At
the highest level, evaluation implies that deep learning has taken place and is the most
complex cognitive capacity. If I relate this model to the context of work-place learning,
some tasks will merely require knowledge (surface learning - knowledge) such as a
market researcher filling in a scripted interview sheet, whilst others tasks will require
heart
learning
(deep
such
as
a
surgeon carrying
performance
evaluation),
evaluative
out a transplant.

I note that a downside of Bloom's taxonomy is that it indicates a rigid hierarchical
structure, so in order for deeper learning to occur (such as evaluation) the learner must
have already progressed up the hierarchy from basic surface learning.

I question

learner's
it
in
is
is
that
this
the
a
realistic
more
position in this
case
reality,
whether
hierarchy will be situational? Perhaps my research may be able to address this area.

There is an abundance of research that explores knowledge in the workplace, so much so
that over the past decade a new field has emerged called 'Knowledge Management'.
This field is often 'bundled' together as with the field of organisational learning. This
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can make things rather confusing for the novice researcher, as distinctions may seem
blurred. In essence, knowledge management explores the effects or results of learning
and its research approach tends to be normative (set within a positivist paradigm).
Organisational learning explores the learning process, and does have a more ideographic
approach, to-date. Although underpinning philosophical approaches may be quite
different, the knowledge management literature has contributed valuable insight to our
understanding within both fields.

For example, Nonaka's (1991) theory on tacit and

explicit knowledge is a knowledge management model that contributes rich insight into
learning within an organisational context.

Nonaka (1991,1994)

identifies two types of knowledge that he describes as the

`epistemological dimension to organisational knowledge creation' (1994: 15) or the
fundamental building blocks to understanding organisational knowledge creation. These
two types of knowledge are explicit and tacit knowledge.
knowledge is formal and systematic, it can be easily
communicated and shared in product specifications or scientific
formula. ' Nonaka (1991: 27).
`Explicit

A familiar example of explicit knowledge is the set of formalised procedures used by
staff at fast food chains such as MacDonald's. These procedures cover everything from
food preparation to kitchen hygiene, through formalised step-by-step instructions. All of
the staff have access to this type of knowledge, and if members leave, the knowledge is
is
by
defined
Nonaka (1991) as:
knowledge
However,
by
lost
tacit
the
organisation.
not
'Highly personal: It is hard to formalize and, therefore, difficult to
communicate to others. [It] is also deeply rooted in action and in an
individual's commitment to a specific context -a craft or profession, a
particular technology or product market, or the activities of a work
27-28)
(1991:
'
(Nonaka
team.
group or
An example of tacit knowledge is the 'know-how' of a master craftsman. Years of
become
her)
him
(or
to
have
the
an expert at his craft, but
capabilities
given
experience
leaves
Once
he
knowledge.
formalised
becomes
the company
as
explicit
the skills never
the knowledge will leave with him. Nonaka (1994) extends the idea of tacit and explicit
knowledge by looking at four basic patterns for creating knowledge in organisations.
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Figure 3.2 shows the four patterns that are created by converting either tacit or explicit
knowledge.
Figure 3.2 Patterns of Knowledge Creation. adapted from Nonaka (1994)

To

Tacit Knowledge

Explicit
Knowledge

From
Tacit
Knowledge

Externalization

Socialization
e.g. Learning from
observation- cannot
easily be leveragedby
organisationas whole

e.g. articulation of
tacit knowledgemadeavailableto
others in organisation

Explicit
Knowledge

Internalization
e.g. explicit knowledge
that is adapted
broadenedand extended
and not articulated

Nonaka argues that in a 'knowledge-creating'

Combination
e.g. when piecesof
explicit knowledge
are combinedinto a
new whole

organisation each one of these four

patterns is present. I shall briefly explain this model using an example. Consider two
people handling customer complaints at a call centre. One employee is much more
successful at `turning around' disgruntled customers than the other, even though both
follow semi-structured scripts. The less successful operator listens in to several of her
colleague's calls, and learns that she frequently uses phrases that are not in the script
such as `I'm really sorry you feel this way, but we'll sort this out together, once and for
all' and 'what would you like me to do sort out this situation and to make you happier?'
The less successful operator is now learning her colleague's tacit secrets (socialisation).
She then writes down

these phrases and gives them to her line

(externalisation/articulation).

manager

The line manager revises the scripts to include such

phrases, and issues the revised scripts to the call centre team (combination).

Finally

individual members of the call team build on this revised script, adding other phrases
and enriching their own tacit knowledge base (internalisation).
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Nonaka's (1994: 34) model is very useful as it provides insight into how knowledge can
be transferred from an individual
It also highlights

tacit level to the whole organisation at an explicit

the importance of making individual

tacit knowledge explicit,

level.

to create

what he refers to as `a spiral of learning and knowledge creation'.

3.3.3

Levels of Learning

There is seeming consensus amongst researchers of organisational

learning that in order

to begin to understand this field properly, the inter- and intra- relationships of individual
level, team level and organisational
(Argyris

and Schön. 1978: Hedberg,

level learning must be researched and understood
1981: Klimecki,

Probst and Eberl, 1991: Dixon,

1992: Kim, 1993: Simons, 1995: Marquardt, 1996). With this in mind I will introduce,
describe and critique some of the key models of individual
organisational-level

learning.

learning, team learning and

Figure 3.3 shows the key research models and theories of

learning relating to the individual,

team or organisation.

Figure 3.3 The key research models and theories of learning relating to the individual, team and
organisation.
ORGANISATIONAL LEARNING (OL)

"
"
"
"
"

March and Olsen (1976)
Argyris and Schön (197M)
Huber (1991)
Kim (1993)
Crossan, Lane and White
(1999)

LEARNING
i; anisatiunal
Learning

ORGANISATION
" Senge(1990)
"

"

Pedler. Burgoyne
and Boydell ( 1991;
1996)
Simons (1995)

(1993) 4 Phasesof Team
Learning
Individual

Team
Instnimental
Dialogic & self
Rellective learning

Cranton (1996) 3 types of Group Learning
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(LO)

Behavioural Approach
Cognitive Approach
Social learning theory
Mental Models
Experiential
Learning

Learning
Mental Model,

3.4

Individual

Learning

It makes sense that in order to begin to understand team level and organisational level
learning, understanding the process and context of individual, workplace learning is an
important prerequisite. As Hedberg (1981: 6) explains:
`Individuals' learning is doubtlessly] important in organisational
learning. Organizations have no other brains and sensesthan those of
their members.'
The majority of organisational behaviour texts begin their exploration of individual
learning by looking at two broad fields from the psychology research, namely the
behavioural and cognitive approaches to learning.

According to Huczynski and

Buchanan (2001), both of these theories have been developed using the same empirical
data, but the interpretation of the data is what makes the two approaches different. It is
beyond the scope of this literature review to explore these models in detail so I have
summarised a few key contributions.

3.4.1

Behavioural Approach

The behavioural approach analyses learning through observable behaviour and it ignores
the possibility that non-observable intervening mental processes (such as thinking) can
have an effect on the learning process. Many of the theories that have come from the
behavioural approach stem from research using animal experimentation.

Classical conditioning theory shows how the timing of a naturally occurring behaviour
can be altered (Pavlov, 1928). Classical conditioning is also known as respondent
conditioning.

This is because it focuses on responses that are reflexive such as knee

jerks, pupil contractions and salivation.
Another key theory coming from the behavioural approach is operant conditioning.
This theory associatesa voluntary response or behaviour with its consequence. Operant
become
behaviour
how
helps
to
established. The
of
patterns
new
explain
conditioning
be
behaviour
stated as:
can
on
effects of consequences
"

Behaviours will increase in frequency if they are rewarded.
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"

Behaviours will increase in frequency if they result in the avoidance of an
unpleasant event, or in something unpleasant being terminated.

"

Behaviours will decrease in frequency if they lead to something unpleasant
happening.

"

Behaviours will decrease in frequency if they have been rewarded in the past but
are subsequently no longer rewarded (Skinner, 1953).

There are criticisms of the behavioural approach to learning. Much of the research is
based on animal experimentation, and this raises doubt as to its transferability and
relevance to the complex

human mind.

Drives

and reinforcements may be

straightforward to define when experimenting with hungry animals, but become
increasingly complicated to identify when examining groups and individuals. Moreover,
what one person may perceive as a reward another may perceive as a punishment. By
focusing on observable behaviour, the behavioural approach only provides a partial view
of learning. It does not explore those areas which are `particular and special to humans'
Mullins (1999: 361) such as:
"

Personality

"

Perceptions

"

Motivations

"

Attitudes

"

Previous experiences including learning experiences

"

Curiosity

"

Desire to learn

"

Incidental and accidental learning

3.4.2 Cognitive Approach
Cognitive approaches to learning attempt to explore the internal workings of the mind.
Since this cannot be done directly, it is done through analysing feedback. The argument
is, that it is self-feedback about the success of a previous personal behaviour that will
lead to the modification or change made to that particular behaviour. Since feedback is
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processed through the mind. it is through the analysis of feedback that cognitive
psychologists explore learning.

Feedback can be used to update `internal representations' and subsequently to refine and
adapt inputs. There are four main types of feedback identified in the cognitive literature:
"

Intrinsic feedback (Information that comes from within bodies such as muscles
skin and balance).
Extrinsic feedback (information that comes from the environment such as
visuals).

"

Concurrent feedback (information that arrives during behaviour and is used to
control behaviour as it occurs).

"

Delayed feedback (information that is received after having completed a task and
is used to influence future performance).

The cognitive approach comes under some criticism in the research literature (Mullins,
1999: Marchington and Wilkinson, 2000: Huczynski and Buchanan, 2001). The
approach may be rich and interesting, but it can be complex, vague and difficult to
research. Questions are raised about its applicability to adult learning since much of this
`traditional' researchhas been conducted using animals and children.
3.43 Social Learning Theory
Another

theory stemming

psychologists

from the cognitive

is social learning

approach and supported by cognitive

theory (Bandura,

1977b).

This theory argues that

correct behaviours are learnt through experience and through the examples of others or
socialisation.

Central to this theory is a learner's capabilities

for reflection

and self-

determination (Bandura, 1977b).

An example of socialisation is when new employees begin working for an organisation.
Not only will they undergo formal training and instruction, but also much of what they
learn is through observing others at an informal level. Socialisation is accomplished
without intentional intervention, by giving rewards such as praise, encouragementand
It is achieved by negative reinforcements and
punishments,such as being ostracisedfor unacceptablebehaviour.
recognition for correct behaviour.

92

Reflecting back to Nonaka's (1991,1994) research on tacit and explicit knowledge, this
form of learning may actually enable the transfer of tacit skills from one employee to
another. Furthermore reconsidering Sambrook's (2003) distinctions between learning in
work and learning at work, learning in work may incorporate forms of socialisation.
3.4.4 Individual Mental Models
Mental models (or cognitive maps) stem from the cognitive approach to learning. This
area contributes to our understanding of the individual

learning processes by

appreciating how we, as individuals, have deeply rooted images with which we perceive
the world in which we exist, and how this could/ should affect our learning. Kim (1993)
describes mental models as (1993: 39).
`Mental models represent a person's view of the world, including
explicit and implicit understandings. Mental models provide the
context in which to view and interpret new material, and they
determine how stored information is relevant to a given situation.
Mental models not only help us to make senseof the world we see,
they can also restrict our understanding to that which makes sense
within the mental modeL'
Mental models approach memory as an active process and as Kim (1993: 39) highlights,
understanding active memory helps build an understanding of learning itself.
'The concept of memory is commonly understood to be analogous
to a storage device where everything we perceive and experience is
filed away. However, we need to differentiate between stored
memory like baseball trivia and active structures that affect our
thinking process and the actions we take. That is, we need to
understand the role of memory in the learning process itself. '

More researchersexploring organisational learning and the learning organisation are
using mental models to link individual learning, through team-level to the
organisational-level. This will be discussedin greater depth further on in this chapter.

Behavioural and cognitive approachesfocus on building blocks, hierarchies of skills and
reinforcing theory with examples (Marchington and Wilkinson, 2000). Iphofen (1998)
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states that theorizing has progressed from basic-stimulus response ideas towards interest
in more authentic accounts produced in learning dialogues. Many researchers within the
field suggest that these approaches may be appropriate to traditional instructional
situations such as school education, but not as appropriate for adult learning in and at
work, partly due to the nature of adult learning and partly due to the nature of the work
environment. (Harrison, 1998. Marchington and Wilkinson, 2000. Gibb, 2002). Figure
3.4 highlights how various components of traditional instruction can conflict with the
realities of adult learning.
Figure 3.4 Instruction and Adult learners taken from Gibb (2002: 87)
INSTRUCTION
Get attention

ADULT LEARNERS
Have different kinds and degrees of experience

Motivation

Practice and feedback
Relevant practice

Can already perform many skills. get bored
Seek to avoid pain and embarrassment. dislike feeling
exposed
Pacing for different abilities. some bored, some lost
Feel exposed and vulnerable
Through experience, feel classrooms or cases are

Reinforcement

unrealistic
Have own experiences to reflect on. dislike being `taught'

Modelling
Timing

Whereas traditional approaches view learning as `filling

up empty vessels with

prescribed and standardized bodies of knowledge, discrete predetermined capabilities
learning
learning
(2002:
88),
behaviours'
(Gibb
views
experiential
as a cycle
and
learning'.
This
in
`constructive
involved
learner
is
the
constructive
whereby
proactively
learning occurs through experience and discovery (Gibb, 2002: 87). The proactive nature
diverse
is
learning
the
needs of adult learners
embracing
as
a
way
of
seen
of experiential
(as listed in figure 3.4) by directly integrating the learner with their learning.

Rogers (1969) is one of the earliest advocators of experiential learning. His research
identifies four components of experiential learning (1969:5) personal involvement, selfinitiation, pervasiveness and evaluation by the learner. Rogers' research concludes that
there is a need to create communities of learners, where the educator is facilitating
learners.
instructing
learning,
change and
not
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3.45 Experiential Cycles
More recently Kolb et at (1984) contribute an experiential cycle to the literature, as
illustrated in Figure 3.5. This cycle has become extremely popular in management and
organisational behaviour texts.
Figure 3.5 Experiential Learning Cycle taken from Kolb. Osland and Rubin (1984: 49)
Concrete
Experiences

Observation
And
Reflection

Testing
implications of
new conceptsin
new situations

Formation of
Abstract concepts
and
Generalisations

Kolb et al's experiential cycle has certain characteristics (1984:50). It has no specific
starting point, and likewise it has no specific ending point. Learning is individual both in
its direction and in its process. For learning to occur the cycle must complete its four
is
direction
learning
The
that
takes
governed by the learners' needs and
place
stages.
goals, but needs to be clarified in order to prevent learning from becoming erratic and
inefficient.

As shown in Figure 3.5 there are four stages to this cycle.

"

The concrete experience stage is based on the learner's perception of the
objective world and can be planned or accidental.

"

Reflective observation is when the learner actively thinks about this experience,
its basic issues and its significance.

"

The abstract conceptualisation stage is when the learner generalises from their
body
ideas,
in
develop
to
this
theory or
a
of
order
reflections, and analyses
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principle with which they can then apply to other, similar problems or situations.
This subsequently leads to more successful behaviours in these given situations.
"

Finally the active experimentation stage is when the learner tries out the learning
in other similar situations. This stage would lead the learner to having a new
concrete experience, and thus the cycle would continue to spiral around the
subsequent stages.

Harrison (1988) criticises this cycle for providing an oversimplified explanation of the
learning process. However, I think that it highlights the importance of reflection and
internalisation (Mullins, 1999) and emphasises the significance of the synthesis between
an individual's behaviour and the evaluation of their actions.
Figure 3.6 Kolb et al's Learning Styles Inventory and Honey and Mumford's Learning Styles
Questionnaire
(Adapted from Kolb et al (1984: 50). Mullins (1999: 364). Honey and Mumford (1992: 175-77).
Marchington and Wilkinson (2000: 166))

Honey and Mumford's

Kolb et al's Learning Styles Inventory

Learning

Styles Questionnaire
An orientation towards concrete experiencemeansthat
individuals adopt an intuitive stance,relying upon their
personal judgement rather than systematic analysis.
These individuals enjoy relating to people, being
involved in real situations, and adopt an open minded
approachto life
An orientation

towards reflective

observation

leads

individuals to view situations carefully, considering
their meaning, and drawing out the implication of
ideas. These people prefer to reflect on issuesrather
than acting, looking at questionsfrom different points
of view, and they value patient and thoughtful

judgement.
An orientation

towards

abstract

conceptualisation

implies the learnersemphasisethe use of logic, ideas
and concepts, opposing intuitive judgements. These
individuals are good at systematic planning and
quantitative analysis, and they value precise
formulations and neat,conceptualsystems.
An orientation towards active experimentationmeans
that the individual enjoys practical applications,
active involvement in change,and pragmatic concern
with what works in practice. Achieving results is
important for this group of learners, and they value
having an impact on their working environment.
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Activists who learn bestby active
involvement in concrete tasks, and
from relatively short taskssuchas
businessgamesand competitive
teamwork exercises
Reflectors who learn best by reviewing

and reflecting upon what has
happened in certain situations, where
they are able to stand back, listen and
observe.
Theorists

who learn best when new

information can be located within the
context of concepts and theories, and
who are able to absorbnew ideas when
they are distanced from real-life
situations.
Pragmatists who learn best when they
seea link betweennew information and
real life problems and issues,and from
being exposedto techniquesthat can be
applied immediately.

From this experiential learning cycle, Kolb et al (1984) and Honey and Mumford (1992)
have developed learning styles instruments (see Figure 3.6).

Unlike Kolb's Cycle,

individuals,
in
how
learning
the learning styles
the
occur
may
which shows
process
instruments attempt to classes learners into four learning style categories. Figure 3.6
compares Kolb et al's (1984) and Honey and Mumford's

(1992) learning styles

instruments.

I have highlighted

words in figure 3.6 to demonstrate that there are similar themes

between both models. My further observations include:
"

Kolb's concrete experience is very similar to Honey and Mumford's Activists.

9

Reflective observation is similar to Reflectors

"

Abstract conceptualisation is similar to Theorists

"

Active experimentation is similar to Pragmatists

Both of these learning style instruments show how different adult learners learn
differently. For example a pragmatist may learn better solving a real working example,
whilst a reflector may benefit from reflecting on their good and bad learning
experiences. Such instruments provide a greater understanding of teaching and learning
techniques in workplace learning.

Some argue that these categories are somewhat

idealistic and are not representative of real learners. Marchington and Wilkinson (2000)
argue that the 'reality' is that learners are usually a combination of the different types.
My opinion is that even if these models are idealistic they still generate an awareness of
the potential differences in the way people learn and this awareness is insightful and
enriching in itself.

Koffman's (1992) Observe Assess Design Implement (OADI) cycle of learning (Figure
3.7) contains similar features to that of Kolb's cycle, but its labels have clearer
in
to
an organizational context' (Kim,
conducted
activities
work-related
connections

1993:38).
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Figure 3.7 the Observe-Assess-Deli *ii-Lnplement (OADI) Cycle of Individual Learning taken
from Kim (I993: 39)
Assess
(Reflect

1111

obser%ations)

Design
IFornº abstract

Obsers e
(Concrete

concepts)

expx rience)

Implement
(Test concepts)

I have a number of queries concerning the OADI
moving

in an anti-clockwise
feature?

differentiating

direction

model. For example, why is the cycle

compared

How does the OADI

to Kolh's?

Is this an important

cycle fit in with I loney and Mumford's

Learning styles? I think that the usefulness of the tool could he improved through the
clarification

of these and perhaps other questions.

3.4.6 Workplace

learning.

The Kolb et al ( 1984) and the Koffman
adult-learning

situations.

Harrison

( 1992) learning cycles can he applied toi many

(1988)

identifies

essential components of any educational development
"

Instrumental

three types of learning that
programnie'

are

(I9S8: 229):

learning (learning how to do the joh better once the hasic standard

of performance has been achieved).
"

Dialogic

learning (involves

growing

knowledge

how it typically
"

Self-reflective

interacting

and understanding

with others in ways that will produce a
of' the culture of the organisation,

and

achieves its goals).
learning (leads individuals

to redefine their current perspective in

order to develop new patterns, of understanding, thinking and hchaving).
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Instrumental learning will often initially involve formal training. Once such training has
been given, tacit and explicit knowledge can be learned on the job, both in and at the
workplace.

Dialogic learning is often required when an individual needs to acclimatise to a new
environment.

Harrison (1988) identifies mentoring as a powerful way of ensuring

dialogic learning. Socialisation may also contribute to dialogic learning.

Self-reflective learning is required when people have to operate within new roles within
the organisation or in situations that are very different to what they are accustomed to.
Self-reflective learning is very challenging and according to Harrison (1988:230) as it
requires `breaking out of old mindsets it requires unlearning as well as new learning'.

Due to its reflective nature, it could be argued that experiential learning is a form of selfreflective learning. Similarly, Harrison argues that Argyris and Schön's (1978) 'doubleloop' learning is a form of self-reflective learning. Arygris and Schön's (1978) work on
double-loop learning will be discussed further on in this chapter.

Organisations

are increasingly

using

teams for

encouraging entrepreneurship.

Subsequently, understanding the processes and the relationships within team learning
could not only provide valuable contributions to understanding organisational learning,
but could also benefit the theory and practice of corporate entrepreneurship. Yorks et al
(2003: 103) highlights this issue.
`Team learning has been championed as an important ingredient for
organizations striving to maintain competitive advantage through
organizational learning in increasingly turbulent task environment. The
concept of team learning positions it as the pivotal element linking the
individual to the whole. '
Nevertheless, it seems from a review of the research literature that team learning has
received less attention than both individual and organisational learning. I suggest that a
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richer foundation of literature on the processes and constructs of team learning could
enrich our understanding of both organisational learning and corporate entrepreneurship.

Many texts on individual learning state that the theory can also be taken to refer to group
2000).
Wilkinson,
Since teams
Marchington
learning
1998.
(Harrison,
team
and
and
individual
learning
do apply to
individuals,
I
that
of
many
aspects
of
agree
comprise
teams, this said, the collective nature of team learning implies that there are constructs
learning.
This
it
from
individual
distinguish
that
review of team
and complicate
present
learning focuses on those aspectsof learning that are specific to collective learning.

A frequently cited definition of a team is.
`A team is a small number of people with complementary skills who
are committed to a common purpose, set of performance goals, and
approach for which they hold themselves mutually accountable.'
Katzenbach and Smith (1993: 112)
This definition highlights how teams exist to share their expertise in order to achieve
having
themselves
a shared responsibility.
as
team
members perceive
some goal, and
Katzenbach and Smith (1993) distinguish teams from working groups, suggesting that
teams require both individual and mutual accountability and this is what makes a team
more than the sum of its individual members.
`Teams rely on more than group discussion, debate, and decision. on
more than sharing information and best practice performance standards.
Teams produce discrete work products through joint contributions of
their members. This is what makes performance levels greater than the
'
112)
(1993:
individual
bests
team
the
of
members.
sum of all
Before exploring group and team learning, I feel it is necessary to summarise key
theories on group (or team) development. I feel that it is not practical or necessary to
in
for
detail
this research project.
theory
review group

What follows is a brief

introduction to a few of the key theories on group work within the management
literature. Figure 3.8 is a summary of the key contributions to group theory. Mohrman
describes
Steiner
benefits
(1995)
three
a
group.
within
of
working
provides seven
et al
forms of group task that require different capabilities from group members. additive,
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conjunctive and disjunctive. Huzynski and Buchanan (2004) define formal and informal
groups and describe how each may emerge. One of the most frequently cited theories on
groups is Tuckman and Jensen's (1977) five stages of group development, which are
forming, storming, norming, performing and adjourning. Figure 3.8 illustrates some of
the issues that a group may face (Cohen et al, 1995).
3.5

Team Learning

There are numerous definitions of team learning. Pearn (1998: 139) offers the following.
'Team learning links performing and learning, which includes the way teams select their
vision and goals.' Senge (1990) identifies team learning as one of five disciplines
disciplines
learning
(the
to
are shared vision,
other
necessary
realise a
organisation
be
discussed
in
thinking
these
the
will
systems
models,
personal
and
mental
mastery
Senge
(1990:
236)
defines
literature
learning
team
the
the
organisation).
on
review of
learning as:
`the process of aligning and developing the capacity of a team to
create the results its members truly desire'
He proposes that for teams to learn effectively, shared vision (a vision that many people
are committed to, because it reflects their own personal vision) and personal mastery
(approaching ones life as a creative work) are required. Both Pearn's and Senge's
definitions see team learning as a process, and imply some degree of commonality of
purpose.
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Figure 3.8 Comparing Group Theory
Benefits of working within a group

Types of group task
Types of Group

(Mohrman et at 1995)

(Steiner, 1972)
Huzynski and
Buchanan(2004.
297-98)

"

"

"

"

"

"

They allow organisationsto
develop and deliver products
and servicesquickly and
cost-effectively while
maintaining quality.
They enableorganisationsto
learn and retain that learning
more effectively.
Cross-functionalgroups
promote improved quality
management.
Cross-functionaldesign
groups can undertake
effective process
reengineering
Production time can be
reducedif tasksperformed
concurrently by individuals
are performed concurrently
by people in groups.
Group-basedorganisations
with flat structurescan be
monitored, co-ordinatedand
directed more effectively if
the functional unit is the
group rather than the

Additive Task -a
task that is
dependanton the
sum of all the
individual efforts
within the group
Conjunctive Task a task dependanton
the effort and
performanceof the
group's leastcapable
member
Disjunctive Task a task dependanton
the groups most
capablemember

Formal Group one which has
beendeliberately
createdto achieve
somepart of an
organisation' s
collective purpose

Informal Group a collection of
individuals who
becomea group
when members
develop
interdependencies,
influence one
another's
behaviourand
contribute to
mutual need
satisfaction

individual

"

Stagesof Group
Development
Tuckman & Jensen
(1977)

Atmosphereand
relationships
The orientation phase
when individuals have not
gelled. Members are
dependenton some leader
for
and ground
rules. Task-wise
membersseekorientation.

Member
participation
Goal
understandingand
acceptance
Listening and
information
sharing

The conflict phasewhich
involves members
bargaining with each
Handling
other. The task function is disagreementsand
organisation,and how
conflict
best to organiseto achieve
Decision-making
the groups objective
Norming - This is the
cohesionstagewhen
membersdevelop closer
relationships.Task-wise
membersare more open
about goals and there is
an increasein data flow.
Performing - At this
stagethe group concernis
with achieving thejob in
hand. Task-wise there is
a high commitment to
objectives.

Groups can handle the rise in
organisationalinformationprocessingrequirements
causedby increasing
complexity better than
individuals

Issuesfacing any
workgroup
Cohen, Fink,
Gadon& Willits,
(1995.142)

Evaluation of
member
performance
Expressing
feelings
Division of labour
Leadership
Attention to
process

Adjourning This is the final stagethe
group may disband due to
achieving objectivesor
membersleaving.

35.1

A model of Team Learning

Kasl, Dechant and Marsick (1993) approach team learning as an experience. Their
They
label
learning.
derives
four
to
their
choose
specifically
phases
of
study
group
intention
is:
learning'
'team
learning'
`group
their
to
as
as
opposed
research
`to communicate the possibility that [their] model is applicable to
groups who are not functioning as units of organizations, such as
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community action groups, research teams, self help groups, etc.'
(1993: 143-4)
The data underpinning their study was collected from two profit-oriented corporations,
and therefore helps in understanding team learning in dynamic organisational-related
contexts.
Their four phasesof group learning are as follows (Kasl et al 1993: 144-5):
"

Phase 1: Contained learning: a group exists, but learning, if any, is contained
within individual members.

"

Phase 2: Collected learning: Individuals begin to share information and meaning
perspectives. Group knowledge is an aggregate of individual knowledge. there
is not yet an experience of having knowledge that is uniquely the group's own.

"

Phase 3: Constructed learning: the group creates knowledge of its own.
Individual's knowledge and meaning perspectives are integrated, not aggregated.

"

Phase 4: Continuous learning: the group habituates processesof transforming its
experience into knowledge.

Kasl et at (1993: 145) describe these phases as having particular characteristics. Firstly,
'these phases are described as developmental to indicate progression and growth in
learning. this does not mean that groups never regress.' Secondly, 'individual groups
can cycle through the learning phases starting at Phase 1 with each new learning task'.
and finally `as groups develop skills as 'learning bodies' it is likely that very little time
is spent in the first two phasesof group learning.
They propose how groups are propelled from one phase to the next through the
following propositions (ibid: 155):
1. Groups move from the contained to the collected phase when
including.
learning
mutual
are
present,
conditions
particular
trust, respect and regard among the participants, as well as
perception that association in the context of a group can bring
personal benefit.
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2. Groups move from the collected to the constructed phase when
members listen carefully and respectfully to each other, and
understand each other with

enough depth that multiple

perspectives can be integrated to construct meaning.
3. The energy that propels a group from constructed to continuous
learning is created when the group frames its identity as a
learning group, becomes conscious of monitoring its processes
as learning processes,rather than the processes of interpersonal
interaction and role fulfilment that are described in the groups
dynamics literature.

With reference to their first proposition, Kasl et al (1993) identify mutual trust, respect and
field
have
discussed
for
Other
to
the
the
contributors
as
necessary
movementt.
regard
importance of trust in team learning. Lawler (1992) implicated trust as being vital in the
implementation of self-managed work-teams. Moreover, in a recent empirical study,
Edmondson (1999) showed that work groups with high levels of trust amongst its
behaviours
in
learning
likely
than other groups.
to
engage
members are more

Edmondson (1999) and Edmondson, Bohmer and Pisano (2001) reintroduce the concept
of psychological safety, discussed in an earlier paper by Popper and Lipshitz (1988) as
an important in fostering collective learning in work teams. Edmonson, Bohmer and
Pisano (2001) describe psychological safety as `a shared belief that well-intentioned
interpersonal risks will not be punished' (p688).

In order to achieve perceived

psychological safety, I suggest that a high level of trust amongst team members would
be necessary. The relationship between trust and psychological safety is not discussed
in the research literature. Empirical investigation of this relationship would make an
insightful research agenda.

I feel that Kasl et al's second proposition links with the concept of emotional
intelligence. Emotional intelligence is defined by Mayer and Salovey (1977: 10) as
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'An ability to perceive accurately, appraise and express
emotion. the ability to access and/or generate feelings when they
facilitate thought. the ability to understand emotion and
emotional knowledge. and the ability to regulate emotions to
promote emotional and intellectual growth'.
Druskat and Wolff (2001) have evaluated emotional intelligence and its interaction with
teams. They found that teams can develop high levels of emotional intelligence, and in
the process, they can increase their overall performance. In support of this, Kernan
(2003: 12), in an empirically

substantiated report, highlights

that most of the

participating respondents mentioned emotional intelligence as a `unifying thread of their
work with teams'.

The third proposition proffered by Kasl et al (1993) is the most exciting in relation to
this research project. Kasl et al (1993), tentatively suggest that in order to move from
constructed learning to continuous learning a group has to actually frame and identify
itself as a learning group (regardless of the purpose and goals of the group) and
subsequently treat all of its activities as a learning experience. This third proposition
presents new perspectives for researching the relationships between learning and
corporate venture team activity.

The perspective of teams' framing themselves as

learning teams raises possible research questions, such as:
"

How do successful and unsuccessful venture groups frame and identify
themselves?

"

How do informal venture groups frame and identify themselves compared with
formal venture groups? What are the implications of this?

Such questions coupled with issues raised via the other two propositions, such as trust
and emotional intelligence could act towards the basis for a future research agenda
within the fields corporate entrepreneurship and organisational learning.

3.5.2

Group Learning

Cranton (1996: 25) identifies three types of group learning, based on 'a well-respected
identifies
Cranton
(1996)
by
Habermas
(1971).
framework'
three
offered
philosophical
types of knowledge as a learning goal. People have three basic interests, each of which

105

may lead them to acquire a different kind of knowledge'. The knowledge acquired may
be:
"

Instrumental knowledge is derived from a person's interest in ways to control
and manipulate their environment,
Instrumental

transportation.

in order to have shelter, food and

knowledge

is

`scientific,

cause-and-effect

information'.
"

Communicative knowledge is derived from a person wanting to understand
others, and the social norms and the context within which they live and work.
Communicative

knowledge consists of mutual understanding and social

knowledge.
"

Emancipatory knowledge is derived from a person's basic interest in their own
freedom
from
including
development,
the constraints of not
personal growth and
knowing.

This

knowledge

consists of

increased self-awareness and

transformation of a person's perspectives.

Cranton (1996: 26) argues that instrumental knowledge, communicative knowledge and
emancipatory knowledge form the foundation of cooperative, collaborative

and

transformative group learning, respectively. Cooperative group learning is described as
interpersonal
learning
is
`focus
than
the
the
the
rather
on
subject
matter
of
on
when
processes.' This type of group learning is structured and appropriate and popular in
military education, health professional education and in most technical training.
'In cooperative group learning the 'educator' designs the
exercises, activities and experiences, or problems the learners
including
is
The
learning
through.
objectives,
structured,
work
time constraints, detailed formats for the presentation of
products, and perhaps the evaluation guidelines. In this role the
is
in
keeps
the
power,
and
position
expert,
educator remains
control of the learning process of evaluation' (Cranton,
1996:27)
Collaborative group learning is where individuals work together to construct knowledge
27).
1996:
discover
(Cranton.
truths
to
than
objective
rather

In collaborative group

learning communities or groups socially produce knowledge (Imel 1991), and anyone
can participate in the process of shaping and testing ideas. Ideas, feelings, experiences,
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information and insights are exchanged, and through this exchange process, group
members come to an understanding that is mutually accepted. In collaborative group
learning `the educator establishes the atmosphere in which inquiry is possible and
participates in the shared exploration. '(Cranton, 1996:27)

Transformative group learning occurs when groups revise their underlying expectations,
assumptions, or perspectives. This type of learning empowers the individuals within
groups.
'In transformative group learning, individuals take responsibility for
their own learning, they seek out new perspectives, challenge
commonly held views, question themselves and each other, and often
work toward change outside of the group or program. Learners may
identify problems and constraints that they share, define collective
'
in
(1996: 30)
their
to
concerns.
address
goals, and engage group action
Transformative group learning is described as occurring in groups where social change
is a goal. Such groups include community action groups, environmental groups, political
looks
Cranton's
Even
though
work
at group learning in a
and
networks
women's groups.
broad context, I think that it would be interesting to explore how her typology and
theories fit into an organisational context and entrepreneurship culture.
3.6

Organisational Learning (OL) and Learning Organisation (LO)

The question as to whether organisations can actually learn is widely debated in research
literature. Popper and Lipshitz (1998) refer to this as the problem of anthropomorphism
in organisational learning - attributing human qualities to nonhuman entities. For
example March and Olsen (1976) state that learning implies thought and that the
concepts of organisational learning and learning organisation attributes human
characteristics to organisational structures. Conversely, Hedberg (1981) contends that
because.
learning
entities
are
organisations
`Organizations do not have brains, but they have cognitive
develop
individuals
As
their personalities,
memories.
and
systems
personal habits and beliefs over time, organizations develop word
views and ideologies. Members come and go, and leadership
behaviours,
but
certain
preserve
memories
organizations'
changes,
Hedberg
(1981:
6)
time'
and
values
over
maps,
norms,
mental
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Likewise Kim (1993: 37) maintains that 'organizations can learn independent of any
specific individual but not independent of all individuals'.

Following from this, it is widely appreciated in the research literature that organisational
learning is more than just the cumulative result of individual members' learning.
(Argyris and Schön, 1978. Hedberg, 1981. Dixon, 1992)
`There is no organizational learning without individual learning,
insufficient
but
is
individual
learning
that
a
necessary
and
condition for organizational learning. ' Argyris and Schön
(1978: 20)
Earlier on in this chapter, the differences between the definitions of organisational
learning, learning organisation and a learning organisation were discussed. It was
explained how organisational learning describes the learning process of an organisation,
how learning organisation can describe either a concept functioning as a vision or a
learning
how
a
organisation describes an
and
subject of scientific study and research
features
that
or
salient
characteristics
of learning
organisation
possessessome major
key
looks
The
this
contributions to the subjects of
at
of
chapter
rest
organisation .
research of organisational learning and learning organisation.

Following from the analysis of the definitions of organisational learning, learning
organisation and a learning organisation, it makes sense that some researchers have
commented that literature within the field of organisational learning concentrates on
understanding the learning processes within organisational settings, whilst the literature
within the field of learning organisation

is geared towards creating an ideal type

(Easterby-Smith, 1997. Tsang, 1997). There also seems to be divisions in the `type' of
learning
fields
behind
the
to
organisational
of
contributions
and learning
author
describe
8)
(1999:
Araujo
Easterby-Smith
two communities of authors.
and
organisation.
learning
Those
to
the
contributing
organisation
consultants and academic researchers.
literature are represented by consultants, and those contributing to the organisational
learning literature are represented by academic researchers. Following

from this

Easterby-Smith and Araujo criticise the academic quality of contributions to learning
from
has
been
This,
literature.
the growing number of
they
caused
argue,
organisation
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contributions from consultants who have caught onto the commercial significance of
learning organisation, inspired by a number of best selling books by such as Senge
(1990) and Pedler et al (1991,1996).
`Although these accounts are often very insightful, some may
lack the critical objectivity of traditional academic work. '
Easterby-Smith and Araujo (1999: 2)
Since contributions to the fields of organisational learning and learning government are
different in their authors, quality of research and research objectives, they will be
discussed separately.

3.6.1 The Disciplines of Organisational Learning
Before reviewing the key contributions to the organisational learning literature, I will
introduce a summary of disciplines of organisational learning from Easterby-Smith
(1997).

The summary is reproduced in Figure 3.9.

His work highlights the many

disciplinary perspectives that exist within the field and demonstrates the contributions
made by each perspective and the problems that each perspective attempts to solve. His
build
foundation
informative
to
this section of the literature
with
which
work acts as an
review.
Figure 3.9.
Disciplines of Organisational Learning adapted from Easterby-Smith (1997: 1087-1103)
Discipline
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"

How to move the
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relate to organizationallearning
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cognitive mapsand framesof thinking
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betweenthinking and action
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groups
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Drawing attentionto the politics,
conflict andpower as normal realities of
all organizations,and not somethingthat
can be avoidedby the introduction of
better information systems.
" Providing a fundamentalquestioningof
the natureof learning in organizations,
and the processof constructionthat
underpinsit
" Raising the questionabout whose
interestsareservedby the conceptof
organizationallearning
"A
strongbelief in the competitive
advantagesthat can be gainedfrom an
application of the principles of learning
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over how far organizationsare capable
of adaptingto changingenvironmental
circumstancesand niches
" The importanceof direct experienceand
the significanceof the tacit knowledge
that can result
" Exchangesof information are crucial
amongcommunitiesof high technology
companies,but amongjoint-venture
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managementpracticesis more
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" The conceptof the learningcurve
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viewed from other
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"

From this perspective
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be seenas self-inflicted
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competitive forcesand
the structuralchanges
resulting from
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"

Limitations in using
single criteria to
compareorganizational
configurations
The methodological
weaknessof conducting
comparativeresearch

"
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The distorting effect of
organizational poli tics
The tendencyof
managersto behavein
`nonrational' ways
Conflicts between
short- and long-term

"

"
"

The relativity of
cultural beliefs
That it may be difficult
to transfer ideasfrom
one cultural settingto
another.

Easterby-Smith (1997: 1086) stressesthat the `disciplines' identified serve as mere labels
for the different standpoints from which the contributions to the literature have been
made and are not disciplines in the strict senseof the word. Some are recognized as subdisciplines or as specialisms within the field of management. His discussion does not
attempt to fit authors into any one particular `box'.

3.7 Models of Organisational Learning
The next section will explore models of organisational learning. Cross-references will be
made to Easterby-Smith's (1997) categories during the course of the review.

Some

authors produce ideas that are multi-disciplinary and match more than one of EasterbySmith's categories proposed above.

3.7.1 March and Olsen's Cyclical Model
March and Olsen (1976) propose a cyclic model of organisational learning that is a
`stimulus-response system' (Hedberg, 1981).

The model makes a clear distinction

between individual and organisational learning.

A learning cycle begins when an

individual's actions contribute to the organisations' actions. An organisation's actions
are shown to induce environmental responses (see figure 3.10).

Environmental

responses are conveyed back to the organisation, which in turn alter individuals'
cognitive maps, and therefore influence individuals' future actions.

Kim (1993) suggests that if the environmental response is static and unchanging,
individual

beliefs, actions and therefore organisational actions will

also remain

unchanged. I question the model as individual learning and organisational learning are
beliefs,
Individual
and organisational action are shown,
and
action
not represented.
however, there is no link provided from action and beliefs to learning.
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Figure 3.10 The cycle of organizational learning by March and Olsen( 1976) adapted frone Kim
(1992: 42)

action

r

Organizational

Environmental

action

response

March and Olsen's model addresses the issue of incomplete learning cycles. They argue
that this will occur when learning is impaired or prevented due to either weak or broken
links in the cycle.

Four cases are identified

that weaken or break the learning cycle and

are shown in figure 3.10 accordingly.
learning (this can occur when individual

1. Role-constrained
on individual
2. Audience

learning has no affect

action, due to the constraints on the individual's

learning

(this can occur when the individual

role).

affects organisational

action in an ambiguous way).
3. Superstitious

(this can occur when the link

learning

response is broken).

action and environmental
4.

Learning

between organisational

under ambiguity

(occurs when the individual

action, which in turn. affects the environment,

affects organisational

but the connections

among the

events are not clear.

in the research literature

The model is criticised
responses (King,

Kim

1993).

implies that all organisational
it neglects to explore

(1997)

`information

(1993) argues that March

the organisational

typology,

and Olsen's

(1976) model

learning is in some way affected by the environment,
learning

that may occur

independent of the external environment.

organisation,
Smith's

for being driven by environmental

I think

that March

processing' category.
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Referring

and Olsen's

from

within

and
the

back to Easterby-

model fits best into the

3.7.2 Argyris and Schön's Feedback Model
Argyris

and Schön's (1978) model of organisational

upon the ideas created from cybernetic

cognitive

learning (see figure 3.11 ) draws

learning theory.

In cybernetics,

the

notion of feedback is a critical component of learning, and Argyris and Schön extend the
idea of feedback to the organisational

level.

Figure 3.1 1 Single-loop and Double-loop learning taken from Argyris (1995)

Match
Governing

4

Variables

Consequences

Actions

Mismatch

Single-loop
Double-loop
Argyris

and Schön (1978) view learning as occurring

Firstly,

under two conditions.

learning occurs when an organisation achieves what it initially

sets out to achieve, 'that

is there is a match between its design for action and actuality

(Argyris.

of outcome'

1995: 8). Secondly learning occurs when something goes wrong, but is rectified,
a mismatch is turned into a match' (Argyris.
process whereby
questioning

something

that is going

or altering underlying

1995: 8). Single-loop
wrong

is 'detected

that is,

learning describes the
and corrected

values of the system' (Argyris.

1995: 8).

without

As figure

3.11 shows, single-loop learning occurs when either.
1. Matches are created.
2. Or when mismatches are detected, and then are corrected

by changing

some

actions, which in turn alter consequences to create matches.
Single-loop

learning occurs within the set of governing

variables.

Governing

are described by Argyris (1995: 9) as.
`The preferred states that individuals strive to "satisfice" when they
acting. These governing variables are not the underlying beliefs
values people espouse. They are the variables that can he inferred,
the actions of individuals
acting as agents for
observing
organization, to drive and guide their actions. '
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are
or
by
the

variables

Otherwise stated, single-loop learning is concerned with accepting change without
questioning underlying assumptions and core beliefs.
through altering the organisation's governing variables.

Double-loop learning occurs
So in double-loop learning

mismatches are identified and then through altering governing variables, actions are
altered to correct mismatches. As Harrison (1988: 230) explains double-loop learning is
`concerned to question why [a] problem arose in the first place and tackle its root
causes'. Argyris (1995) clearly states that both single-loop and double-loop learning
only occur when the solution to a problem has actually been produced.

Deutero-learning is the highest level of learning in Argyris and Schön's typology, and
can be described as how an organisation develops the ability to pre-empt changes in its
environment (Birdthistle, 2003), and learn how to learn (Worrel, 1995).

Deutero

learning is concerned with the why and the how to change the organisation. Deuterolearning facilitates the learning and improving of organisational processes through
building on the single-loop and double-loop learning processes.

Argyris and Schön

acknowledge, that in actuality, learning in organisations is normally restricted to singleloop learning and not double-loop learning. They also suggest that deutero-learning is
predominantly used for reflection about single loop learning and not double-loop
learning.

Argyris

and Schön's model fits

within

the management science ontology

of

organisational learning, as its underpinning theory draws heavily from that of
cybernetics, where information processing and feedback are central processes.

Argyris and Schön are not unique in offering a typology of learning levels. Figure 3.12
(adapted from Rol and Lyles, 1985. Perin and Sampaio, 2003) shows the many different
contributions found within the organisational learning research literature that separate
organisational learning into three levels of learning.

However, Argyris and Schön's

labels (single-loop, double-loop and deutero learning) are probably the most well known
and frequently cited.
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Figure 3.12 Labels for the Three levels of learning found in the Research Literature adapted
from Fiol and Lyles (1995) and Perin and Sampio (2003: 3)
Learning level 1I

Deutero-leaming

Single-looplearning

Double-loop learning

Deutero-leaming

Adjustment learning

Turnover learning

Turnaround learning

Shrivastava(1983)

Adaptive learning

Assumptionsharing

Developmentof
knowledgebase

Fiol and L yes (1985)
Pautzke(1989)

Lower-level learning
Raisingeffectiveness

Garratt(1990)

Operationallearnincycle

Higher level learning
Learning from experience Changein knowledge
structures
Integratedlearnincycle
Policy learningcycle

Klimecki et al (1991)

Improvement Learning

Change learning

Learning to learn

Sattelberger(1991)

Organizationalchange

Staehle(1991)

Assimilation

Organizational
development
Accommodation

Organizational
transformation
Equilibration

Pawlowsky (1992)

Idiosyncratic learning

Morgan (1986)

Single-loop

Adaptation to
environment
Double-loop

Learning to solve
problems
Holographic learning

Probst & Buchel
(1997)

Adaptive learning

Reconstructivelearning

ProcessLearning

Bateson (1973)
Argyris and Schön
(1978)
Hedberg (1981)

3.7.3

Learnin

level I

Huber's Processual Model

Huber (1991) proposes a construct and process model of organisational learning based
90),
Huber's
(1991:
literature.
to
refer
the
please
work
thorough
research
review of
on a
for a complete description of his model. His model explores organisational learning
through discussion around four learning-related constructs
"

Knowledge acquisition (the process by which knowledge is obtained).

"

Information distribution (process by which information from different sources is
information
leads
to
or understanding).
thereby
new
and
shared

"

Information interpretation (process by which distributed information is given one
interpretation).
understood
or more commonly

"

Organizational memory (which knowledge is stored for future use).

Figure 3.13 (on the next page) shows the subconstructs and subprocesses relating to
knowledge acquisition, information distribution, information interpretation and
information
Huber
through
that
acquire
organisations
proposes
organizational memory.
five processes.
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"

Congenital

learning (a combination

of

the knowledge

inherited at an

organisations conception and the additional knowledge acquired prior to its
birth).
"

Experiential learning (this is knowledge acquired through direct experience at an
organisation's birth).

"

Vicarious learning (this is learning through imitation of competitors).

"

Grafting (this is when an organisation increases their existing store of knowledge
by acquiring and grafting

on new members who posses knowledge not

previously available within the organisation).
"

Searching and noticing (this is when an organisation increases its existing
knowledge base through tasks such as scanning, focused searchesand
performance monitoring).

Figure 3.13 Constructs and Processesassociated with Organizational Learningtaken from Huber
(1991: 90)
Constructs and Processes
Knowledge
Acquisition

Subconstructs and Subprocesses
Congenital Learning

Experiential Learning

Organizational experiments
Organizational self-appraisal
Experimenting organizations
Unintentional or unsystematic learning

Vicarious Learning

Information

Subconstructs and Subprocesses

Experience-basedlearningcurves

Grafting

Distribution

Searchingand noticing

Scanning
Focusedsearch
Performance

Cognitive Maps and

Information
Interpretation

monitoring

Framing

Media Richness
Information Overload
Unlearning

Organizational
Memory

Storing and retrieving information
Computer-based organizational memory

Huber (1991) identifies information distribution as being the construct that determines
the occurrence and breadth of organisational learning. He points out that distribution of
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information can lead to an increase in the rate of occurrence of new information through
open sharing of information between departments. According to Huber (1991) the
breadth of organisational learning is increased through information distribution when
information is widely distributed in an organisation.

This makes information more

accessible to individuals and groups, therefore facilitates learning.

Information

interpretation is the third learning-related construct in Huber's model of organisational
learning processes.
`It seems reasonable to conclude that more learning has occurred when
more and more varied interpretations have been developed, because
such development changes the range of organization's potential
behaviours, and this is congruent with the definition of learning. It also
seems reasonable to conclude that more learning has occurred when
more of the organization's units understand the nature of the various
interpretations held by other units' (1991: 95).
Huber argues that more learning occurs in an organisation when there are wide ranging
and diverse interpretations held by its individuals.

Additionally, more learning occurs

when there is a wide understanding between individuals

of other members'

interpretations.

Huber's (1991: 105) final learning construct is Organisational Memory. He argues that
the problems associated with poor organisational memory are more complex than mere
`considerations of the deficiencies of humans as repositories of organizational
information

and knowledge'.

He identifies three problems associated with poor

organisational memory.
9

The

'knowledge-gap'

that is created when personnel leave the

organisation
"

Due to lack of anticipation for future needs, a substantial amount of
information is either not kept by the organisation (e.g. blackboards get
erased, or is not easy to retrieve within the organisation.

"

Organisational members who require information often do not know how
to find the information, where to find it and whether the information is
available within the organisation.
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When I try to fit Huber's (1991) model of organisational learning into the categories in
Figure 3.9 it seems to fit into two categories, that is, management science perspective
and the psychology & organisational development perspective.

Its emphasis on

information acquisition, distribution and storage fit in with the information processing
ontology of the management science discipline, and its focus on the process of
interpreting data and shared meaning contributes to the human development ontology of
psychology and organisational development.

3.7.4 Kim's OADI SMM
Kim's (1993) OADI-SMM (observe, asses,design, implement - shared mental models)
model of organisational learning proposes how individual learning may be transferred to
the organisation through mental models. His work draws on research by March and
Olsen (1975), Argyris and Schön (1978), Kolb (1985), Senge (1990) and Koffman
(1992). The model, as illustrated in figure 3.14, has a big disadvantage in that it is very
difficult to explain and it is time consuming to understand. It is substantive and builds
is
the
theoretical
which
sometimes a weakness in
of
others,
and
work
on
empirical
contributions to the field.

There are four progressive stages to the model. Individual

learning and mental models, shared mental models, applying March and Olsen's OL
cycle, and incorporating Argyris and Schön's single-loop and double-loop learning.

Kim constructs his integrated model around four processes. The first is the process of
individual learning. His work draws from the experiential learning theory of Kolb et al
(1985) and Koffman (1992). Reflecting back to the discussion of Koffman's OADI
cycle in section 3.4.5, it is shown as a four-stage process. observe, assess,design and
implement (see figures 3.9 and 3.14). Kim argues that even though the OADI cycle
learning
it
in
the
process,
understanding
neglects to
contribution
makes a valuable
address the role of memory. Kim uses mental models as a means of appreciating the
role of memory and in his model and shows Koffman's OADI cycle linking to
individual mental models (frameworks and routines). I am not completely convinced
that accounting for individual mental models of learning will subsequently account for
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the role of individual

memory.

I feel that mental models are more than just memory,

and memory is more than mental models.
Figure 3 14 An Integrated Model of Organizational Learning: OADI- Shared Mental Models
.
S(MM) cycle taken from Kim (1993: 44)
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In a draft version of this chapter, I spent a number of pages describing the model and
how it was put together.
findings

I have decided to omit this now, as it is not relevant given the

of my research.

originating
consideration

article.

For a fuller

Rosengarten

(1999)

explanation
further

on the mode please visit

criticises

the

the model for its lack of

draws on respected theory, and
This
learning.
the
model
said,
team
of
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when relating it to Easterby-Smith's (1997) disciplines of organisational learning I feel
that the model lends itself to several ontological perspectives. Its application of both
March and Olsen's (1976) and Argyris

and Schön's (1978) models of learning

contribute towards the information processing ontology of management science. Its
careful consideration of both individual and organisational mental models contributes
greatly to the disciplines of psychology and organisational development. Moreover,
through its consideration of collective and shared mental model, it contributes to cultural
anthropology.

3.75 Crossan, Lane and White's 41 Framework
The 41 framework (see Figure 3.15) was developed by Crossan, Lane and White (1999)
and links four micro processes (intuiting, interpreting, integrating and institutionalizing
Crossan, Lane and White
41's
levels
(individual,
to
the
three
and
organisation).
group
(1999) view organisational learning as the principle means of achieving strategic
renewal within an enterprise and their interest in strategic renewal is the underlying
reason for the development of their 41 framework.

Four key premises form the foundations of their framework (1999: 523).
organisational learning

involves

a tension between assimilating

(exploration) and using what has been learned (exploitation).

Firstly,

new learning

Secondly, OL is multi-

level (individual, group and organisational). Thirdly, the four social and psychological
institutionalizing
link
interpreting,
integrating
intuiting,
the three levels
and
of
processes
of OL. Finally, cognition affects action and vice versa.
Figure 3.15, overleaf, describes the four processes identified by Crossan, Lane and
White (1999) and shows at which levels they occur and the input and outcomes of the
learning processes. As shown, intuiting and interpreting occur at the individual level.
Intuiting is the beginning of new learning, and appears to be a largely subconscious
process.

Crossan et al (1999: 527) emphasize that the subconscious process is

highlight
intuiting.
Furthermore,
in
they
that since
entrepreneurial
particularly prevalent
intended
intuiting
insight
describe
the
language
to
the
action
to
at
explain
or
exists
no
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stage of learning, `imagery sometimes called `visions', and metaphors aid the individual
in his or her interpretation of the insight and in communicating it to others'.
Figure 3.15 Learnin

inn Organisations: Four processes through Three levels adapted from

Crossan et al (1999: 525) and Crossan and Nulland (2003: 1090)
Level

Description of Process

Inputs/ Outcomes

Individual

Intuiting: The preconsciousrecognition of the patternand Experiences
or possibilities inherent in a personalstreamof experience. Images
This processcan affect the intuitive individual's behaviour, Metaphors
but it only affects others as they attempt to (inter) act with
that individual.

Group

Language
Interpreting: The explaining of an insight, or idea to one's Cognitive map
self and to others. This processgoesfrom the preverbaland Conversation/
dialogue
requiresthe developmentof language
Shared
Integrating:
The process of developing shared understandings
understanding amongst individuals and the taking of Mutual adjustment
coordinated action through mutual adjustment.

Organization

Dialogue

Interactive systems

and joint action are crucial to the developmentof shared
understanding. This processwill initially be ad hoc and
informal, but if the coordinated action taking is recurring
Routines
and significant it will be institutionalised.
Diagnosticsystems
Rules and

Institutionalizing:

the process of ensuring that routine
actions occur. Tasks are defined, actions specified and
organizational mechanisms put in place to ensure that
certain actions occur. Institutionalizing is the process of

procedures

embedding learning that has occurred by individuals and
groups into

the institutions

of

organization

including

systems,structures,proceduresand strategy.

Interpreting begins picking up on the conscious elements of the learning process. It is
through this process that individuals develop cognitive maps (or mental models) about
the environment in which they exist. Crossan et al (1999) state that language and
dialogue play an important role in this process, as it enables the learner to communicate
feelings.
As
interpretive
hunches,
or
sensations
once
processes
and explain what were
move beyond the individual, and becomes embedded within the work group or team, it
becomes integrative.
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The focus on integrating is coherent, collective action (Crossan et al, 1999). This
requires shared understanding between group or team members, and continuous
conversation plays an important role in producing this.

Institutionalizing sets OL apart from individual learning. Crossan et at (1999) agree
with many researchers, in that OL is more than just the sum of its members learning.
Here Crossan et al (1999) focus on the `learning that becomes embedded in the systems,
structures, strategy, routines, prescribed practices of the organisation, and investments in
information systems and infrastructure' (1999: 529). Institutionalizing provides a means
of leveraging the learning of individual members.

Figure 3.16 illustrates how the four micro processes link to the three levels of learning
within organisations through the feedback and feed forward loops.
Figure 3.16 The 41 model of Organizational Learnin

as

vnamic process, taken from Crossan.

Lane and White (1999: 532)

Group

Individual

Feed forward
Individual

Group

W,
b

Organizational
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Organizational

:::

ý

Crossan et al (1999) state that the processes are progressive and sequenced, through
each level, but not every process occurs at every level within an organisation. As one
moves through from the individual level of intuiting/

interpreting, through group

integrating to organisational institutionalizing, the process of learning becomes less fluid
and incremental.

Organisational Learning is described by Crossan et al (1999) as

occurring over time and across levels. A tension is created between producing new
learning (feed forward) and exploiting or using what has already been learned
(feedback). Crossan et al describe the tension creating process as follows (1999: 532).
`Through feed forward processes, new ideas and actions flow
from the individual to the group to the organization levels. At
the same time, what has already been learned feeds back from
the organization to group and individual levels, affecting how
people act and think. The concurrent nature of the feed-forward
and feedback processes creates a tension, which can be
understood by arraying the levels against one another.'
A very interesting and relevant point made by Crossan et al (1999) is the problems that
arise between interpreting and integrating (feedforward) and institutionalizing

and

intuiting (feedback). Highly institutionalized organisations (e.g. large, bureaucratic,
corporations)

may drive

out the individual

intuiting

process (e.g. individual

intrapreneurs). As Crossan et al (1999) explain.
`The language and logic that form the collective mindset of the
organization and the resulting investment in assets present a
formidable fortress of physical and cognitive barriers to change.
Further, members of the organization must step back from
proven, objective successes and allow unproven, subjectively
based experimentation. ' (1999: 533)
This is particularly interesting and relevant to this research project, because it provides a
framework (through its examination of feedback from institutionalizing to intuiting) for
exploring the barriers to entrepreneurial activity within large organisations. Since a
defining point of this model is that it explores both feedback and feed-forward, then the
factors
insight
into
that encourage entrepreneurship within large
model should provide
organisations.
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The 41 framework

is unique compared with the other models that have been described so

far, in that it connects

individual,

renewal. Refen-ing hack to Easterby-Smith's

(I997)

it is clear that the 41 framework

disciplines.
consideration

of cognitive

anthropology

discipline

with

strategic

typology of organisational

learning

of fields.

spans a number

maps, shared values and beliefs

identified

learning

team and organisational

by Easterby-Smith.

from the individual

organisation

The consideration

as an essential element of transferring

of different
development.

learning tip the

level, and its locus on feed-hack in transferring

learning

level, it contributes to management science. With its underlying

from the organisational
objectives

its

it fits into the cultural

levels of learning contributes to the field of psychology and organisational
With its focus on feed-forward

With

of achieving

renewal,

strategic

to the competitive

the model contributes

ontology of strategy.

Rosengarten's

3.7.6
Finally,

Cycle (1999)

Rosengarten (1999) offers a 'comprehensive

his postdoctoral
organisational

thesis. In this

knowledge.

learning

model,

organizational

is performed

learning eye 1e in

with

the support

Rosengarten's (1999) model is illustrated in Figure 3.17.

Figure 3.17 The Comprehensive Organizational LearningCycle taken from Rosen garten
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i

of

is achieved,

what is learned is

codified therefore making this available to teams for learn learning.

Rosengarten argues

The model suggests that when individual

by individuals

that has been codified

that the learning
organisation.

learning

therefore

codification

is available

can lead to organisational

reflects this by the thin arrow to from codification

to the whole

learning.

to 'organisational

The model

learning.

Once team learning occurs so too does the generali. cai on of knowledge.

This allows

what has learned through team learning to become accessible to the whole organisation.
of teanmlearning can also lead to organisational

Therefore generalization
organisational

becomes institutionalized.

learning occurs, knowledge

that what has been learned becomes set in organisational
organisations

standard operating

procedures.

cycle completes when what has become newly institutionalised
level. This newly institutionalised

learned at the individual
framework

for individuals

within

the organisation

This can mean

policies

Rosengarten's

learning. When

or part of the
learning

organisational

into the organisation

is

knowledge acts as a revised

to develop their individual

learning

further.

Rosengarten demonstrates
place at single-loop,

that individual,

double-loop

and deutero level by the circles

learning level (as shown in figure 3.17).
even though
individual

team and organisational

surrounding

each

Through his model, Rosengarten argues that

there is a route to bypassing

codification,

learning can take

team learning

this route applies predominantly

and generalization,

to the non-complex

from

'explicit'

knowledge as discussed in Nonaka's (1994) work on the knowledge creating company.
'As

a consequence, this plain model of the comprehensive
organizational learning cycle can cope not only with the vast
knowledge,
but
knowledge,
tacit
which
also
amount of complex
'
1999:
learning.
82)
(
he
hardly
team
transferred
without
could
Rosengarten extends the model, to explore the possibilities for incomplete organisational
3.18

illustrates

incomplete organisational

learning.

learning.

Figure

the six circumstances
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identified

that may cause

There can he a break between:
I)

This means that an individual

learning and codification.

Individual

has been

newly acquired knowledge. (They may not he

deficient in some way in codifying

capable, may have forgotten, or may have no incentive to do so. )
2) Codification

individual

This is when codified

and team learning.

knowledge

not made accessible to teams, who may require the knowledge.
incentives

organisational

suggests

missing

structure,

which

individual

placing too little significance

information

prevent the individual

Rosengarten

in an organisational

from

is

culture

or

passing on information,

or an

and importance

of the

on the quality

as reasons that may cause this cut-off.

Figure 3.! K The Comprehensive Organizational Learning Cycle with Possible Interuptions (I to
6) in the Learning Process.
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This is where the new knowledge of a team

in order to he accessible

Missing skills and training, organisational
little incentive for generalization
4) Generalization
organisation

and

to the whole

organisation.

structure and/ or values that provide

may he reasons for this occurring.

organisational

is unwilling

rr

loll

3) Team learning and generalization.
cannot he generalised,

NG

learning.

'I'bis

to take up the generalisation
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iuay

occur

when

the

of team learning, glue to it

with the dominating

conflicting

the knowledge,
organisational

may not have enough persuasive impact to facilitate

change at

level.

5) Organisational
knowledge

culture, or the team generalising

organisational

learning and institutionalization.

is not stored in the organisation's

by Rosengarten

This occurs when generalized

memory.

(1999) are lack of experience.

Causes for this proffered

resources or systems to store

information.
6)

Institutionalisation
learning

and individual

has no effect

individual

on the individual

organisational

concerned

does

not

implies organisational

and has had little time to acquire
It also may he the case, that the
to retrieve

3.8 The Learning

learning.

Even though a criticism

organisational

of his model is that it

an understanding

of the contextual

Organisation
learning to that of the learning

As discussed earlier, the literature on the learning organisation

to the achievement of a desirable end state' Easterhy-Smith

its organisational

it

learning more completely.

The focus now shifts from the field of organisational

contributions

the

learning is a simple cycle, through reducing the complexity.

realities of organisational

committed

if the

is stored.

a useful research model for developing

organisation.

may occur

(1999) model synthesises much of the earlier literature discussed in this

chapter on organisational

provides

how

know

This

learning.

knowledge.

knowledge, or where or what information
Rosengarten's

This occurs when the organisational

concerned is new to the organisation,

the institutionalised
individual

learning.

learning counterpart.

is more

( 1997: 1 103) than

However all of the key learning organisation

discussed in this chapter fit with Sun's (2003) a learning organisation

that is they describe models or frameworks

of organisations

(ha ractc ristu s or salient features n/7earning organisation

Literature on the learning organisation
the field of organisational

-

that possess some major

.

is frequently criticised by many academics within

learning, for its lacking in sound empirical support. This said,

best sellers such as Senge (1990) and Pedler. Burgoyne

127

and I3oydell ( 1991) have

successfully

managed to communicate

in chronological

organisation

to practitioners

working

and have raised the profile of this field at a practical level. As

within the organisations,
with organisational

learning

learning, I will discuss the key theories on the learning organisation

order, beginning with the work of' Senge ( 1990) on the fifth discipline.

3.8.1 Senge's Disciplines
Settge's ( 1990) text is one of the most well-known
learning organisation.

texts to come from the field of the

Senge's five learning disciplines

are. personal mastery. mental

models, shared vision, team learning, and the fifth discipline
proposes that systems thinking

is systems thinking.

acts to integrate all of the other four learning disciplines

as illustrated in Figure 3.19.
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It appears that Senge holds rather contradictory views on whether the status of `learning
organisation' is achievable. Initially, he appears to support the notion that achieving the
status of learning organisation is achievable (1990: 4):
Teaming organizations are possible because, deep down, we are all
learners. Learning organizations are possible because not only is it our
nature to learn, but we love to learn. '
However, Senge also then argues that it is non-achievable and he implies it is more

idealistic (1990:11):
`To practice a discipline is to be a lifelong learner. You "never arrive".
you spend your life mastering disciplines. You can never say, "We are
a learning organisation, any more than you can say, "I
am an
enlightened person". '
He proposes that systems thinking is central to the overall change in thinking that is
required in learning organisations.

Using cyclical cause-and-effect diagrams Senge

demonstrates how all things are inter-connected and inter-dependent. He suggests that if
the system of the events are understood, then their inter-connectedness will

be

business
Senge
to
to
this
react
problems. He proposes
applies
supposition
understood.
that a central part of what is involved in the development of the learning organisation is
the elucidation of total systems.

3.8.2 Pedler, Burgoyne and Boydell's Learning Company
Pedler Burgoyne and Boydell (1991; 1996) offer eleven characteristics of the learning
company. Their use of the term company is deliberate and is a revival of the old usage of
the term company, which is suggestive of 'a body of persons assembled for a common
object' (The Oxford Popular English Dictionary, 2000) rather than the name given to an
limited
is
legal
it
because
such
as
a
entity,
company (Ltd) or a
a
separate
organisation
public limited company (PLC) (Dodge, 1994).

The authors offer descriptions of the eleven characteristics of the learning company from
the perspective of the ideal learning company, which are as follows (1996: 15-17):
1) A learning approach to strategy (Policy and strategy formation are deliberately
structured for learning).
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2) Participative policy making (Where all of the organization's stakeholders are
able to contribute and participate in policy making).
3) Informating (Information technology is used for making information widely
available to all members of staffing to empower them to act on their own
initiative).
4) Formative accounting and control (Systems budgeting, reporting and accounting
are structured to assist learning for all members about how money work is in the
business).
5) Internal exchange (All

internal units and departments see themselves as

customers and suppliers in a supply chain to the end user or client. contracting
with and learning from other departments is normal).
6) Reward Flexibility (Flexible and creative rewards, alternatives in both monetary
and non-monetary rewards to cater for individuals needs and performance)
7) Enabling structures (Roles, departments, organization charts and even procedures
and processes are seen as temporary structures that can be changed to meet job,
user or innovation requirements).
8) Boundary workers as environmental scanners (Environmental scanning is carried
out by all people who have contacts with external users, customers, suppliers,
clients, business partners and son on. Processes are in place for bringing back
and welcoming the information into the company.
9) Inter-company learning (through joint ventures and other learning alliances, the
organizational learns from other companies and meets with them for mutual
exchange)
10) A learning climate (In the learning company all managers see their primary task
as facilitating company members' experimentation and learning from experience,
through questioning, feedback and support. The company seeks to export this
learning climate to its context and business partners).
11) Self-development opportunities for all (Resources and facilities

for self-

development are made available to all members, especially those in front line
with users or clients. People are encouraged to take responsibility for their own
learning and development).
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Pedler. Burgoyne and Boydell. developed their eleven characteristics

into a diagram (as

illustrated in figure 3.20).
Figure 3.20 Pedler. Burgoyne

and Boydell's (I996: 37) Cluster Analysis & Blueprint
of the II characteristics of the Learning Company
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the field.

text, provides a useful interactive

Using various formats of questionnaires,

are able to determine to what extent their organisation

is a learning one (as

defined by Pedler et al. 1996) and how to go about becoming an increasingly
organisation'.
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3.8.3

Rosengarten's (1999) Ten Characteristics

Rosengarten (1999) does a not offer a model of the learning organisation per se, but his
study into the characteristics of the learning organisation provides ten characteristics
based upon empirical exploration. The ten characteristics identified by Rosengarten in
the literature review are the results of quantitative analysis (correlation and regression of
seventy questionnaires and four in-depth interviews) of car component manufacturers
within

From the examination, Rosengarten found that three of the

the UK.

characteristics were regarded as more important for creating a learning organisation. His
include
by
Pedler,
has
been
developed
by
Birdthistle
(2003)
the
to
models
offered
work
Burgoyne and Boydell, and Simons. Both Rosengarten and Birdthistle's review lead to
the same ten characteristics being identified.

Birdthistle's

(2003) adaptation is

illustrated in Figure 3.21.
Explanation of numbers on the top
I=
2=
3=
4=
5=

9= Learning laboratories & experimentation
Team work and team learning
10 = Supportive corporate learning
Systemic thinking and mental models
Free vertical and horizontal flow of information. 01 = Dialogue
.
02 = Shared interpretation of reality
Education/training of the whole workforce
.
03 = Shared vision of the future
Learning reward system for employees
.

04 = Opennessand trust
.05 Commitment

6= Continuousimprovementof work

tolerance
7= Flexibility of company strategy and employees
and
=
.
06 = Risk taking and responsibility
8= Decentralised and participative management
.
Figure 3.21 Rosengarten (1999) and Birthistle (2003)
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The most important characteristic identified was 'systemic thinking and mental models'.
The second most important was 'continuous improvement of work'
`supportive corporate learning culture'.

and thirdly

Rosengarten discussed the remaining seven

characteristics as being `necessarybut not sufficient' (1999: 373).

3.9 Conclusion
Chapter 3 explores the second field of interest to this research that is organisational
learning.

The reasons why this field appears attractive to practitioners and interests

academics are similar to those reasons for corporate entrepreneurship.

In order to

remain competitive, organisations need to continually anticipate and adapt to their
changing external environment. The field of organisational learning is extensive and it
is more mature in terms of the quantity of contributions compared with that of corporate
entrepreneurship. My review of the organisational learning literature revealed a similar
pattern as with the corporate entrepreneurship literature, where learning can be grouped
into the individual, group and organisational levels.

I highlighted some inconsistencies in the existing theoretical literature, such as the many
different

definitions

of organisational learning and the mis(use) of the terms

organisational learning and learning organisation.

I briefly explored the research

literature on group learning and queried some issues that had possible implications for
both team learning and team entrepreneurship. I felt that there were many areas within
group learning that 'deserved' further theoretical and empirical explorations. Addressing
these issues, such as the role of trust and emotional intelligence in group learning, could
inform organisational practice and any organisations that are involved with group
learning, such as Higher Education and Further Education institutes.

By means of this literature review, I have observed that the models of organisational
learning and learning organisation are generally theory based rather than empirical
(although there are exceptions to this). The models can be simplistic or complex, but
generally awkward to explain. This said, there are models that are very insightful and
will be helpful in the development of this research. for example, during the preliminary
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stages (such as the development of the conceptual framework and when formulating
research questions), and during the latter stages when I will
contrasting my data and results to existing theory.
Crossan Lane and White

(1999)

lends itself

be comparing and

The 41 Framework offered by
to the

`process' of

corporate

entrepreneurship very appropriately, as its labels `intuiting', `interpreting', `integrating
and `institutionalising' translate simply.

The next chapter explores the final field that underpins this research, organisational
change.
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Chapter 4- Organisational Change
4.1

Introduction

When I first started my literature review, I had only intended to explore the research
literatures of corporate entrepreneurship and organisational learning. The first paper that
was published as an outcome of the initial literature review (Sambrook and Roberts,
2005) hardly mentions organisational change.

In retrospect the significance of

organisational change for both learning and entrepreneurship seems obvious, as change
is the essence of each, and without change a learner/ organisation will not have learned
and an entrepreneur/ organisation will not have been entrepreneurial. I had become
increasingly aware of the importance of organisational change within my research after
having taught on a Leadership, Quality, Innovation and Change module on the MSc in
Health and Social Care Leadership. In parallel to my teaching activities I attended a
HRD Conference in Limerick (Sambrook and Roberts, 2004) and presented my first
attempt at a theoretical model of corporate entrepreneurship and organisational learning
(see Chapter 5). Another delegate enquired why I had not reviewed the literature on
organisational change as it featured so clearly in my models. So this chapter explores
organisational change in terms of types of change, levels of change, change tools and the
different perspectives of organisational change research.

Based upon my argument in Chapter 1 that this thesis has been written in a way that
demonstrates the actual progression of my PhD journey, through authentic generation,
this chapter should technically appear after Chapter 5, however, I feel that this would do
it
hope
hinder
that this introductory
the
than
to
and
narrative
support
rather
more
explanation goes some way to maintaining the authentic generation of my learning
whilst facilitating the readability of the narrative.

As with the previous two chapters, some of the existing research literature can be
separated into different levels, such as individual, team and organisational.

The

organisational change literature appears to be much more fragmented than the other two,
is
but
it
does
levels
in
describing
terms
not capture all of the
useful
of
change
and
research within the field.

Therefore I have taken a `two-pronged' approach to this
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chapter and I will discuss key contributions using a framework that has been adapted
from Iles and Sutherland (2001: 23) and then summarise, compare and contrast all three
fields using an organisational level approach.

4.2

An Overview of Change

Iles and Sutherland's work (2001) reviews many key change theories and models but
focuses on the broad prescriptive question `what tools can we use to manage change?'
This is a sound practical question for its target audience, namely health care
professionals, but for the purposes of this review I have attempted (through adapting
their model) to place an emphasis on addressing investigative questions, such as `what
is change?', 'who drives change?', and 'how does change happen?'. Once fundamental
questions have been considered, I will explore some of the models within the literature.
lies and Sutherland's framework includes a substantial list of different organisational
models and tools that have been and are currently used within the management of
change in organisations. I am not able to explore all of these in depth as it would take
up too much space, and I feel there would be a diminishing return on the value that this
would add to my understanding and readers' understanding of organisational change in
relation to this project.
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Figure 4.1 An adaptation of lies and Sutherland's overview of'change

4.3

Describing Change

The Oxford
different.

Popular English Dictionary

to pass from one form or phase into another'.

affect many different

levels. within the 'self,

societies and the world.
individual,

(2000) defines change as to make or become

Within

group, organisational

Change can occur from and

within formal and informal groups, within

the context of an organisation,
or environmental

describes.
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level.

change can occur at the

As McKenna

(1994: 493)

`Change is omnipresent in society, and is reflected in many forms.
We find change in values and tastes in society generally having an
impact on markets.... Likewise, these are changes within
organisations brought about by the application of new technology
to work processes and products. All of these are examples of
organisations responding to events in their environment.
Organisations can also influence their environments by internally
generated changes such as innovations that command wide
acceptance in the external world. '
4.3.1

What is Change?

There are a number of different forms of change that are differentiated within the
management literature.

The following discussion introduces many of the different

typologies within the literature, but is by no means exhaustive. Stewart (1996) looks at
managing change through training and development, and emphasises that change is not a
new phenomenon.

He explores how change operates on species, individuals and

organisations and observes the following (1996: 14).
"

Change is a natural phenomenon.

"

Change is continuous and ongoing.

"

The purpose of change is to aid survival and growth.

"

Survival and growth are dependent upon adaptation to a changing environment.

"

The environment can be and is influenced and by the decisions and actions of the
organization.

"

Learning from experience is essential for successful adaptation and change.

"

Individuals and organizations change in both common and unique directions. '

I feel that these observations fit with 'natural' unplanned change, but planned,
intentional change may require a different set of statements to fit with their different
determinants and properties.

4.3.2

Forms of change

In Stewart's statements above, he emphasises the essential relationship between learning
That
is
be
Change
change
or
unplanned.
may
planned
change
change.
and successful
is
Unplanned
be
deliberate
also referred to as accidental (White,
change
or not.
can
1988. Senior, 2002), change by drift

(White,
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1998. Morris,

2003) or emergent

(Mintzberg, 1989. Morris, 2003). White (1998: 179) describes how planned change may
be a 'conscious, deliberate and collaborative effort in which a change agent and client
system come together to plan to improve the operation and function of a client system
through the use of valid knowledge'. White (1998: 180) describes unplanned change
occurring 'by accident, without planning, deliberation, or participation of those who
usually direct changes or those to whom the change is directed. '

Weick and Quinn (1999) differentiate between the frequency, accumulation and size of
change. Episodic change is `infrequent, discontinuous and intentional', and is also
referred to in the research literature as `radical' or `second order' change. Continuous
change is `ongoing, evolving and cumulative' and is also referred to as first order or
incremental change. Morris (2003: 142) characterises continuous change as 'people
constantly adapting and editing ideas they acquire from different sources. At a collective
level these continuous adjustments made simultaneously across units can create
substantial change.'

Planned/ unplanned and episodic or continuous change may be

found throughout all levels within the organisation.

Change can also be understood in relation to its extent and scope. Grundy (1993) defines
three types of change in relation to its extent and scope over time. Smooth incremental
change is change that evolves slowly in a systematic and predictable way (illustrated by
a horizontal line in figure 4.2). Smooth incremental change occurs at a constant rate in
being
horizontal.
in
figure
4.2
Bumpy incremental
hence
line
being
time,
the
to
relation
change is characterised by periods of relative tranquillity interrupted by acceleration in
the pace of change. Grundy suggests that the trigger for this type of change is likely to
include those from the environment in which organisations operate as well as internal
discontinuous
is
defined as
Grundy's
Finally,
third
change
of
change,
variety
changes.
(1993: 26) `change which is marked by rapid shifts in either strategy, structure or culture,
or in all three.'
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Figure 4 2.
.

Grundy's Three Varieties of Change (1993: 25)
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(1997)

developmental,

has

transitional
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of

and is continuous.

Morris

of a skill or process. ' Transitional

seeks to achieve a desired state that is different
transitional
example

change underpins
Kanter,
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organisation

and

entrepreneurship,

and Harris,
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back

to

the

(Thornberry,

(see for

and Tushman,

literature

It

The model of

change literature

change is radical and requires a shift in assumptions
its

change

change is planned and episodic.

much of the organisational

1983. Beckhard

namely.

(2003: 142) describes it as

`change that enhances or corrects existing aspects of an organisation,
the improvement

change,

(see figure 4.3). Developmental

and transformational

may be planned or unplanned

forms

three

1989).

made by the
on

corporate

2001), or frame-breaking

change (Stopford and Baden-Fuller, 1994) was described as involving `transformative
behaviour'

which

is

based around

the

Schumpeterian

Innovation

Transformation can result in an organisation that differs significantly

Concept.

in terms of

structure, processes, culture and strategy. It may, therefore, result in the creation of an
organisation that operates in developmental mode - one that continuously learns, adapts
and improves (Morris, 2003).

Figure 4.3 Ackerman (1997) Chart Comparing the Definition. Examples. and Characteristics of
Different Types of Organisational Change taken from Proel (2001: 44)

Definition

Developmental
Making incremental
improvementsover
what currently exists.

Transitional
Implementinga new state,
which requiresdismantling the
presentways of operatingand
introducing new ways of

Transformational
Implementingan
evolutionary new state,
which requiresmajor
shifts in organisational

working.

strategy and vision.

Major and fundamental
restructuringeffort
Interagency
collaboration
Political reforms e.g.
changesin welfare
arrangements
Privatisation
Most threatening
Profound and traumatic
Difficult to control

Examples

Team building
Quality improvements
Training and
developmentactivities

New services
Reorganisation
New procedures

Characteristics

Leastthreatening
Easiestto manage

Somewhatthreatening
Usually occursover a set
period of time

Usually a specific goal has

beenset althoughyou may not
know how to eet there!

Future is often

unknown!

Tushman et al (1998) suggest that organisational life consists of phases of incremental
change (or convergence) interrupted by discontinuous changes. Two types of converging
is
better
fine
doing
tuning,
aimed
at
what is already done
which
change are proposed.
well, and incremental adaptation which involves small changes in response to minor
shifts in the organisational environment. A really interesting outcome of their study is
the conflict between change and the internal support systems in the organisational
both
found
fine tuning and incremental
Tushman
(1998)
that
et
at
change process.
adjustments to environmental shifts allow organisations to perform more effectively and
enable synthesis between strategy, structure, people and processes.
142

The interesting point revealed in their empirical

study is that those internal forces that

are developed by growing organisations (which help support organisational
synthesis)
conclude
internal

also act as resistance to converging
that incremental
support

discontinuous,

adjustments

systems

so

or frame-breaking

most

will

change.

not overcome

organisations

will

Given

stability and

this, Tushman

et al

the resistance created by
he

to

required

undergo

change during periods of major change.

Dunphy and Stace (1993) define the scale of change in terms of four levels. Fine-tuning,
incremental adjustment, modular transformation

and corporate transformation,

as shown

in Figure 4.4.
Figure 4.4 Dunphy and Stace ( 1993) in Senior (2002)
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In their article on the strategic management of corporate change they highlight
characteristics relating to each level. These have been summarised in Figure 4.5

Figure 4.5 Dunphy and Stage (1993) Four levels of Change, pp9l7-9I li
Scale type of change

Description

Examples

Fine tuning

Ongoing process characterised

Refining policies. methods and

by the fit between organisation's

procedures.

strategy, structure, people and

Creating specialist units and

processes. Typically manifested

linking mechanisms to permit

at departmental/ divisional

increased volume and increased

levels.

attention

to unit quality

and cost.

Promoting confidence in accepted
norms, beliefs and myths.
Clarifying established roles. and
the methods for allocating
resources.
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the

Incrementaladjustment

Characterisedby incremental

Expandingsalesterritory.

adjustmentsto the changing

Shifting emphasisamongproducts.

environment. Involves distinct

Improved production process.

modifications (but not radical

Technology.

change)to corporatebusiness

Articulating a modified statement

strategies,structuresand

of missionto employees.

managementprocesses.
Modular transformation

Characterisedby major
realignmentof one or more

Major restructuringof particular
departmentsor divisions.

departmentsor divisions. The

Changesin key executivesand

processof radical changeis
focusedon thesesubpartsrather

managerialappointments.
Reformeddepartmental/divisional

than on the organisation as a

goals.

whole.

Introduction of significantly new
processtechnologiesaffecting key
departments or divisions.

Corporatetransformation

Changethat is corporation(or

Reformedorganisationalmission

organisation)wide.
Characterisedby radical shifts in

and core values.
Altered power and statusaffecting

businessstrategyand

the distribution of power in the

revolutionary changes

organisation.

throughoutthe whole

Reorganisation- major changesin

organisation.

structures, systems, and procedures
across the organisation.

Having a number of different typologies of change within the research literature (for
example: Grundy, 1993: Ackerman, 1997: Tushman, Newman and Romenelli, 1998:
Dunphy and Stace, 1993) suggests that change is a complex and multi-faceted
phenomenon. However, these typologies can also make it difficult to be clear about
where each one fits in relation to the other.

Senior (2002) begins to map out the similarities and the congruencies between these
typologies by comparing them to typologies of environmental drivers of change.
Senior's chart (see figure 4.6) introduces three typologies
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that describe the

environmental forces for change.

In the first column of figure 4.6, five types of

environmental force identified by Ansoff and McDonnell (1990) are listed:
"

Predictable (the future is expected to be the same as the past).

"

Forecastable by extrapolation (Complexity increases, but future can still be
confidently predicted, from the past).

"

Predictable threats and opportunities (future can be predicted with some degree
of confidence, but the ability to respond becomes more problematic).

"

Partially predictable opportunities (Increasing turbulence due to global sociopolitical changes. The future is partially predictable).

"

Unpredictable surprises.

The future is almost entirely unpredictable, and

increasingly turbulent).
Strebel's (1996) three environmental forces for change (weak, medium and strong), and
Stacey's (2000) two states of certainty are both compared with Ansoff and McDonnell's
five types of environmental force.

Figure 4.6 Senior (2002: 58) Environmental conditions and types of change
Environmenta l forces for chap e
Ansoff and
Strebel
Stacey
McDonnell
(1996)
(2000)
(1990)

Converging
(fine-tuning)

Fine-tuning

Predictable

Weak

Forecastable

Moderate Close to

Converging

Incremental

certainty

(incremental)

adjustment

by

Close to
certainty

Types of Chan e
Dunphy and
Tushman et
Stac (1993)
al. (1998)

Grundy
(1993)

Stacey
(2000)

Smooth
incremental

Closed

Contained

extrapolation
Predictable

Modular

threatsand
opportunities

transformation incremental

Partially
predictable
opportunities

Corporate
transformation

Unpredictable
Surprises

Bumpy

Strong
Far from Discontinuous/
frameCertainty
breaking
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Discontinuous Openended

Although the three typologies above (that describe environmental forces for change)
help form an understanding about the nature of forces, they reveal little about the source
of these forces. From reviewing the change literature further, it becomes clear that these
external forces may be political factors, economic influences, sociological trends,
technological innovations, ecological factors, or legislative requirements (Illes and
Sutherland, 2001:29).

In addition to the aforementioned external `drivers of change' different internal agents
may also initiate change, as Proehl (2001: 37) explains:
`In today's organisations we use the term change to describe
activities ranging from transforming the organisation's basic culture
and values to introducing a new policy or system. Change can refer
to external shifts in technology, political climate as well as to internal
modifications in structure, policies, or personnel. Change can be
initiated from the top or can sell up from front-line employees. it can
be viewed as positive and exciting or negative and threatening.'
White (1998) identifies five types/ drivers of change that occur within Health Care
Organisations: Technological Change, Product or Service Change, Administrative
Change, Structural Change and Attitude (or Value) Change.

4.4

Organisations and Change

As White (1998: 179) states 'change is neither good nor bad. it is inevitable'.
Organisational change will always occur. Subsequently organisational change needs to
be viewed as a challenge for management and needs to be managed. Mullins (1999)
suggeststhat the management of organisational change is important as the people within
organisations tend to be resistant to it:
'It is important therefore, for management to adopt a clearly
defined strategy for the initiation of change' (Mullins 1999:825)
Further to this Mullins proposes that in order to manage change a clear understanding of
human behaviour at work should be worked towards, and also that the style of
management behaviour should be in keeping with the type of change required
(sometimes autocratic, coercive, but mostly participative).
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4.4.1

Organisational Complexity and Interdependency's effect on change

In order to begin to appreciate the complexity

of organisational

understand the complex nature of the organisation

change it is useful to

and its environment

taken is a basic systems model (input/ output) of an organisation

first.

Figure 4.7

adapted frone Morris

(2003)
Figure 4.7 The organisation

as a System taken from a handout by Morris (2003)

INPUTS
Materials
Resources
"Ihc Ot"kanisation

Zornmal Sub-'

'.1cni

Management
Strategy Goals Operations
Technology

Culture Politics
Leadership
Inl,, i nial , ul, \\, tL ni,
Organisational
Goal achievement

Employee/ Customer
Satisfaction
OUTPUTS

Figure 4.7 highlights
within

the organisation

Extending

some of the formal

and informal

sub-systems that are present

and that can impact upon and be affected

by any change.

some of the principles from this systems model is the 7S or McKinsey

model

developed by Peters and Waterman (1982) as illustrated in 4.8. The model starts on the
premise that an organisation consists of seven elements distinguished

by so called hard

`S's and soft `S's. The hard elements (green circles in figure 4.8) are more visible within
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the

organisation.

organisational

They

can

be

found

in

strategy

statements,

corporate

plans,

charts and other documents.

Figure 4.8 The McKinsey or 7S model taken from Peters and Waterman (I982).

The four soft `S's are more subtle, not as easily visible and not easy to describe since
capabilities,

values and elements of corporate culture are continuously

developing

and

changing. They are determined by the people within the organisation and subsequently it
is much more difficult
Although

to plan or to influence the characteristics

of the softer S elements.

the soft factors are below the surface of the organisation,

they can have a great

impact of the hard structures, strategies and systems.

All of the 7 `S's in the illustration

are linked to one another.

This is to symbolise that if

one S changes then this will affect all the others. For example, a change in HR-systems
like the Agenda for Change pay re-structure in the National Health Service (NHS) will
have an impact on organisational culture (management style) and thus will affect
structures, processes,and finally characteristic competences of the organisation.
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Peters and Waterman argue that many organisations focus change management efforts
on the Hard `S' whereas there is greater value in shifting that focus to the softer `S's.
The soft factors can make or break a successful change process, since new structures and
strategies are difficult to build upon inappropriate cultures and values. The 7S Model is
a useful change management tool in that it facilitates consideration of the hard and soft
organisational elements and their interdependencies with each other.

Probably the most significant model within the change literature is Lewin's (1951) Force
Field Analysis (Figure 4.9). Lewin's force field analysis includes problem solving and
decision making in the process of change. Lewin views behaviour as a set of forces that
are dynamic, in delicate balance, and working in opposite directions. These forces are
driving forces and restraining forces. Driving forces assist and support the change in
occurring whilst restraining forces prevent or hinder the change. As long as the driving
forces equal the restraining forces, the status quo is maintained. If disequilibrium is
created with one of the forces gaining strength over the other, a change may occur.

Lewin suggests that there are three phases in the change process. The first phase is
called Unfreezing. Usually, people are very comfortable with what they are familiar
with, and the first phase of the change process must introduce doubt or discomfort with
the current state of things or how things are being done. People must become
uncomfortable enough with the status quo to want to change it. The second phase of the
change process is called Changing or Moving,

which is the actual change or

implementation phase of the change process. During the moving stage, the driving
forces have overcome the restraining forces and the change moves ahead. During
Refreezing, the final phase of the change process, the change has been implemented and
needs to be stabilised.
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Figure 4.9 An example of Lewin's Force Field Analysis Organisational Level Change taken
from Iles and Sutherland (20)2: 44)
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The model also has relevance to this research project as it could be used

during data analysis to help identify

forces that support and hinder corporate

entrepreneurship and learning at individual, team and organisational levels within rural
Welsh NHS Trusts.

150

A fourth, more recent model found within the research literature helps develop an
understanding of organisational complexity and interrelatedness in managing change
The model is described as a content, context and process model (Pettigrew and Whipp,
1991) and has been developed from large scale empirical research into health care
organisations. Unlike many of the change tools, this model has sound empirical
underpinning and is descriptive rather than prescriptive. Eight interlinked factors were
found to differentiate between higher and lower performers:
"

Quality and coherence of local policy.

"

Key people leading change.

"

Co-operative inter-organisational networks.

"

Supportive organisational culture including the managerial subculture.

"

Environmental pressure, moderate, predictable and long-term.

"

Simplicity and clarity of goals and priorities.

"

Positive pattern of managerial and clinical relations.

"

Fit between the agenda and the locale.

Pettigrew and Whipp reported a pattern of association between the eight factors but no
simple cause-and-affect relationships as shown in figure 4.10.
Figure 4.10 The eight factors taken from Pettigrew and Whipp (1991)
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In this next section I try and make sense of the effect that change has on the individuals
and group/ teams that work within organisations.

I explore contributions from

Organisation Behaviour, Psychology and Sociology literatures to try to begin to
understand this. I also explore the effect of change on the organisation as an entire
`entity' and some of its 'soft `S's and `hard `S's such as structure and culture.

4.5

Individuals and Change

There is comment within the change literature that the contributions that explore
individual change focus on the psychology of the individuals and appear to neglect the
organisational context in which individuals are placed. Katz and Kahn (1978) have
labelled it the psychological fallacy and they argue that trying to change an organisation
solely through changing its individuals involves a series of assumptions that are
`impressive and discouraging' (1978: 659):
"

`That the individual can be provided with new insight or knowledge or attribute
personality.

"

That these will produce some altered pattern of motivation with respect to the
organisational role.

"

That these insights and motivations will persist even when the individual leaves
the special circumstances in which they were acquired and returns to his or her
accustomed role in the organization.

"

That they will be adapted as necessary to that role (or it to them). that coworkers
[sic] will be persuaded to accept the changes in behaviour that confront them.

"

That they will be persuaded to make complementary changes in their own
expectations and behaviour. '

I agree with Katz and Kahn's criticisms and the points that they have made.
Organisations are complex structures, technologies, embedded cultures and interrelated
systems.

Organisations consist of many different people, with different agendas,

different aims, different perspectives and different

levels of self-awareness and

learnedness.All of these soft and hard organisational, group and individual facets could
impact upon individual change within the organisations context and therefore they
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cannot merely be ignored. I adopt a pluralist perspective which is that our understanding
of all of the different and dynamic forms of change within an organisational context will
be enriched through developing our understanding of all of the different perspectives of
change including psychological change (what I prefer to call inner-change, more simply)
contextual change (individual, group and organisational) and the effect of change on and
by the soft and hard organisational S's.

The rest of this section explores individual change mostly in terms of inner-change,
although there is some discussion of context.

Toffler (1970) introduced what he

described as a disease of change which he labelled `future shock'. Future shock is a
phenomenon which occurs because individuals are subjected to unhealthy, stressful and
disorienting levels of change in short spaces of time and in the 1970s Toffler predicted
future shock being a disease of the millennium.

45.1

How do individual cope with change?

Figure 4.11 introduces two coping cycles. Kubler-Ross's (1969) focuses on five moods
during times of perceived trauma or loss and Carnall's synthesises previous work by de
Vries and Miller (1984) and Adams et al (1976) to provide 5 stages of coping with
change in the workplace.

Kubler-Ross's cycle is not rigid in that the individuals

experiencing the loss or change may visit stages in different orders, some stages may be
omitted and some revisited.

Through comparing the two typologies it can be observed

that steps two and three of Kubler-Ross's model are different to Carnall's, but the mood
of anger and behaviour of bargaining links to Carnall's defence. Carnall's three final
steps, discarding, adaptation and internalisation, can be linked with Kubler-Ross's
acceptance stage. Building upon this, Carnall (2003) proposes four main categories of
need for individuals during times of organisational change:
"

The need to understand changes

"

The need for information

"

The need to develop new skills

"

The need of support to help them deal with problems
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Figure 4.11 Kubler-Ross versus Carnall (2003) Coping Cycle
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4.5.2
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How does Pressure affect change?

Researchers within the field have also explored the relationship between the pressures
induced by organisational change onto the individual

and the effect of this on

individual's performance. The Yerkes-Dodson law (1908) is from the early psychology
literature and has been applied to the organisational context to help understand
individual

initiative
burnout
and
overload,
change

fatigue (Doyle, Claydon and

Buchanan, 1999). The law (illustrated in figure 4.12 as an inverted U) suggeststhat work
performance is likely to increase at a constant rate to individual arousal (interest) in the
work. However, once arousal has increased to the optimal performance, the individual
can no longer cope with further arousal, and performance begins to decline at a constant
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rate until exhaustion is reached. At the point of exhaustion the individual will suffer a
breakdown and performance decreasesrapidly.
Figure 4.12 Yerkes Dodson Inverted U
Adapted from Doyle. Claydon and Buchanan (1999)

Optimal Performance

Performance
Level

\

Healthy
Pressure

Exhaustion

Breakdown

State of Arousal

The Yerkes Dodson inverted U is helpful to practitioners, scholars and in particular the
individuals experiencing the change in that it raises attention to the damaging
consequencesof exceeding the threshold of optimal performance. However, the theory
has two key limitations.

Firstly,

individuals have differing

levels of optimal

performance and secondly, an individual's state of arousal may be situational, depending
on the complexity of task in hand and the environment in which the task is being
performed.
4.53

Why do individuals resist change?

Huczynski and Buchanan (2004: 617) argue that individual resistance to change may
emerge through fear of the unknown.
`Change has both positive and negative aspects. On the one hand,
change implies experiment and the creation of something new. On
the other hand, it means discontinuity and the destruction of familiar
arrangements and relationships. Despite the positive attributes,
change can be resisted because it involves confrontation with the
unknown and loss of the familiar. '
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Resistance to change is discussed widely within the management and Organisational
Behaviour literature and further, empirical exploration of this problem will enable
academics and practitioners within the field to work towards managing resistance
through education and leadership.

There are numerous pieces of empirical research within the organisational change
literature that contribute to our knowledge of individual resistance to change, for
example, Adams et al, 1976. Zaltman and Duncan, 1977. Bedeian, 1980. McKenna,
1994. Drawing upon some earlier work, McKenna (1994: 495) offers six sources and
explanations of resistance to change:
"

Habit. change may create individual resistance when the individual is familiar
with the current system/ process in place.

"

Security. associated with habit and familiarity is the notion of security. People
feel
is
if
likely
that
their
threatened by the
they
to
security
change
are more
resist
change.

"

Economic considerations. the individual fears that change could threaten the
loose
the
their
and
subsequently
organisation
may
within
of
role(s)
existence
employment and income.

"

Fear of unknown. an individual may fear anything unfamiliar or unknown. This
could be any small or major disruption within the organisation, from changes in
in
Mckenna
(1994)
technology
the
to
used.
changes
relationships
reporting
suggest that the fear of the unknown may stem from an individual perceiving that
their flow of work will not be as smooth or as fast as it previously was because
they believe it will take time to become familiar with the new arrangements.

"

Lack of awareness. Deliberate or accidental ignorance of the change such as not
is
in
individual's
The
the
change
result
no
correctly.
new
paperwork
completing
behaviour and therefore no change perceived by the individual.

"

Social considerations. This idea is based upon group theory. The motivation and
pressure not to change may develop from group resistance.
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Similarly, other work by Bedeian (1980) provides several common causes of resistance
to change.
"

Parochial Self- Interest. Individuals may have a vested interest in maintaining a
status quo. Reasons could be related to resist shifts of power, relocations, or
breaking up of informal social networks.

"

Misunderstandings and lack of trust. Resistance may emerge from individuals
who do not understand what the change involves, or may not trust what it is
likely to lead to, particularly if their is a climate of mistrust.

"

Contradictory assessments.Different individuals may have different opinions on
the pros and cons of the change.

"

Low tolerance of change. Individuals tend to have different tolerances of the
uncertainty and ambiguity associatedwith change.

Both McKenna's (1994) and Bedeian's (1980) work share common themes and such
for
helps
inform
to
the
and
planning
change management..
of
change
work
management
4.5.4

How do individuals react to Change?

Rogers (1962) explores `diffusion of innovations' in terms of social systems (see
Chapter 2 and Figure 4.13). Rogers' work has implications for a number of areas within
business research including change. His work introduces five `adopter' categories of
individuals within a social system based upon their innovativeness and the time at which
the innovation is adopted. Morgan (2003) has adapted Rogers' work for managing
change and uses his five categories to describe different degrees of employee responses
to organisational change and change managers (or change agents).
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Figure 4.13 Rogers' `Bell-Shaped' Adoption Curve (1962)
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Innovators: Those who will leap with enthusiasm at the change agent's proposals.
They will support it strongly and will expect to be active in pursing the objectives
inherent in the proposed change.

"

Early Adopters: These are people who will be persuadedrapidly, especially by an
early success. They are likely to want to adapt the proposals to their own
circumstances.

"

The `Majority': These people will fall into two categories.

"

Early Majority: These are people who will want to see tangible outcomes to the
change agent's proposals.

"

Late Majority: The second subcategory consists of those who tend to follow the
lead of powerful organisational members and their support for the change is
probably basedon wider political considerations.

"

Resisters: These people will need considerable persuasion before they can be
As
from
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preferences.
methods
a group, this
current
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4.6

Groups and Organisational Change

As with individual change, group change may be taken to mean two things. either using
itself.
For either
the
to
group
changing
within
change,
or
create
organisational
groups
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meaning the fundamental purpose of group change is `the use of the group as a means of
learning and heightening commitment to things learned' (Katz and Kahn, 1978:667). It
is worthwhile pausing here to raise a question relating to Katz and Kahn's statement
above in relation to corporate entrepreneurship. If learning is a central input to and
outcome of group change and if certain types of group corporate entrepreneurship (e.g.
internal venture groups) create change, then is learning a central input to and outcome of
group corporate entrepreneurship? The research literature spanning all three fields of
corporate entrepreneurship, organisational learning and organisational change are full of
examples of

links

between corporate entrepreneurship, learning

and change.

Furthermore, it is difficult to find a text written on change that does not mention learning
and vice versa. Texts on group change often include group learning.

4.6.1

Forming, Storming, Norming, Performing, Adjourning

A group links the individual to the organisation. A group contains individuals, but also
has smaller-scale structures, cultures, networks and power relationships present that are
abundant within the larger and more complex organisation.

Understanding group

change therefore provides valuable insight into understanding organisational change.
Tuckman and Jensen's (1977) five stage model of group formation provides insight into
how groups are formed, how they develop from being largely inefficient into (but not
always) efficient and effective entities, and also how they break-up and separate.
Stage 1: Forming. This stage occurs when the individuals first come together. It
involves the individuals getting to know each others' attitudes, personalities and
backgrounds. This is a time of anxiety when group members attempt to define
their positions within the group and the hierarchy and roles within the group
begin to take shape.
"

Stage 2: Storming.

This is a time when the individuals begin to feel more

brings
This
their
the
about conflict as
position.
group and with
confident within
individuals bring their own agendas into the group. Individuals battle for power,
boundaries are tested and pushed. As the group storms its way towards the next
Not
hierarchy
all groups survive this
established.
are
shaped
and
stage roles and
down.
breaking
in
formation
the
group
resulting
stage of group
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"

Stage 3 Norming. This stage is where all of the shared group norms and values
are established and individuals no longer act as in isolation but as a group entity.

"

Stage 4 Performing. Once the first three stages have been completed, the group
can then begin to perform as an efficient and effective group (subject to the
capability and capacity of those making up the group).

"

Stage 5 Adjourning. This stage involves the dissolution of the group, having
achieved its objectives.

Morris (2003) has tabulated this and other group development theories (see figure 4.14).
In essence the models contain stages which are very similar in their characteristics, but
are referred to by different labels. For example Tuckman and Jensen's Forming is very
similar in its description to that of Bennis and Shepard's (1956) Dependence, Schuts's
(1982) Inclusion and Yalom's (1970) Orientation and hesitant participation.
Figure 4.14 Group Development Theories from Morris (2003)
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There are many other contributions to the sub-field of group change, but I feel that these
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therefore not been
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of
scope
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4.7

Organisational Level Change

The typical organisation consists of a complexity of different individuals each with their
own cultural beliefs and values and motivations. These individuals `exist' on their own
and within a range of formal and informal groups. It is fair to say that the typical
organisation is a buzz of individual and group activity set within formal and informal
culture structures and processes. So how does change impact on the organisation as a
whole entity?

Russell Consulting (2005) have proposed a model that illustrates the

ability to influence or change the infrastructure of the organisation and the durability of
each respective change (see figure 4.15).

Figure 4.15 The Affect of Change on the Organisation
(Russell Consulting Incorporated. 2005)
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The model indicates that the cultural component of the organisational infrastructure is
the most difficult to change, however, if this is changed it is sustainable, long term
change. The physical components of the organisation are the easiest to change, but the
change may only be for the duration of a shorter period of time.
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4.7.1

Barriers and resistance to Organisational Change

Another insightful

piece of research at the organisational

level is a study conducted by

Price Waterhouse Coopers and Market Opinion Research International

( 1996) on the top

ten barriers and top ten success factors for organisational level change. As figure 4.16
demonstrates `change management' skills features in the top three harriers to change and
`sponsorship'

is the top success factor to change.

Figure 4.16 Price Waterhouse Coopers and Market Opinion Research International Study
adapted from Galen (I996)
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Katz and Kahn (1978: 714-5) note six different

training

sources to organisational

change, which

are as follows:
Enduring

systems are over-determined

in that they have more than one

mechanism to produce stability. The structure of the organisation

is designed

be
it
managed and regulated.
that
can
practice
and
procedures
so
organisation is over-determined

The

in the sense that lesser control or safe guards

could achieve the same outconme. As a result procedures and rules in place
could become an impediment to change.
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2.

There is an error of local determinism in assuming that one piece of a system
can be changed without affecting the rest of the structure. The larger system
can nullify local changes.

3.

There is both an individual and group inertia in that established ways have
the ease of habits and require little new adjustment.

Even when single

individuals might change some behaviour they encounter the difficulty of
little modification in the complementary and reciprocal activities of the
others.
4.

Changes in organizational patterns may threaten the expertise of specialized
groups. For example, job enlargement for rank-and-file workers can mean an
invasion of some of the tasks of skills and specialists.

5.

Changes in organizational patterns may threaten the established power
relationships in the system. If some decisions are to be made down the line,
for example, then managerial personnel may fear intrusions of their own
authority.

6.

Finally, changes may threaten those groups in the system that profit from the
present allocation of resources and rewards. This applies not only to vertical
strata of worker and supervisor but also to horizontal divisions of function.

The research that explores change at the organisational level is more generally
quantitative in its methodology and positivist in its epistemology.

There is less

literature that explores organisational level change compared with that of individual
and group level change. It is an area that would benefit from further empirical
research, particularly set within the qualitative domain. Research into change at the
organisational level may be difficult, due to the sheer size of the organisation and the
change researched. furthermore it may be difficult to examine an organisational
job
in
isolation
the
thus
of the researcher a very complex one indeed.
making
change

4.7.2

Who and what drives Organisational Change?

A Change Agent is the person who plans and works to bring about a change.
Buchanan and Huczynski (2004: 634) define a change agent as `any member of an
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initiate,
implement
help
further
to
sponsor,
or
support,
organisation seeking promote,
to deliver change'. The change agent plans, guides, encourages, and controls the
change through adaptation and facilitation. If the change is mandatory, the agent
A
develop
the
to
change
successful.
change
necessary
make
strategies
specific
must
agent can also anticipate a needed change by identifying trends and forces both
internal and external, sorting out and evaluating information, and recognising the
need for change.
Figure 4.17 highlights the characteristics of leaders and managers that were
identified by White (1998: 180) as necessary for an effective change agent. As White
demonstrates change agents require a combination of those attributes necessary for
leaders and managers. Huczynski and Buchanan (2004) point out that change agents
job
As
formal
White
(1998),
do
titles.
be
with
need
not
or
managers
not
senior
need
Kanter (1989), Marquis and Huston (2000), Buchanan and Huczynski (2004)
key
interpersonal
of
and managerial
that
a
number
change agents require
appreciate
skills.
Figure 4.17 Characteristics/ skills necessary for a change agent (taken from White
199(8: 180)
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Similarly, Katzenbach et al (1997) have devised a table of 'good managers' (GMs)
in
figure
4.18.
is
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leaders'
(RCLs),
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that
themes
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similar
conveys
Evans (2000)) on managers versus corporate entrepreneurs (see Chapter 2). Katzenbach
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distinguishes between good managers who analyse, organise, monitor and control from
change leaders who create, innovate, experiment and take-risks.
Figure 4.18 Good Managers (GMs) versus real change leaders (RCLs) by J. Katzenbach & The
Real Change Team, taken from and adaptation by Buchanan and Huczynski (2004: 635)
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I can work here,or elsewhere

Kanter (1989: 361) identifies seven essential change agency skills:
"

The ability to work independently, without management power, sanction and
support.

"

An effective collaborator, able to compete in ways that enhance cooperation.

"

The ability to develop high trust relationships, based on high ethical standards.

"

Self-confidence, tempered with humility.

"

Respect for the process of change, as well as the content.

"

Able

to

work

across business functions

and units

`multifaceted

and

ambidextrous'.
"

The willingness to stake reward on results and gain satisfaction from success.

As with Katzenbach et al's (1997) work, Kanter's skills echo key themes in relation to
the skills of the corporate entrepreneur. Given the similarities of the themes emerging
from the research literature on change agents and corporate entrepreneurs, it would make
interesting research to empirically explore the links between the two. It is fair to say that
corporate entrepreneurs are change agents, but I would be interested to learn whether
change agents are entrepreneurial and if not, what constitutes the differences between
those change agents who are entrepreneurial and those who are not?
4.73

What do we need to change and when should we change?

In order for an organisation to identify what planned changes it should make simple
tools such as SWOT analysis can be used. A SWOT analysis is an acronym for
Strengths, Weaknesses, Opportunities and Threats.

Strengths and Weaknesses are

usually internal organisational factors, for example strength for an NHS Trust may be its
portfolio of world class surgeons and a weakness may be a clinic's culture of bedblocking. Opportunities and Threats are typically determined by external trends such as
the Government increasing its investment into Welsh hospitals or an increase in smoking
related deaths in Wales.

In order to determine the most appropriate timing for these changes previously described
tools such as Roger's Innovations Theory (1966) can be used when dealing with

166

individual change and Tuckman and Jensen's (1977) 5 Stages of Group change when
planning for group change. Janssen's (1975) Four Room Apartment model is a useful
tool when planning for organisational level change. Illustrated in 4.19, the model
describes four `rooms' or organisational states.
Figure 4.19 Janssen's (1975) Four Room Apartment in Weisbord (1987)

CONTENTMENT

RENEWAL

The organisationis in a state of contentment This organisationalstate is one of greatenergy
working efficiently and effectively.

and change and if led and managed correctly
should lead to a new state of organisational

A need for change arises

contentment

CONFUSION

DENIAL
Organisational members' first reaction to the
change is denial. Members are focused on
other issues and there may be a general
perception of annoyance associated with the
pending change. Members'

realisation and

acceptance of the change occurs within this
`room'

Here the organisation is in a state of confusion
whilst old processes, routines and beliefs are
unlearned and new ways are learned.

Questionsare raised.thereis ambiguity,
suspicion and rumours. Good, strong
transformational /transactional leadership and
an effective communication strategy is critical
advancing from this room to `renewal'.

Janssen's model is useful in helping to anticipate the correct timing of planned
organisational change and in managing unplanned change. The model is simplistic in its
view of organisational change, assuming that only one change is planned or faced by an
organisation at any one given time. The reality is that an organisation may be in each of
these rooms at any one given time due to a multitude of different changes occurring
within. The model is good in that it acknowledges the human and structural implications
i.
literature
from
for
drawing
the
e. Kubler-Ross' (1969)
psychology
example
of change,
Bereavement Theory.
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Tools and Techniques for Change

4.8

Many change management tools can be used to address a range of change management
problems. For example, Lewin's (1951) Force Field Analysis was introduced earlier as
a means of exploring the affect of the complex, interdependent organisational context on
change. It can also be used to help manage for planned change by enabling managers to
anticipate driving and restraining forces and plan contingencies for these forces. Other
tools that can help manage planned organisational change include the Five Why's,
Kipling's List, Soft Systems Methodology, and SWOT analyses.

There are also several of change management, improvement and qualtiy techniques that
can help manage planned change, for example:
"

Innovations research.

"

N-Step Guides.

"

Action Learning.

"

TQM (Total Quality Management).

"

BPR (Business Process Re-engineering).

"

Six Sigma.

Given the parameters of this research project, it is not practical to discuss these
techniques and programmes.

4.9

The Challenges of Continuous Change

The organisation is a complex, adaptive system and the organisational environment may
qualify as falling within a chaotic concept (Martin, 2005). Given this, how can continual
is
large
for?
There
be
school of thought within the
a
and
planned
managed
change
organisational behaviour literature that organisational learning and learning organisation
philosophies are a means of successfully managing continuous change, encouraging
innovation, corporate entrepreneurship and corporate renewal.

As Mullins

(1999)

is
learning
is
learning
that
the
theme
an essential
organisation
of
explains, a central
ingredient of organisational performance and effectiveness. It is therefore often
associated with Organisational Development (OD).
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Kreitner, Kinicki

and Buelens (1999:599) describe the characteristics of a learning

organisation link this directly to organisational change.
Learning
`First new ideas are a prerequisite for learning.
organizations actively try to infuse their organisations with new
ideas and information... Second, new knowledge must be
.
Learning organizations
transferred throughout organization.
strive to reduce structural, process and, interpersonal barriers to
the sharing of information, ideas, and knowledge among
organizational members. Finally, behaviour must change as a
result of new knowledge. Learning organizations are results
oriented. They foster an environment in which employees are
encouraged to use new behaviours and operational processes to
achieve corporate goals.'
In the passage cited above, Kreitner et al (1999) not only link organisational change to
organisational learning, but also there are clear linkages made with new ideas and new
behaviours - these being fundamental constructs of corporate entrepreneurship.
It is only very recently that researchers are beginning to focus efforts on understanding
further

the possible relationships that lie

between corporate entrepreneurship,

organisational change and organisational learning. Zahra (1999: 1) suggeststhat
`some of the most profound contributions of corporate
entrepreneurship activities may lie in its links with the
organisational learning processes that increase an organisation's
competencies in assessing its markets or creating and
commercialising new knowledge-intensive products, processes,
or services.'
Here Zahra is alluring as to the importance in understanding the linkages between the
three organisational `processes', most explicitly

corporate entrepreneurship and

organisational learning. A few researchershave offered conceptualisations to help try to
describe possible interrelationships, and it is these and some proposals of my own that
will be introduced and discussed in chapter 5.

4.10 Conclusions
Having

explored the fields and processes of

corporate entrepreneurship and

in
focused
learning,
I
this third review. I wrote
change
on
organisational
organisational
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this chapter a while after writing

the ones on corporate entrepreneurship and

organisational learning, and, as naive as it may sound now, I did not make an immediate
connection between the significance of organisational change in relation to the other
two.

Its inclusion was largely driven by the production of the theoretical models. I

attended a HRD Conference in Limerick (Sambrook and Roberts, 2004) and presented
the theoretical model of corporate entrepreneurship and organisational learning. Another
delegate provided me with useful feedback and enquired why I had not reviewed the
literature on organisational change as it featured so clearly in my models (see Chapter
5).

I struggled with how to structure this chapter, more so than with the others, as the
literature didn't seem to fit quite as inclusively into the organisational level structure I
had adopted for the previous chapters. So I complimented the organisational level
framework with an adaptation of Iles and Sutherland's (2001) overview of change.
Using these, I have explored reaction to change, resistance to change, drivers of change
and tools and techniques of change.

Having reviewed the change literature, it seems that organisational change is
unavoidable and inevitable. The themes from this chapter emphasise the synergies that
change has with learning and entrepreneurship at the three organisational level. It seems
to be inextricably interwoven into facets of organisational learning and corporate
entrepreneurship, and it appears that there is a possibly co-dependency between the
three. without one can there be the others? If there is one, do the others 'appear'?
The organisational change research literature is as mature as that of the organisational
learning literature, but I have learned that the nature of contributions is more heavily
descriptive,
the
tools
towards
over
contextual
management
change
prescriptive
slanted
been
developed
from
has
Much
the
work
substantive
classic
of
models.
and processual
Change Management theory such as Lewin (1951), which has roots firmly embedded
is
distinct
feel
I
'quantitative
that
there
shortage of empirically robust
a
science'.
within
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contributions that are set within the social constructivist paradigm, and suggest that
future contributions should attempt to fill this gap.

Now that I have explored intra-relationships within each field, Chapter 5 explores the
inter-relationship between the three, through reviewing the research literature on what I
call 'intraprelearning'. I propose a model that conceptualises my understanding of the
inter- and intra-relationships between the three fields based upon my understanding of
the existing literature.
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Chapter 5- Intraprelearning:
5.1

Towards a Theoretical Framework

Introduction

Chapters 2,3 and 4 provide us with an indication of the sheer volume of theoretical and
empirical contributions within each of the three fields of corporate entrepreneurship,
organisational learning and organisational change.

Each has a variety of different

perspectives, arguments, interpretations, conceptualisations and empirical findings.
However, the overlap or inter-relationships between these three fields has received very
little research attention, and thus provides academics with opportunities for developing
understanding through further theoretical and empirical contributions. This chapter
explores

the

possible

interrelationships

between

corporate

entrepreneurship,

organisational learning and change by first summarising some of the key findings from
my previous literature reviews and then through exploring some of contributions that
introduce
intraprelearning
interrelationships.
I
term
the
then
the
which
explore
partially
is my name for the overlapping processesand I provide a summary of attributes from the
theoretical models that have been described so far. Following a discussion of strengths
Inside-Outside
development
introduce
describe
I
two
the
a
set
of
of
and
and weaknesses,
models of Intraprelearning. I argue that two models are more helpful than the one, as I
can show more detail, which is more useful at this stage of my research. The models
serve as the foundations for my empirical research and will be used to inform the
development of my research questions.

5.2

Comparing and Contrasting Corporate Entrepreneurship,

Organisational Learning and Change
Following my review of each of the three fields in chapters 2,3 and 4, I have observed
that they share similar characteristics. In addition to this they appear to have what I can
first
is
The
form
describe
that each
similarity
another.
with
one
of synergy
as a
only
inclusively
into
be
(some
literature
than
three
others)
more
can
separated
respective
Figure
5.1
levels.
individual,
team/
and
organisational.
group
provides
organisational
found
literature
different
the
types
the
within
process
research
of
each
of
some examples
and relates them to the level at which they are said to occur.
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Figure 5.1 Levels and Labels of Corporate Entrepreneurship.
OrnanisationaI C:hans+e.

Organisational

Learning and

OCCURING LEVEL
CE

OL

OC

Individual
Intrapreneurship
Initiative from Below
Independent Spin-Offs

Team/ Group
Venture Groups
Skunk Works
Intrapreneurship

Instrumental

Action Learning Teams

Organisational
Organisational Transformation
New Strategic Direction
Joint Venture
Industry Rule Bending
Independent Spin-Offs
Mergers & Acquisitions
Single/Double/ Deutero

Dialogic

ParallelLearning

OrganisationalDevelopment

Self-Reflective
Benchmarking
Scanning and Noticing
Vicarious/experiential/co

Cross-Functional
Teams

Organisational Scanning
TQM
Six Sigma
Business Process Reengineering
Business Process Redesign
Business Process Reengineering
Business Process Redesign
TQM
Six Sigma
Lean Management
Mergers & Acquisitions

ngenital
Individual Change
Intrepreneurship

Team Change
Group Change
Action Learning Teams
Cross Functional
Teams

Figure 5.1 does not offer a complete overview of all of the different types found.
However, what it does is highlight some of the intra-field and inter-field overlap. For
example intrapreneurship is a corporate entrepreneurship and organisational change
activity (we observe that the term is spelt intrepreneurship within the organisational
change literature (see, for example, Dawson, 2003).

Action-learning

teams are

organisational learning and organisational change activities (and although not illustrated
in figure 5.1 in some cases may be corporate entrepreneurship activity). Some of these
`types' are descriptive labels i. e. intrapreneurship, dialogic learning and industry rule
bending and some are labels for prescriptive frameworks or activities i. e. business
process reengineering and Total Quality Management (TQM). In addition some labels
can represent both descriptive and prescriptive activities i.e. action learning teams and
venture groups. Finally corporate entrepreneurship and organisational change activities
may be externally oriented (e.g. independent spin-offs), with many examples found of

174

this at the organisational level (e.g. mergers). I could not find any examples of externally
oriented organisational learning activities, although I realise that activities such as
mergers provide an indirect form of organisational learning at all levels.

Another set of similarities found between the three fields are the organisational factors
that are common to facilitating all three processes.From an extensive literature search I
have identified a number of similar supporting factors and present themes in figure 5.2.

Figure 5.2 Facilitating Conditions for Organisational LearningCCorporate Entrepreneurship and
Organisational Change
Facilitating conditions for:

OL

CE

OC

Strategy

Entrepreneurial/
Prospector/Analyser
mode

Entrepreneurial
/Prospectormode

Entrepreneurial
Prospector/Analyser mode

Structure

Flat/ matrix structure
Decentralised
management
Adaptive/ organic
adhocracy
Structuralintegration

Flat/ Matrix structure
High/low centralisation
Structuralintegration
Flexibility
Adaptive/ organic
adhocracy

Matrix Structure
High centralisation
Structural integration
Flexibility
Adaptive/ organic
adhocracy

Communications

Opencommunication
systems

Opencommunication
systems

Opencommunication
systems

Role Design

Autonomy

Low formalisationof

Flexibility

Multi-disciplinary

roles

Multi-disciplinary

Teamwork

High specialisation
Flexibility

Teamwork
Collaboration

Multi-disciplinary
Teamwork

Culture

Fragmentedculture
Support/Achievement

Fragmentedculture
Power/ achievement

culture

culture

Fragmentedculture
Power/ Supportculture
Openness

Support

Openness

Openness

Trust

Trust
SharedVision
Commitment
Tolerance
Risk-taking
Responsibility

Trust
Commitment
Tolerance
Risk-taking
Responsibility

SharedVision
Commitment
Tolerance
Responsibility
Truth

Mentor

Champion/Sponsor

ChangeAgent
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Figure 5.2 reiterates earlier observations that the three processes share similarities.
Mintzberg's (1973) entrepreneurial mode of strategy and Miles and Snow's (1978)
prospector and analyser describe the strategic approaches that facilitate organisational
learning, corporate entrepreneurship and organisational change. As described in Chapter
2, a firm that follows the prospector strategy is highly innovative and constantly seeks
out new markets and new opportunities and is oriented towards growth and risk-taking
(Griffin,

1999). The defender strategy is a strategy in which the firm focuses on

protecting its current markets, maintaining stable growth, and serving current customers.
The analyser strategy is 'a unique combination of the prospector and defender types'
Miles and Snow (1978: 68). 'A firm employing this strategy attempts to maintain its
current business and to be somewhat innovative in new business' (ibid).

Structural themes for facilitating
structures (Kanter
centralisation.

1983: Covin

Some corporate

each process are also very similar: Flat, matrix
and Slevin

1991: Lynskey

entrepreneurship literature

2002)

with

argues towards

high
low

centralisation (Lynskey 2002). Other facilitators include: structural integration not
segmentation (Kanter 1988) and adaptive (Bennis, 1969) organic (Burns and Stalker
1994) adhocracies (Toffler, 1970).

The literature is full of examples reaffirming the need for communication to flow openly
up and down organisational levels and across divisions, departments and teams in order
for each process to flourish. The matrix structure is often cited as supporting open
communication systems in organisations (Davis and Lawrence, 1977. Kanter 1983,
1988).

As with the other factors in Figure 5.2, role designs that facilitate the three processesare
similar including. flexibility, autonomy and multi-disciplinary team work. Drawing from
the work of Martin (1992) the desired facilitating culture is the same for each process
(Martin identifies three types of culture. fragmentation, integration, or differentiation).
However in terms of a typology offered by Schein (1985) who proposes four different
organisational cultures (power, achievement, support and role) there seem to be
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differences between what is desired in each instance. Finally, in terms of support, the
research literature describes and prescribes middle-to-senior leaders as being critical in
supporting the individuals or teams behind the process, and therefore the process itself.
The research literature provides many examples where corporate entrepreneurship,
organisational learning and change (and their components) are discussed together, in
synergy with one another. At the individual level a corporate entrepreneur is a change
agent and an active learner. A change agent may be a corporate entrepreneur and may be
a learner. A learner may be a corporate entrepreneur and a change agent. So how do
these interrelationships work in practice, at the organisational (macro) team and
individual (micro) levels?

5.3

Intraprelearning

Supported by all of the evidence gathered from my critique of the research literature I set
out to explore if there was any research that attempted to describe or conceptualise the
links between all three processes. I introduced the term intraprelearning to describe the
possible interrelationships between the three processes of corporate entrepreneurship,
organisational

learning and organisational change at all

organisational levels.

Intraprelearning has been derived from an abbreviation of the term intra-corporate
entrepreneurial learning and (drawing from my literature review) describes a set of
interrelationships that may occur at the individual, team or organisational level.
Intraprelearning may be formal (and officially
question) or may be informal (unofficial

recognised by the organisation in

or unrecognised by the organisation).

Furthermore, intraprelearning may be externally oriented, or may be internally oriented.
In all of these contexts intraprelearning incorporates change. Change may be the trigger
to intraprelearning, it may be the result of intraprelearning, it may be incorporated within
the corporate entrepreneurship and learning itself. Intraprelearning can be a complexity
Change
be
individual,
different
the
team
above.
may
of
combinations
of any and many
or organisational. At each of these levels, change may be planned or unplanned, and may
be incremental or radical. I will use the term intraprelearning throughout the remaining
thesis as a simple way of referring to the interrelationships between the three processes
learning
and organisational change.
organisational
entrepreneurship,
corporate
of
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As stated previously, there is very little research that focuses discussion or empirical
research on the interrelationships between corporate entrepreneurship, organisational
learning and organisational change, or 'intraprelearning'. From my desktop and library
research I found three key contributions, each of which I will introduce and discuss
within

this chapter.

As a response to the findings (or lack of) I propose a

conceptualisation of my understanding of intraprelearning.

In my search for research that explores the interrelationships between the processes I
found only three contributions that incorporated all three processesin some way. McKee
(1992) does not examine corporate entrepreneurship and organisational change directly,
but links product innovation as an organisational learning process. Even though his
research does not examine corporate entrepreneurship and organisational change
directly, his hierarchical framework focuses on innovation (which is an essential
component of corporate entrepreneurship) and learning (a driver of organisational
change) so his research is a good starting point from which to begin exploring the
intraprelearning processes.

Zahra, Nielsen and Bogner's cyclical (1999) and Dess et al's feedback (2003) models
focus more specifically on corporate entrepreneurship and knowledge or corporate
entrepreneurship and organisational learning respectively. Neither models make explicit
reference to organisational change, but there are implicit references throughout both
their discussions.

In addition, neither pieces of research have been supported

empirically.

5.4

Models of Intraprelearning

The following section introduces and describes McKee's (1992) hierarchical, Zahra et
al's (1999) cyclical and Dess et al's (2003) feedback frameworks and models. I begin
with the hierarchical framework offered by McKee, move on to the rather linear and
processual model discussed by Zahra et al, and conclude my review with the more
cyclical feedback oriented model conceptualised by Dess et at.
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5.4.1

Hierarchical

Framework of Innovation and Organisational Learning

The earliest contribution

identified in the research literature, is a framework of

innovation and organisational learning offered by McKee (1992).

He explores and

discusses product innovation as an organisational learning process and argues that it
`allow[s]

managers and scholars to relate product-innovation

learning skills

to

organisational goals.' (1992: 232)

Even though McKee's

(1992) research does not focus directly

on corporate

entrepreneurship per se, his work is based on key empirical contributions from the
organisational learning literature, and provides insight into intraprelearning. Drawing
from the learning levels described by Bateson (1973) and Argyris and Schön (1978),
McKee links up single-loop, double-loop and meta-learning with three hierarchies or
levels of innovations. Single-loop learning is linked to incremental product innovations,
double-loop learning to discontinuous product innovations and meta-learning (or
deutero learning) to institutionalising innovations. These learning and innovation levels
are then associated with

four different

types of skill.

interpersonal, analytic,

organisational and ecological interfacing (as illustrated and described in Figure 5.3).
McKee defines these skills as `reflecting the capabilities necessary to enhance
organisational learning and strategic action. ' (1992: 237).

For incremental

innovation-single-loop

learning,

learning skills as having `inter functional

McKee

contact'.

describes interpersonal

This involves the efficient

communication between different groups, for example, departments or divisions within
the organisation.

He argues that flexible matrix structures and project teams are

conducive to generating incremental innovation as they promote interfunctional contact.
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McKee argues that with incremental
specific to a particular

innovations,

analytical skills (those that are highly

are said to 'trade off breadth with depth'

product or technology)

since learning occurs more readily in areas related to what is already known rather than
in innovative
innovation

areas.

The learning

skills

identified

level are described as 'organisation

capture an organisational
organisation's

existing

by McKee

maintenance'.

culture and strategy of maintaining
technology

base.

McKee
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at the incremental

This label is intended to
and efficiency

in using the

gives examples of when employees

may create problems within this level because of their desire to maintain a state of status
quo. Such employees may hide, disguise or camouflage problems making these
problems unidentifiable, therefore not correctable. Incremental innovation also leads to
depth of contact with a selected environment.
`This may be fostered by (1) increasing the number of contacts the
organization has in a given environment (2) increasing the velocity of
information between these contact points and the organization and (3)
increasing the reliability of information obtained by the organization. '
(1992: 239)
The next innovation - learning level identified by McKee is discontinuous innovationdouble-loop learning. McKee suggests that `as an industry approaches diminishing
returns from a particular technology, innovative firms must be prepared to engage in
another level of learning' (1992: 239).

The context of discontinuous innovations is

rather unpredictable, compared with the stable product-market and technical domains of
incremental innovation.

Interpersonal contacts in a discontinuously

innovating

organisation are often external, as the organisation attempts to redefine the way it fits
into its environment. The learning goal of the discontinuously innovating organisation is
`to convert new environmental opportunities into new organisational norms and
technologies' (1992: 240). Analytic breadth characterises the changes made to the
organisation and its environment, as it requires techniques that enable employees to
explore and experiment. McKee suggests confrontational techniques (such as dialectical
inquiry and Devil's advocacy) to facilitate organisational thinking outside of existing
frameworks. Drawing from the work of Kasl et al (1993), I suggest that encouraging
teams to reframe themselves as learning teams could facilitate the development of
continuous

learning and subsequently discontinuous

innovation.

Finally,

in

a

discontinuously innovating organisation, McKee proposes that contact breadth is
required, since diverse points of reference help in interpreting the ambiguous
environment.
`For this reason, firms engaged in discontinuous innovation may
increase (1) the diversity of information obtained from the
environment. (2) the capacity of feedback systems and (3) the
sensitivity of the organisation to remote signals.' (1992: 241)
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The final innovation-learning
organisations.

level identified

by McKee is institutionalising

McKee argues that the essence of institutionalised innovating is

learning to learn at an organisational level. Reflecting back to Chapter 3, `Learning
to learn' has underpinned several contributions within organisational learning:
9

Individual learning (e.g. Harrison's (1988) self-reflective learning).

"

Team learning (e.g Kasl et al (1993) third proposition of team learning, see
Chapter 3).

"

Frequently described as a characteristic of higher level OL (Argyris and Schön,
1978. Bateson, 1973. Klimecki et al, 1991).

"

Frequently implied in definitions of the learning organisation (e.g. Pedler,
Burgoyne and Boydel, 1996).

McKee argues that team learning must be shared and teams should be linked together
within the organisational in order for the organisation to learn how to innovate.
Institutionalising analysis describes how top management should create an analytical
framework within which to develop innovations.

McKee (1992: 241) depicts this

framework, as being built by:
`(1) Cultivating particular technical skills within the organization. (2)
encouraging an innovative mindset among particular employee groups
and (3) sponsoring ongoing new product experiments and linkages
among experiments.'
Meta-norm creation describes an organisational culture where innovation is as much as
a core value as the route to profit. Finally domain selection describes management as
setting 'a direction for organisational learning by establishing boundaries' (ibid: 243).
These boundaries are expressed through decisions to fund or not to fund particular
projects.

Mckee's (1992) persuasive discussion on the different levels of learning-innovation and
learning skills builds on some key contributions from the organisational learning
literature.
framework,

Furthermore some similarities can be highlighted between aspects of his
and those offered

by key organisational
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learning

and corporate

entrepreneurship theorists (Bateson, 1973. Argyris and Schön, 1978. Harrison, 1998.
Klimecki et at, 1991 and Pedler et al, 1996). I suggest that incremental innovation and
discontinuous innovation links in with the discussion offered by Burgelman (1984) in
Chapter 2 on corporate entrepreneurial strategy. Reflecting back, Burgelman (1983a,
1983b, 1984) argued that induced strategic behaviour (official

innovation) is the

outcome of strategy, whilst autonomous strategic behaviour (experimental, unofficial
innovation) can influence organisational strategy. I consider that Burgelman's (1983)
induced strategic behaviour is similar to McKee's(1992) incremental innovation, whilst
autonomous strategic behaviour is characteristically
discontinuous innovation.

similar

to McKee's

(1992)

It follows that incremental innovation is the outcome of

strategy, whilst discontinuous innovation influences strategy.

A criticism of the framework is that McKee's association of the three different levels of
learning (single-loop, double-loop and meta-learning) with three types of innovation
(incremental, discontinuous and institutional) is untested. Secondly, McKee does not
differentiate between the various types of innovation that may occur within an
organisational setting i. e. formal, informal, and individual, team or strategic level.
Similarly he does not explore the different levels from which learning may occur from,
and the context within which it occurs. This said, the relationships identified within the
framework provide a strong theoretical foundation from which to build empirical
research.

5.4.2

Cyclical Model of Corporate Entrepreneurship,

Knowledge and

Organisational Competence Development
Zahra, Nielsen and Bogner (1999) offer a cyclical model of corporate entrepreneurship,
knowledge and organisational competence development. So, as with the other two
intrapreleaming.
is
this
of
model
only a partial
models,

It sits within the field of

knowledge management more than in that of organisational learning resulting in a
greater emphasis on literature underpinned by positivist philosophies and an exploration
itself.
learning
knowledge)
(i.
learning
the
than
process
rather
e.
of
outcomes
Subsequently, Zahra et al argue that formal and informal corporate entrepreneurial
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activities can enrich an organisation's performance by creating new knowledge. This
knowledge in turn becomes a foundation for building new competencies or revitalising
existing ones.
Figure 5.4 Corporate entrepreneurship. Knowledee. and Orcanisational Competence
Development adapted from Zahra. Nielsen and Bogner (1999: 172)

External

Corporate

Organisational

New Knowledge
Outcomes
Incremental learning

Environment

entrepreneurship

Leaming

outcome

Formal
Informal

-100

Acquisitive
Experimental

Radical learning
Outcome
(Technical. integrative
and exploitative

Competence

components)

Internal
Organisational
Variables

I

Knowledge
Integration
Organisational
Performance
Financial
Non-financial

Zahra et al's model (illustrated in Figure 5.4) shows the external environment, and
internal organisational variables as impacting on both formal and informal corporate
entrepreneurship activities. I observe that this model extends some of the ideas initially
offered by Gautam and Verma (1997: 284) as described in Chapter 2. The formal and
informal corporate entrepreneurship activities are shown to lead to two types of
organisational learning. acquisitive and experimental. Acquisitive learning is described
as when an organisation acquires already existing external knowledge and internalises it,
whereas experimental learning is generated internally and the knowledge created is
distinctive to the organisation.

Zahra et al propose that it

`is within

experimental

learning

that corporate

entrepreneurship activities may have the greatest potential to create or reinforce the
firm's competitive advantage' (1999: 173).

Following from this, the organisational

learning gained through corporate entrepreneurial activities can be incremental, radical
or both.

The authors introduce three characteristics of knowledge (knowledge
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outcomes) that they propose is generated from learning in corporate entrepreneurial
activities. technical, which is specialised and specific, integrative which combines both
tacit and explicit knowledge of many knowledge components within the organisation,
and exploitative which is new ways to exploit the technical and integrative knowledge
components.

A cycle is completed, when new knowledge outcomes lead to a new competence, which,
integrated with an organisation's existing knowledge base, can effect and change
organisational performance in both financial and/ or non-financial terms. This change in
organisational performance should lead to a change in the external and/ or internal
environment, subsequently beginning the cycle once more.

I note two observations of this preliminary, theoretical paper. Firstly, the cyclical model
introduces two labels for different forms of learning that sit within the field of
organisational learning (acquisitive and experimental), however, these labels are not
familiar to this field, even though the definitions of acquisitive and experimental
organisational learning seem to be valid and make sense. The model neglects to account
for key contributions within the organisational learning field, such as the three levels of
organisational learning from key theorist such as Bateson (1973), Argyris and Schön
(1978) (single-loop learning, double-loop learning and deutero-learning). It is felt that
integration of more notable organisational learning theory into the model, such as the
three learning levels, may be more complex and problematic, but could provide a more
useful and developmental insight into intraprelearning.
The model focuses on the learning outcomes and new knowledge created from
learning.
Zahra
impact
learning,
largely
the
et
of
acquisitive
neglecting
experimental
increase
likely
is
learning
is
to
behind
type
this
that
an
this
more
of
al's rationale
is
Since
this
therefore
model
competitive
advantage.
organisation's competence, and
be
it
is
felt
that
this
made at the expense of
not
theoretical,
assumption
should
purely
has
been
least
conducted
work
the
some
empirical
at
until
neglecting
complete picture,
to support that argument.

185

Finally, Zahra et al's model theorises how corporate entrepreneurship may impact on
organisational learning, but it is felt that due to its positivist influence, it neglects to
explore how individuals' and groups' social constructions of the organisation in which
they exist may impact on this relationship. I suggest that adopting an approach where
the interrelationships between the individuals and groups contributing to corporate
entrepreneurship and subsequent organisational learning activities are explored may
provide a more comprehensive and in-depth understanding of the processes involved in
this complex and dynamic relationship.

5.4.3

Feedback Model of the Relationships among Corporate Entrepreneurship,

Organisational Learning and Implementation
Dess et al (2003) propose a feedback model that explores the relationships among
corporate

entrepreneurship,

implementation.

strategy,

organisational

learning,

knowledge

and

This model draws heavily from that of Zahra et al's (1999) model,

even though this model has not been empirically tested.

In this model, corporate

entrepreneurship is considered a strategic approach to management, rather than
autonomous, unofficial behaviour.
Figure 5.5 Relationships among CE, Organisational Learnin

and
nplementation

Feedback
As shown in Figure 5.5, the model identifies four kinds of corporate entrepreneurship
that are taken from the typology proposed by Covin (1999) (see Chapter 2- sections 2.3
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and 2.4). As with Zahra et al's (1999) model, Dess et al (2003) define organisational
learning formed through corporate entrepreneurship activities in terms of acquisitive
learning and experimental learning. They propose that the different types of corporate
entrepreneurship have different relationships with acquisitive and experimental learning
but this is not discussed in any great depth. The two types of learning are linked with
new knowledge components and focus. As with Zahra, Nielsen and Bogner (1999), the
two types of organisational learning are said to create new knowledge components.
Dess et al (2003) suggest that acquisitive learning creates technical and integrative
knowledge, whilst experimental learning creates integrative and exploitative knowledge.
Following

from this, implementation focuses are described for each knowledge

component. Technical

knowledge

being responsible for

leveraging knowledge,

integrative knowledge recombining and extending knowledge and exploitative importing
new knowledge to value creating activities.
The model is completed with a feedback loop at each of the different stages.This model
is theoretically based and therefore the relationships and causalities between each of the
'components' incorporated have not been tested. Little discussion is given to support
the rationale behind the positioning of the arrows in the model, and no explanation is
given for the dashed arrows. it could be that weak relationships are shown with dashed
do
in
However
is
but
they
their
this
suggest that.
work.
arrows,
not made explicit
`indirect relationships between variables are not as strong as the
direct relationships. For example, sustained regeneration's
its
is
learning
than
stronger
with
acquisitive
relationship
relationship with experimental learning. ' (2003: 357)
The three models that I have introduced in this chapter are partial models of
intraprelearning. McKee's model draws upon the key organisational learning literature,
learning.
Dess
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5.5

Towards a New Research Agenda

So far, I have presented key research
entrepreneurship,

from

of the corporate

my review

learning and organisational

organisational

limited research exploring

findings

change literatures and the

between the three. intraprelearning.

the relationships

I have

noted similar key factors, such as structure, culture and Human Resource practices that
might

influence

the three processes both

I have also

and negatively.

positively

introduced the philosophical and methodological limitations of existing intraprelearning
contributions.

Following
provides

in Chapters 2,3,4

a review of the substantial literatures
of the key theoretical

a summary

discussed in terms of methodological

that have been

models

and empirical

approach,

and 5, Figure 5.6

the processes, the

type of model,

antecedents, and the organisational contexts and orientations.

Figure 5.6 Summary of Models within the Research Literature
T

Methodolo

eot Model

Pr gcesses/ Antecedanta

Process

mý

_

g

CoMnbuhond Model

t-

Type, o1CE Fig 2.d
Burgleman(t9ß4) Fig 26_

ý
w

=

Ä
ß

_

g

'ß

ý

ý

-

v

i

ö

b

-

_

N

¢

m
ö

Nonaka 1994 Fi 3.2
Kolb 1984 FI 3.5
Mone BMumford 1992 F36
WDI 1993 R37

F

m

¬

N
ö

5

-

ý

E

zý

ý`

_

ý
Ö

cq

O,

i

ý

i
Q

i

2

rii

__

_

_,
_

_
_
_
__

_

_

__

__
_

_

,
_

_

Grundy '1993) Fig 42
Dunphy & Stace (1993) Fig 44

McVey

'

_

_

20

f

_

14$1 et al 1993
March801sen(1992)Fsg
310
ogyne 8 Schon (1978) Fiq 3II
Mubsr (1991) Fig3 13
_
K, m (l9
(1993) Fig 3.14
_
Croa
e1 al (1999) Fig 3 15
Roaan9anen (1999) Fig 3.17

7S(1962) Fm 4Q

kwon ý1)
Fig 49
Petng_rew & Wn, pp (1991) F, g_4 1G
P_sselll20D5)F,
g415
__

_

ý__

_

Mcvea 1992)Fig67
Zanr_la1ý999 F. 54
liess egal
13ZF_

_ __
_

_

Figure 5.6 provides an overview
and the elements of each.

_

_

Janssen Iy751 Fi 4 19

of the key theoretical contributions

_

from each chapter

Models are a mixture of linear, feedback, hierarchical

188

i

ý

__

_

entai

`

e

Momsby et al (1993) Fig 27
Guatam & Verma 1997 Fi _2B

Senge(19%) 3 19
Pedlar et al 1991 Fi

öw

-

F:n.

E
aý^

ä
i

Inte rnal

onto it

and

ý

w

Y

cyclical descriptions.

Those models that explore corporate entrepreneurship and

organisational learning omit internal and external organisational change. Aside from
Pedler et al's (1996) model on the Learning Company, the other contributions to the
organisational learning literature do not consider internal factors (such as strategy,
structure, culture, reward and management support).

At the start of this chapter I

identified such internal factors as being similar for all three 'processes'of organisational
learning, corporate entrepreneurship and organisational change and thus, I would argue
that it is important to account for these in a theoretical model.

Some models such as the 41 framework (Crossan et al, 1999) incorporate the
organisational levels (individual, team and organisational) along with a senseof learning
feeding forwards and backwards in an organisational cycle. The labels used in the 41
framework translate particularly well into the process of corporate entrepreneurship
(Intuiting/ Interpreting/ Integrating/Institutionalising).

Burgleman's model (1984) of autonomous and induced strategic behaviour suggests that
corporate entrepreneurship could be theorised in terms of its official/
unofficial/informal

formal or

nature, something that the other models within the Corporate

Entrepreneurship literature do not consider.

Both the Horsnby et al (1993) and the

Guatam and Verma (1997) models omit culture in their internal processes, which I feel
is a weakness that should be addressed in future models. Drawing from Figure 5.6 and
the discussion that has taken place within this and the previous three chapters, a model
of intraprelearning should contain the following attributes:
"

Illustrate intraprelearning in terms of organisational hierarchy (individual /group
and organisational).

"

Show the significance of feedback/ feed-forward/ cycles.

"

Map the different labels used within

the literature (e.g. intrapreneurship,

corporate ventures, spin-offs, mergers).
"

Show levels of different sub-processes (e.g. single-, double- and meta- loop
learning/ induced, autonomous entrepreneurship).
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"

Incorporate external change drivers as per Kasl et al (1993), Pedler et al (1991)
and McKee (1992).

"

Incorporate internal change drivers as per Organisational Change literature
(McKinsey 7S, 1982).

I will now describe the development of the conceptual framework that forms the basis of
this research. A conceptual framework is defined by Miles and Huberman (1994: 18) as
follows:
`A conceptual framework explains, either graphically or in narrative
form the main things to be studied - the key factors, constructs or
variables - and the presumed relationships among them.
Frameworks can be rudimentary or elaborate, theory-driven or
commonsensical, descriptive or causal.'

`Conceptual framework issues are unique to any particular study
and may be approached either `loosely or tightly. in either case,
initial design decisions nearly always lead to redesign.' (ibid)

I have adopted a qualitative methodological approach to this research project. In order
to introduce my conceptual framework it is important to outline some discussion from
the qualitative inquiry literature about how conceptual frameworks can be formed and
the shapes that they may take. As indicated above, Miles and Huberman make the case
that conceptual frameworks within 'qualitative research' tend to sit between tight prestructured designs and loose emergent ones.
`Something is known conceptually about the phenomenon, but not
idea
has
The
house
to
theory.
of the parts of
an
researcher
a
enough
the phenomenon that are well understood and knows where to look
for these things - in which settings, among which actors. And the
researcher usually has some initial ideas about how to gather the
information. ' (1994: 17)
My initial attempt in forming a conceptual model for this research resulted in a rather
linear framework consisting of what Miles and Huberman label as `bins' (1994:20).
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This

linear model listed aspects within

each of the processes of corporate

entrepreneurship, organisational learning and change, however it did not capture the
levels at which the processesand sub-processesmay occur and the potential barriers
preventing interactions between them. I was not satisfied with the linear model and
decided to experiment with a cyclical model inspired by the work of Kolb (1985) and
Rosengarten (1999) but one in which I could recognise the dynamic of different
organisational 'levels' such as individual, team and organisational based on work such
as Crossan. Lane and White's 41 Framework (1999). I began to look for tools and
models that could help me to describe what I wanted to describe more completely.
I came across the Yin Yang symbol which is an ancient Chinese conceptualisation of
how things work. I felt that the Yin Yang symbol described the essence of the
interdependent and synergistic relationships between corporate entrepreneurship and
organisational learning. Using the Yin Yang metaphor as inspiration, I reworked my
initial cyclical conceptualisation into two models3which enabled me to incorporate the
detail that I sought as an outcome to the development of the summary in Figure 5.6.
I now refer to the set of models as Inside-Outside

models of Intraprelearning.

more

specifically I have labelled the first model as Intraprelearning Outside-In (1-01), and the
second Intraprelearning Inside-Out (1-10). Both models show different, yet interrelated,
relationships between four key constructs and draw from the literature reviews as per
summary in Figure 5.6.
"

Organisational learning

"

Corporate entrepreneurship

3 During

my Viva a problem concerning the use of the Yin Yang metaphor was highlighted in that I have
used it rather superficially here, but if a reader were to take the metaphor and interpret it more deeply
other meanings of Yin Yang can be applied to my models that I had not intended. For example. Yin Iinks
to femininity, winter, interior activity, darkness; Yang links to masculinity, summer and exterior activity.
It was agreed that the use of this metaphor mayýLeadto confusion and distorted meanings and so it has
been replaced with Inside-Outside models from here. However, it is important to note that using the Yin
Yang metaphor was helpful in constructing my initial two models, although it is no longer appropriate.
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"

Changes in the external environment for example, changes in the wider cultural,
economic. political or technological environment, or in the more specific market
environment

"

Changes in the internal environment for example, changes in strategy, structure,
reward, resourcemand culture.

5.6

A Theoretical Model of Intraprelearning

The first model (1:0-I.
centre and corporate

see figure 5.7) shows organisational
entrepreneurship

(CE)

learning [OL] (2) in its

on the outside.

I propose that the

organisational

learning in the centre represents the hub for all types and forms of

organisational

learning activities.

may represent individual,

For example, in this centre, organisational

team or organisational

learning. The organisational learning

may be intuiting, interpreting, integrating or institutionalizing
1999). Learning could be single-loop,

learning

double-loop

(Crossan, Lane and White,

or deutero learning (Argyris

and

Schön, 1978) and may involve the many different processes identified by Huber (1991)
in his processual model. The learning at the centre accounts for the learning skills
identified by McKee (1992) in his Innovation Learning Skills framework. interpersonal,
analytic, organisational and ecological interfacing.
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Figure 5
Entrepreneurial
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spinoffs (5)
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CE

Activities
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There are two paths mapped out in the model.
official

The black lines denote the path for

strategic innovation, whilst the grey path denotes the unofficial

innovation, or

autonomous strategic behaviour (Burgelman, 1983).

To explain the model, I will begin the cycle when a change occurs in the external
environment (1), although this may not be the start of the cycle in reality. A change may
be a political, economic, socio-cultural or technical change. I propose that an
organisation will have to learn about a change before it can react to it (2). In the case of
official corporate entrepreneurship [CE] (3), once organisational learning has occurred,
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corporate entrepreneurial activities may be oriented externally (5) - such as merger or
joint venture or may be oriented internally (6) such as venture groups. In the case of
unofficial autonomous corporate entrepreneurship (4) these changes may also be
externally oriented (8) - such as independent spin-offs - or internally oriented (9) - such
as skunkworks.
If the corporate entrepreneurship is externally oriented, then this will have an obvious
effect on the present market environment, and subsequently cause a change in it (1)
through the introduction of a new product or service. So the cycle would begin again. If
the corporate entrepreneurial activities are internally oriented, then this will cause
changes in the internal environment (7), such as job redesign, restructure, new reward
system or revised learning and development activities, for example. Changes in the
internal environment could incorporate any of the hard or soft 7S's that I introduced I
Chapter 4. I argue that these changes would require further organisational learning
support (2), and then the corporate entrepreneurshipspiral would begin again (3) or (4).
The dashed lines in the model represent my acknowledgment that these cycles could not
run as smoothly
entrepreneurship

as described above.
activities

would

For example, externally
also

probably

induce

oriented corporate

changes in the internal

environment. and vice versa. I also recognise that the act of organisational learning (2)
itself

may

cause

internal

changes (7),

without

the interaction

with

corporate

entrepreneurship activities.

My second model (I: I-0 illustrated in figure 5.8) shows corporate entrepreneurship at its
centre (4).

Inverting the 1-01 model this way enables the detail of the model to be

shifted from a Corporate Entrepreneurship focus to that of Organisational Learning. In
Figure 5.8 feed forward and feedback loops have been mapped onto the model, thus
enabling the pathway from intuiting (individual)
be demonstrated.
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to institutionalising

(organisational) to

I propose that corporate entrepreneurship represents all of the different types of
corporate entrepreneurship (such as intrapreneurship, mergers and acquisitions and
venture groups). and can be official or unofficial in nature. As with the first model,
there are two main paths, and we will begin by assuming a change in the external
environment (1), although again, this may not be the initial trigger in reality.
Figure 5.8 Intraprelearning: Inside-Out

OL
(2)

1--_

i

ý.

Institutionalizing

ý

Fetdbnck

Strategic induced CE
Activity

Changing
External
Environment
(1)
Autonomous
Induced CE activity

Changing
Internal
Environment

Fenn

cE (4)

(ý

tnfoRnal
i

i
iý
i;

iI

forward
Feed

INDIVmUALJ
GROUP
LEARNING

-.. -.. _..
Ioo,kin.
--

(3)

A change in the external environment (1) may be learned at the organisational level (2)
or at the individual/ group level (3). Changescould be political socio-cultural technical
or economical. I have indicated the path for organisational level learning with the black
line, and individual level learning with the grey line.
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Organisational level learning will 'cause' organisations to react through corporate
entrepreneurial activities (4). As the 1:1-0 model illustrates, these activities will most
likely be formal and official in nature. whereas individual/ group level learning will
most probably induce autonomous corporate entrepreneurial behaviour (Burgelman,
1983). Whatever type of corporate entrepreneurship behaviour is created, my model
shows that this will lead to both internal change (5) and external environment (possibly
market) change (1).
Drawing from Crossan. Lane and White (1999). the dotted straight lines in the model
show how learning may progress from the individual level up through the organisation
(intuiting to institutionalizing, through feed forward) and how learning can progress
from the organisational level through to the individual level (institutionalizing to
intuiting, feedback).

As with the first model, I acknowledge
complex. OL (2) and individual/
organisational
activities.

environment

that in reality the overall process is more

in
internal
(3)
the
learning
changes
create
may
group

(5), without

the intervention

of corporate entrepreneurial

The dashed arrows illustrate this. For both models I argue that organisational

learning activities could not directly lead to changes in the external market environment
per se, since a change in the market environment would require some form of corporate
entrepreneurship intervention.

However, organisational learning activities may create

changes in the external environment,

including

cultural,

political,

economical

and

technological change.

5.7
This

Conclusions
between
interrelationships
corporate
has
the
chapter
possible
explored

entrepreneurship, organisational learning and change through a new, more succinct
label, 'intraprelearning'. I define intraprelearningas:
any

learning

entrepreneurship

(individual/
(indiº"iduall

team/
team/

facilitates

organisational)

that

organisational)

through
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triggering

corporate
change

(individual/ team! organisational). Intraprelearning may be tacit or explicit, may be
single-, double- or meta- loop and may beformal or informal.
I have 'pulled together' themes from chapters 2,3
organisational

and 4 and have observed that

learning, change and corporate entrepreneurship share similar

characteristics. They appear to have a form of synergy with one another. Each of the
literatures lend themselves to being described (some more inclusively than others) via
three organisational levels. individual, team/ group and organisational.

From an

extensive literature search I have identified a number of similar supporting factors and
present themes between the three fields. including structure, communications, reward
and resources,and culture.
Finally

I have introduced

Intrapreleaming

and described two Inside-Outside

that illustrate my understanding

theoretical

of how corporate entrepreneurship,

organisational learning and change may interrelate with each other.
been developed from key contributions

models of

The models have

literature
I
have
from
and
themes
existing
and

attempted to address any weaknesses that I have noted through their development. The
models serve as the foundations of my empirical research and will be used to inform the
development

of

Intrapreleaming:
context.

my

research

questions.

The

Inside-Out are conceptualisations

Intraprelearning:

Outside-In

and

for the private sector organisational

Chapter 6 introduces the context of this research project which is NHS Trust

hospitals (public sector organisation). Therefore, as part of the methodology I have had
to re-conceptualise the models to reflect the unique set of circumstances of public sector
NHS Trusts, which I present next in Chapter 6.
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I

Chapter 6- Context and Cases:

Aberash and Brynbeth NHS Trusts
6.1

Introduction

This chapter introduces the context of my research within two National Heath Service
(NHS) Trusts in Wales. For much of this thesis, I have not differentiated between the
public and private sector, and much of my discussion has been private-sector oriented.
Even the construct 'corporate entrepreneurship' is concerned with entrepreneurship
within a corporation, which suggestsa private sector organisation. There is no public
sector equivalent.

I have decided to continue to use the label 'corporate

entrepreneurship', but I do interchange between this and Trust entrepreneurship'
throughout the rest of this research. Trust entrepreneurshipseemsmore fitting, but I am
reluctant to add 'yet another name' into a relatively immature field that already has an
abundanceof labels within it.
So this chapter introduces the NHS context and explores the implications
versus the private organisational

context.

I redefine intraprelearning

of public

and propose a

working model of intraprelearning, which will act as the basis for my empirical research
into the NHS Trusts.

The overarching research strategy is introduced, that is the case

study method and then the two cases, Aberash
introduced.

and Brynbeth

NHS Trusts, are

I begin the narrative of my research method and explain my contingencies

for attracting participants to get involved with my research.

6.2

The Context: NHS Wales

My field notes tell me that it was when my first supervisor left the university in January
2004 that the context of, or where to conduct my researchbecamean issue. Up until this
point I had rather neglectfully spent very little time considering the different large
company contingencies open to me as I did not feel that it was a matter of concern. I think
that this 'false sense of security' had arisen because my first supervisor was well
networked into a number of key large companies within North Wales and across the
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borders into the North Western counties of England. On broaching the issue of
access
with my supervisor, I was confidently assured by him that it would not be a problem.
This first supervisor left a year-and-a-half

into my research and when Sally took over the

role of supervisor, one of her first questions to me was `where are you going to collect
your data? ' The problem as it stood was that there were not very many examples of large
It was during a meeting in this initial

companies within our immediate locality.
over' period that Sally suggested exploring

'hand-

a National Health Service (NHS) Trust or

several Trusts within the area. Sally made her point on two grounds, firstly that she had a
strong network of associates working within the local NHS trusts which could facilitate
access and secondly the NHS was a strong example of a large, complex and bureaucratic
organisation within our area, an area that was distinctly
Initially

lacking private sector examples.

I felt daunted by this prospect because the NHS seemed completely alien to me

and I worried that my lack of familiarity

within this industry may hamper the quality of

my research, yet I agreed to explore the prospect further. Reflecting back to this period, I
think that I behaved very dependently on both my first supervisor and then on Sally for
obtaining access into organisations.

In a quantitative study on the supervisor dependency

factor Kam (1997) found that a native English speaker from the 'soft'

sciences, like

myself, is statistically more likely to be more dependant on my supervisor for problemsolving support. The study tests hypothesised variables rather than looking for emerging
themes and the issue of access is not directly explored, although trying to get-in to an
organisation is in a sense a problem that requires solving.
In order to familiarise

myself within

this field and to explore for possible synergies

between my interest in
corporate entrepreneurship, organisational learning and change, I
undertook a review of the NNS research literature. I attempted to familiarise myself with
key historical events, and key issues currently affecting NHS stakeholders including its
staff and patients. So how could research within the fields of corporate entrepreneurship,
organisational learning and change be useful and meaningful to and be enriched an NHS
Trust context?
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NHS Wales was previously part of the
same National Health Service as England but is
now devolved. It is operatedand managed by the Health and Social Care Department of
the Welsh Assembly Government (WAG), and NHS Wales consists of twelve regional
NHS Trusts (WAG 2007). NHS Trusts in Wales
are different to Trusts in England. The
focus in England is on primary care and this is delivered through Primary Care Trusts.
Primary Care Trusts are undergoing
strategic change and a split is being developed
between commissioning services and providing services. There are no Local Health
Boards in England, as in Wales, w ho commission
services.
A Welsh MIS Trust will typically administer all hospitals in a region, as well
as all
community care and mental health functions. There is usually one District General
Hospital (sometimes called Main Acute Hospital) in every NHS Trust. District General
Hospitals provide a range of services on an outpatient, inpatient and day case basis, with
someproviding specialist services.NHS Trusts also provide community services such as
district nurses, health visitors. midwives and community based speech therapists,
physiotherapistsand podiatrists.
In order to develop
an understanding of the vast entity that is the NHS and the complex
web of Trusts, Local Health Boards and District General Hospitals within, I began to read
around the 'subject'.

From the start, it was clear to me that the literature on the NHS was

abundant and varied.

Ally literature review strategy was to focus on issues that may be

relevant to intraprelearning.
emphasised the NHS'

From this, I noted that there were many examples that

inertia and inability

to keep up with a changing society. For

example, a key strategic report called the NHS Plan (DH 2000: 2) highlighted the
difficulties that the NHS has had in being
able to 'keep pace with changes in society'. The
Plan even refers to the NHS being 'I 940's
operating system in a 21-century world'.
a

'The NITS is too much the product of the era in which it was born. In
its buildings, its ways of working, its very culture, the NHS bears too
many of the hallmarks of the 1940s. The rest of society has moved
on.' (DH 2000:29, underline added)
Continuing to read
around the subject, but taking more detailed note of those articles,
books and white
papers that had key words relating to the antecedents of
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intraprelearning (corporate entrepreneurship, organisational learning and change), I
came across several articles that recognised the value of learning and its role in realising
potential to achieve improvements in quality and service deliver. An example of such
literature was that on the Agenda for Change (A4C). The A4C is a recently
implemented MIS pay-scheme. A key tool within the A4C is a career framework called
the Knowledge Skills Framework. It describes the:
`Knowledge and skills which NHS staff need to apply in their work
in order to deliver quality services.' (DH: 2007, underline added)
I noted that a key purpose of the Knowledge Skills Framework was to:
`Facilitate the development of services so that they better meet the
needsof usersand the public through investing in the development of
all membersof staff. ' (DH: 2007, underline added)
For me, this quote captures key concerns within today's NHS in terms of corporate
entrepreneurship(better meeting the needs of users and public), organisational learning
(development of all members of staff) and organisational change (development of
services).
Looking

for signs of intraprelearning

websites for schemes that actively
entrepreneurship,

organisational

activity

beyond the paper literature,

promoted

the benefits of fostering

learning and change philosophies

I found
corporate

in today's NHS.

Since 1998, NITS bodies have had the power to exploit Intellectual Property (defined.
Property is an idea or a concept, or any other intellectual

Intellectual
'commercial
services.

value' (UAII,

work that has

2007)) to make more income available to improve health

These powers have now been extended to those Intellectual Properties that

have emerged from outside the formal R&D departments within Trust hospitals, such as
unofficial entrepreneurship (DII 2002). In England. NHS Innovations was established in
2001 to encourage and support NHS Trusts, Primary Care Trusts and their employees in
identifying and developing innovations. This was merged into the NHS Institute for

Innovation and Improvement in 2006.
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The NHS Institute for Innovation and Improvement's mission is to:
'Improve health outcomes and raise the quality of delivery in the
NHS by accelerating the uptake of proven innovation and
improvements in healthcare delivery models and processes,
medical products and devices and healthcare leadership.' (DH
2005 accessedJanuary 2007)
Similarly in Wales the National Leadership and Innovations Agency for Health Care
(NLIAH) was set up in 2006. Finally I came across the following extract in the NHS
Institute for Innovation and Improvement website (DH 2005):
'Building capacity and capability in innovation and improvement is
an overarching priority that aims to develop the NHS at a system
level, by means of introducing radical new ideas and enabling
individuals, teams, and organisations to develop, accept, and benefit
from better ways of doing things.' (AccessedMarch 2007)
I feel that the above not only emphasises a common purpose between my research
interests and current NITS priorities, it also demonstrateshow insightful and beneficial
research into NHS intraprelearning could be in building capacity and capability. The
next section explains how I have adapted my previous private-sector oriented framework
of intrapreleaming and its underpinning definitions for public sector research.
63 Adapting the Theoretical Framework
In chapter S. I introduced a working definition of intraprelearning borne out of my need
to describe the overlap between corporate entrepreneurship. organisational learning and
change

levels

and

characteristics

within

an

organisation.

The

definition

of

intraprelearning was developed from literature exploring the private sector. One of the
challenges of my research was to identify whether this definition applied to public sector
organisations, in particular NITS Trusts, and if not provide a contextually appropriate
def inition.

At this point in my PhD study. I had the opportunity to get involved with facilitating
around twelve students on a NISI module called `Leadership, Quality, Innovation and
Change'. A high proportion of the studentson the course were from the Trusts in which
my data was collected. It was during one of the teaching sessionsthat I asked the class to
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work with

me in finding a mutually agreed working definition of corporate

entrepreneurship within the NHS. I presented the class with the definitions of corporate
entrepreneurship as in Chapter 2 and opened the debate. I did not have enough time to
work out a definition of corporate entrepreneurship, but the class addressedthe issue of
the nature of risk in NHS Trusts with gusto. Students were not comfortable with 'taking
risks' as they felt that this may lead to patients being harmed. The following discursive
constructs were suggestedby class members: managed-risk, safe-risk, guarded-risk, riskwithout-harm, continuously-assessed-risk. Mutual agreement was reached on 'guardedrisk taking' as being the most suitably representative antecedent of corporate
entrepreneurshipwithin the context of an NHS Trust.
6A

NHS Corporate Entrepreneurship

Drawing from Thompson and McNamara's (2001) definition of private sector
entrepreneurship, from Greenhalgh et al's (2004) definition of innovation in the NHS
and from the students understanding of risk-taking in NHS Trusts, I developed a
working definition of NHS corporate entrepreneurship(NHS CE):
It is the process of proactively

engaging in creative, ethical and guarded risk-taking

behaviours, routines and ways of working that seek to create entrepreneurial

behaviour

that is:
(a)Perceived as new by a proportion of key stakeholders
(b)linked

to the provision or support of health care

(c)Discontinuous
which facilitates

with previous practice
organisational

administrative efciency,

redefinition

and rejuvenation

through

improving:

leads
to
the
experience,
and
ultimately
user
cost effectiveness,

enhanced patient care.

NHS CE is engagedin by individual (or team of) corporate entrepreneursand supported
by a sponsor or champion. NHS CE may be formal and official, may be informal and
unofficial or both. Activities may be oriented within the Trust or externally to the Trust.
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6.5

NHS Intraprelearning

From

my definition

CE, the term intraprelearning

can be defined

more

in terms of the NHS as any learning (individual/team/organisational)

specifically
facilitates

of NHS

NHS

(individual/

CE (individual/

team/

team/ organisational).

triggering

change

may be tacit or explicit,

may be

organisational)

Intraprelearning

that

through

single-. double- or meta- loop and may be formal or informal.

As with private sector organisations. NHS Trusts face a multitude of external and
internal forces that drive change. This is complicated even further due to the unique
relationship that Trusts have with their customers.
6.6

Public Sector versus Private Sector Organisations

Once I had adapted my working definitions

of NHS CE and NHS Intraprelearning,

then revisited the theoretical models which were based on private sector conditions.

The

conceptual framework did not account for the dynamics of the public sector. I struggled
be
different
bit
would
organisation
quite a
with trying to understand why a public sector
and the impact that this would have on my models. I shifted the focus of my literature
searches to locating contributions

exploring

public versus private sector dynamics.

Drawing from electronic articles and a well resourced Health library, I was able to begin
to compare and identify the differences between the private and public sectors. I found
some literature
organisations,
innovation

that compared

the difference

between public

and a smaller selection of literature

in healthcare.

and private

that explored

sector

this in terms of

This enabled me to adapt my models to allow

for the

healthcare context.

There are several contributions in the research literature that attempt to outline key
differences between a public sector NHS Trust and a competitive firm from the private
sector. Nasshold (1996) summarisesthe differences as follows:
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I

Private sector

Public sector

"

Individual choice in the market

"

Collective choice in the polity

"

Demand and price

"

Need for resources

"

Closure for private action

"

Opennessfor public action

"

The equity of the market

"

The equity for need

"

The searchfor market satisfaction

"

The searchfor justice

"

Customer sovereignty

"

Citizenship

"

Competition as the instrument of

"

Collective

as

the

instrument of the polity

the market
Exit as the stimulus

9

action

"

Voice as the condition

Roste and Miles (2005) provide a chart of differences (see figure 6.1 for

Similarly,

adaptation), but more relevantly

they propose differences in terms of their possible

relationships to innovations.
Figure 6.1 Archetypal Featuresof Private and Public Sectors and their possible relations to the
Prosperity and Direction of Innovation adaptedfrom Roste and Miles (2005)
Public Sector

Private Sector
Organising
Principles

Pursuit of Profit. of Stability or of
Growth of Revenues.
- Changing market conditions may
require innovations to enhance
perceived value for money or
generate new products. Market as a
selection process for innovations:
business cycles create periods of
relative austerity and prosperity for
many firms and can be related to
investor willingness to support
innovative sectors and start-ups.

Enactment of Public Policies.
Changing
Policies
may
and
-New
require Innovations of many kinds
Often the problems with which these
policies are meant to contend are
highly complex, not always well
understood, and policies may thus have
contradictory effects. Thepolitical
cycle as a selection process debates
alternative policy directions, and
opportunities to restructure public
organisations.

Organisational
Structures

Firms of many sizes, with options for
new entrants.

Complex system of organisations with
various (and to some extent conflicting)
tasks.

Performance
Metrics

Return on Investment.

Multiple performance indicators and
targets.

Management issues

Some managers have considerable
autonomy. others constrained by
shareholders, corporate governance,
or financial stringency. Successful
managers liable to be rewarded with
substantial material benefits and
romotion,

While there are efforts to emulate
private sector managementpractice,
mangers are typically under high levels
of political scrutiny. Successful
lower
likely
to
receive
managers
material benefits than comparable
private sector managers.
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Relations with End
Users

Markets may be consumer or
industrial ones. and firms vary in the
intimacy of their links with the endusers of their products, but typically

End-users are the general public,
traditionally seen as citizens, though
recently there have been efforts to
introduce market-type principles and

marketfeedbackprovidesthe verdict

Relations with
Supply Chain

on innovaticm.
Most firms are parts of one or more
supply chains, with larger firms
tending to organise these chains.

moveto seethemascustomersor

Relations with

Nature of workforce varies

consumers.
Public sector is typically dependent on
private suppliers for much of its
equipment, and is a very important
market for many firms.
Public sector employees are typically

considerably,andrelationsbetween
employeesand management
range
from fractiousto harmonious.Efforts

highly unionised Many arealso
professionalworkersorganizedthrough
professionalassociations.While usual

Employees

Relations with
Sources of
Knowledge

Time Horizon

are made in some firms to instil
company loyalty and/or a customercentric approach, but employee
motivations are often mainly
economic ones of securing a
reasonable income.

concerns about status and salary are
experienced, many workers enter
public service with idealistic
motivations.

Companies have considerable
flexibility in sourcing innovation
related information from consultants,
trade associations, and public sector
researchers,but many smaller firms

Despite large resources, parts of the
public sector may be constrained from
using private sources of knowledge
(other than those of suppliers). Public
sector sources of knowledge (e.g.

havelimited resourcesto do so.

Universities)may be highly orientedto

Short-term in many sectors, though
utilities and infrastnrtural services
may have very long horizons.

More generally, Heffron

(1989) outlines

other parts of the public sector.
Often long-term (this means that
responsible decision-makers may have
moved on by the time that results are
achieved) though many decisions do
have shorter horizons.

three key differences

private sector organisations: environmental

between public and

factors, internal structures and processes,

and personnel:
Environmental factors
Public sector organisations:

"

Are less market oriented therefore may have lower incentives for efficiency.

"

Depend on revenues that are based on political decisions rather than market
performance.

"

Function under more formal legal conditions and respond to a more diverse
group of clients and interests.

Internal structures and processes
Public sector organisations:
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"

Often have multiple goals that are difficult to measureand that can conflict with
each other.

"

Authority is likely to be fragmented and weak in terms of quick decision making.

9

Decisions are sometimescharacterised by caution with innovations.

Personnel
"

The nature of public sector organisations makes it more difficult to measure the
performance of employees. Public sector employees may have a stronger need
for flexibility according to the nature of the task.

The contributions above do not differentiate between type of public sector organisation
(i. e. university, police force, council. trust, hospital) and the themes might be too general
to be meaningful to a particular public sector organisation. A key difference between a
pubic sector NHS trust and a private sector firm that I think has been largely overlooked
in the examples above is the nature of the external environmental forces that can drive
change and innovation. There are a number of external forces that can impact upon a
NHS Trust and drive change. External forces may be political factors, economic
influences, sociological trends, technological innovations, ecological factors, or
legislative requirements (lies and Sutherland, 2001:29). White (1998) identifies five
types/ drivers of change that occur within Health Care Organisations: Technological
Change, Product or Service Change, Administrative Change. Structural Change and
Attitude (or Value) Change.
Halvorsen et al (2005) identify five external `pushes for innovation' and four factors
`creating a pull for innovation' in their discussion paper on innovation in the Public

Health sector:
Pull
"

Policies and political targets(government driven)

"

Popular opinion (media/ patient driven, and can lead to policy and political
targets).

"

International

agreements,

laws.

regulations

Working Time Directive).
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and standards (e.g. European

"

Technological and scientific developments

"

'Other'

societal

developments

increased

(demographical/

migration/

catastrophes).
Pushes
"

User needsand preferences(customer/ employee driven).

"

Organisational overstretch or frustration with statusquo (employee driven).

"

Lobbyism (employer driven).

"

Technological dependencies(innovator driven).

6.7

A Working Model of NHS Intraprelearning

Once I reviewed this literature, I was able to adapt my original theoretical models of
intraprelearning
industry

from a more informed

counterparts

promote

perspective. Whereas private sector service

some form

of unique selling

point or competitive

advantage in order to win profits and market share, NHS Trusts are focused on meeting
numerous standards and targets focused around providing a high quality of care to its
patients. Thus, in the external environment, we can focus on political factors, economic
influences,

sociological

legislative

requirements.

trends,

culture. role. responsibilities

technological

Internally,

innovations,

ecological

factors

and

we can focus on strategy, structure, systems,

and resources.

Also, formal corporate entrepreneurship

activities can be broken down into different levels within the Trust - Trust, Divisional
and Directorate.
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Bure

6.2 A working model of Intraprelearnine in an NHS context

Organisational/
Trust Learning

ALI

; --Institutionalising
--=---------

(2)

-----------

--

_L
Feed
forwards

Strategic
Induced/
Official

Trust Level
Entrepreneurship
(Formalt Induced)
(4)
Operational/
Individual level

Push & Pull Factors
Political factors
Economicinfluences
Sociologicaltrends
Technological
innovations
Ecological factors
Legislative
requirements

Push & Pull Factors
Strategy Resources
Structure Systems
Culture
Responsibilities
Roles Rewards

Ent. (Informal/autono

(5)

Autonomous/
Unofficial

- ---

----Feedback

Intuiting
Group/Team

learning

-'

1

-----------

Learning

Operational

Individual Learning
(3)

Figure 6.2 shows the Intraprelearning:

Inside-Out model that has been adapted from

Chapter 5. I used two models in Chapter 5 as I was not able to incorporate all of the
labels from the reviewed literature in the
one model. It is not as necessary to show both
sets of models here as the changes driven by the public sector context affect the external
change and internal change constructs rather than the organisational learning and the
corporate entrepreneurship constructs. This working model (Figure 6.2) now illustrated
possible intraprelearning relationships within an NILS Trust context, and could act as the
basis for developing
my case studies of two NHS Trusts, namely Aberash and Brynbeth
NILS Trusts. I could use the
help
inform
in
design
to
the
of
my
research
working model
the development of my research questions and once my data has been analysed to inform
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an actual model of intraprelearning. I feel that this narrative will flow best if I introduce
my overarching method of study at this point, that is the exploration of intraprelearning
into two NHS Trust cases.

6.8

The Case Study as a Research Strategy

A substantial amount has been written about the case study (or case studies). It is not
particularly useful to review this in-depth for the purposes of this project, however, I
will summarise the main characteristics and arguments. An important differentiation to
make right from the outset is the difference between method and methodology.
'Methods are the techniques used in collecting data.
Methodology, on the other hand, refers to the assumptions that
you have as a researcher, which can be epistemological or
political in character, or mean that you support the view of the
world promoted by a particular theoretical tradition. ' (Travers:
2004, p vi)
A case study or set of case studies therefore, is an umbrella technique used in collecting
data. In this research my methodology is an autoethnography (social constructivist) and
my method is two case studies. Within these case studies I have used a range of
different 'sub'-methods (or tools), such as semi-structured interviews, observations,
notes, desktop research and historical evidence. As Stake (1998: 86) wrote the `case
study is not the methodological choice, but a choice of object to be studied' and this is a
very important distinction that is often confused by laymen. Yin (1994: 13) defines a
case study as an empirical inquiry that:
`Investigates a contemporary phenomenon within its real-life
context, especially when the boundaries between phenomenon
and context are not clearly evident. '
And, as Hartley (1994) emphasises, a case study is of interest because the phenomenon
is not isolated from its context, it is researched in relation to its context.

Yin (1994) frames case studies as a research strategy (Yin, 1994:13) and it is generally
agreed amongst contributing authors that case studies are particularly useful for
exploring and responding to 'how' and `why' questions (for example Yin, 1994: Stake,
1998: Travers 2004: Flyvbjerg, 2006).

In my research I will be drawing from Yin
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(1994) and using the case study as a research strategy. There seems to be consensus in
that that a study of a case may comprise of a single `case' unit or several cases. Data
collected to build the case can be quantitative, qualitative or `triangulated' between the
two. The case in the research (or unit of analysis) may be an individual or some event or
entity (Yin, 1994). In this research my unit of analysis is a Welsh NHS Trust, and I will
be describing, exploring and comparing two cases.

I notice that there is a degree of fragmentation in the way case studies are categorised,
this I feel is caused by researchers not developing upon the work of their counterparts.
Yin differentiates case study by content. He identifies three types of case study strategy:
Exploratory, Descriptive, Explanatory. Conversely Stake (1998) differentiates case study
by purpose.

He identifies three types: intrinsic (to form a better understanding),

instrumental (to understand or provide insight into an issue or refinement of theory) and
collective case studies (inquiry into a phenomenon, population or general condition).
Flyvbjerg (2006) categorises case studies into Extreme (dramatic), Critical (of strategic
importance) or Paradigmatic (exemplar or prototype). There are other types of case
study that appear in the research literature such as prospective case studies (for example
Trochim, 1989) and embedded case studies (Yin, 2002).

With respect to the content of a case study, my observations echo that of Meyer,
(2001: 329) in that:
`As opposed to other qualitative or quantitative research strategies,
such as grounded theory (Glaser and Strauss, 1967) or surveys
(Nachmias and Nachmias, 1981), there are no specific requirements
guiding case study research. Yin and Eisenhardt (1989) give useful
insights into the case study as a research strategy, but leave most of
the design decisions on the table. This is both the strength and
weakness of the approach.'
An important part of any research is trying to assure those reading it of its academic
credibility and rigour.
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Traditional
credibility,

measures of case study rigour
confirmability,

and quality

include trustworthiness,

and data dependability (US General Accounting Office,

1990). This language is more akin to positivist science. In Chapter 1, I introduced the
quantitative quality indicators of construct validity, internal validity, external validity
and reliability and then the qualitative indicators of persuasiveness and plausibility,
correspondence, coherence and pragmatism.

Yin (1994) provides tactics for social science tests (see Figure 6.3). I feel that his
suggestions are still entrenched in the values of positivist epistemology and are not very
meaningful or useful in terms of qualitative 'testing'.
Figure 6.3 Case Study tactics for Social Science Tests adapted from Yin (1994)
Case Study Tactic

Tests

-use of
sources
Construct validity

Internal validity

External validity

Reliability

multiple

evidence

Phase of Research in which tactic
occurs
Data collection

-establish chain of evidence
key
informants
review
-have
draft case report

Data collection

-do pattern-matching
building
explanation
-do
-do time-series analysis
logic
replication
-use

Data analysis
Data analysis
Data analysis
in

Composition

Research design

multiple-case studies
-use case study protocol
database
case
study
-develop

Data collection.
Data collection

Yin (1994,2002) lists a further three traditional research concerns associated with the

casestudy:
1. Lack of rigour:
Caused by:

Researcher allowing equivocal evidence or biased views
Confusion between case study research and case study teaching
Bias entering research strategies within the case, e.g in
interviews.
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2. Little basis for scientific generalisation:
Caused by:

Like experiments case studies are generalisable to theoretical
propositions (analytic generalization) not to populations or
universes (statistical generalization).

3. Time consuming:
Historically case studies have been carried out over long
periods of time, although this is changing.

It is suggested (Flyvbjerg 2006) that the issue of rigour can be overcome through using
academically rigorous research design, methods and techniques during and when writing
up the research.

I have read that case studies lend themselves to being generalised

suitably with a technique called `falsification' (Popper, 1959 - all swans are white - until
a black one is found) which according to several within the social science field is critical
to reflexivity.
`Falsification is one of the most rigorous tests to which a
scientific proposition can be subjected: If just one observation
does not fit with the proposition it is considered not valid
generally and must therefore be either revised or rejected. '
(Flyvbjerg 2006: 226)
As my research is a qualitative enquiry the issues of validity,

reliability

and

generalisability do not lend themselves as useful ways of assessingthe quality of a case
study. In Chapter 1, I have introduced those for qualitative research, such as Reissman's
(2002): persuasivenessand plausibility, correspondence, coherence and pragmatic use. I
have also listed Silverman's (2005) ten key questions as criteria for evaluating
qualitative research. I will draw from such contributions to ensure that my case studies
are qualitatively sound.
Now that the key issues concerning case studies have been described, I introduce the
units of analysis for this case study.
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6.9

Introducing

the Cases

This research is a comparative case study of intraprelearning in two NHS Trusts, both
based in Wales. The trusts are located in servicing regions that are adjacent to each
other. Yin (1994: 23) calls for caution in determining the unit of analysis of the case
study. He illustrates his argument using a case about the development of a new
microcomputer by an engineering team.
`[there is ]a fundamental problem in doing case studies.... that of
defining the unit of analysis. Is it the case of the minicomputer or is
it about the dynamics of a small group - the engineering team? The
answer is critical if we want to understand how the case study relates
to a broader body of knowledge- that is whether to generalise to a
technology topic or to a group dynamics topic. '
The unit of analysis for this study is intraprelearning in an NHS Trust, of which there
are two comparative cases.Yin (ibid) also highlights that a case should clearly:
"

Outline what is the immediate topic for the case study and distinguish
this from the context for the case study.

"

Give specific time boundaries are needed to define the start and end of
the case.

"

If the case is set within a particular geographical area, decisions should
be made whether or not to include those that may be relevant/
important but that fall outside of the area.

Addressing each of Yin's points above in turn, the immediate topic for the case study is
intraprelearning in two NHS Trusts. The context for the case study is rural trusts in
Wales. The research explores infra-Trust, and compares and contrasts data collected
-..

from two Trusts over a time period of one year from July 1S`2004 until July 1S`2005.
The cases are set within a particular geographical area, which is each Trust's operating
region as set out by the Welsh Assembly Government.

For this research the Trusts have been given a pseudonym of. Aberash NHS Trust and
Brynbeth NHS Trust. The following introductions to each Trust are based on official
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documents and therefore portray the official `corporate' image and positioning of each
Trust. The introduction describes each Trust in terms of its Structure, and I have
deliberately been imprecise in my referencing as a key concern is to respect the wishes
of anonymity from both Trusts.

6.8.1

Aberash NHS Trust

Aberash NHS Trust was established as the result of a merger in 1999. Its services span
more than one county in Wales and serves around 250,000 permanent residents. The
Trust employs just under 5000 staff and has a revenue budget of around 200 million
pounds per annum. It is led by a Board (see Figure 6.4) comprising of a Chairman,
Chief Executive, four Executive Directors and seven Non-Executive Directors (Internal
document).
Figure 6.4 Organisational

Structure of Aberash Trust
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Director

Executive
Medical
Director

Directorof
Estatesend
Facilities

Dimctarof
Human
Recourses

DIRECTORATES

SURGERY

IGMCINE

COW5UNln

Executive
Director of
Finance

Modernisation
Director

Executive
Directorof
Operations
and
Performance

DIAGNOSTIC

WDIý? I

býtiTAL

a CLINICAL

BFAAHLLY

QuALmQ

HEALTH&

CLII7ICAL

LEARNIG
DISABflJTIES

ASSURANCE

The Trust is responsible for two acute hospitals, nine community hospitals and clinics,
two mental health hospitals and three support units. All are supported by an extensive
network of community, mental health and learning disability services. Services within
the Trust are arranged into seven directorates: Surgery, Medicine,

Community,

Diagnostics/ Clinical, Women & Family, Mental Health, and Quality & Clinical
Assurance (Internal Document). At the time of the interviews, the Trust was involved
with four main capital projects: a new community hospital, the redesign of a department,
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the reconfiguration of a few hospitals and the development of a clinical school (Internal
Document).

6.8.2

Brynbeth

NHS Trust

Brynbeth NHS Trust came was established in 1999 when two former Trusts merged.
The Trust services around 390,000 people, employs just over 5000 staff and has an
annual turnover of around £180m (Appendix 10). The Trust consists of 10 acute and
community hospitals and clinics, and five units specialising in various mental illnesses
and learning disabilities and several health, six community mental health teams and
nearly 30 health centres, clinics,
Document).

children's

units and dental centres. (Internal

The Trust Board comprises of a Chairman, CEO, seven Non-Executive

Directors and five Executive Directors (see Figure 6.5).
Figure 6.5 Organisational

Structure of Brynbeth
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Having addressed where the `data' for this research was collected, I had to determine
data
intended
how
I
to
this
data
I
to
and who I
collect
type
collect,
of
planned
what
would collect the data from.

6.10

The ResearchQuestions

Yin (1994) argues that case study research should have study propositions:
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`only if you are forced to state some propositions will you move in
the right direction-at the same time, some studies may have a
legitimate reason for not having any propositions.. every
.
exploration, however, should still have some purpose.. .as well as
the criteria by which an exploration will be judged successful-even
if [an] initial assumption might later be proved wrong-without such
propositions and investigator might be attempted to collect
"everything, " which is impossible to do. ' (adapted from Yin
(1994: 22)
I found it very burdensome to come up with my research questions for this study. I felt a
pressure to `get it right', as `getting it wrong' could jeopardise the overall quality and
Using the model of intrapreleaming to keep my

usefulness of my research project.

questions focused, I developed eleven research questions that I felt would enable me to
put together a case of intraprelearning

within each Trust.

My research questions were as follows:
1. Who are the corporate entrepreneurs within the Trusts?
2. How are they entrepreneurs?
3. Why are they entrepreneurs?
4. Who has supported and/or hindered them (individuals/

groups/ culture/

leadership/ power)?
5. What organisational conditions have supported/ hindered them (strategy/
structure/ reward/ resources/ culture)?
6. How, where and when are they learning?
7. How are they agents of change and learning?
8. How has learning and change supported corporate entrepreneurs?
9. How are Trusts and the individuals and teams within intraprelearning?
10. What are the implications of the above for, training, HRM, and Strategic Policy?
11. What is the best way to tell the story of this research?

The questions become broader in their scope as you move from number one to eleven.
Also, I decided to split intraprelearning into its antecedents for several of the questions,
4 The eleventhquestionwasdevelopedin retrospectfollowing advice given during my Viva
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as I would be identifying corporate entrepreneurs and exploring their learning - so using
the antecedents of learning, corporate entrepreneurship and change fitted more naturally
with this.

6.11

The Interviews

One of the most important sources of case study information is the interview (Yin, 1994,
Travers, 2004). Yin differentiates between three forms of case study interview: openended, focused and survey. Due to the emergent nature of intraprelearning, I selected
the open-ended interview for my research, enabling me to explore respondents'
descriptions, opinions and insights into intraprelearning. The interviews would also
provide me with the opportunity to visit sites within each Trust and for me to directly
observe the respondent in his or her own environment. In addition I could explore the
intraprelearning culture of the Trust through observing signs, symbols and physical
artefacts. Finally, I also intended to collate and analyse archival records from each Trust
to help build a picture of the formal/ official intraprelearning strategy and informal/
unofficial Trust strategy and culture.

Before beginning the data collection, I had to come up with a strategy to manage the size
of the research project.
Rimira

(. f Cnntinnrnriac

Description
Placing

fnr lnratino

FntranrenPnri

nnrd Fntrpnrpntnrc

Disadvantages

Advantages
posters CEs would be self-selecting= insight

around each Trust
calling for CEs to

i1 nrtivity

into what CE means to participants
Cheap

contact me
Including a note &
invite on pay slips

*Reachesevery Trust employee
* CEs would be self-selecting

Using Intranet/ Emails to attract

*Cheap
* CEs would be self-selecting
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*May exclude people who do not

perceive themselves as being CEs
*Poster's may not been seen/ read by

all CEs throughoutthe Trust
*Quality versus Quantity (how can I
identify 'good' cases?
)
*Cost attributedto this service
*Quality versus Quantity (how can I
identify 'good' cases)
*Only one Trust offering this option
*Many within the Trusts do not have
accessto e-mail or computers
*Quality versus Quantity (how can I
identify 'good' cases?

Following
a
Strategic Driver of
change down into
the Trust
and
locating associated
CE activity

*Will exclude those who have not
*Cheap
*Insight into what CE occurs from a beenCE from the chosendriver
driver of change
*Due to incrementalnature, difficult
*Will not exclude those who do not to plan for, and estimate number of
interviews.
perceivethemselvesto be CE
*Could be time-consuming

key
Asking
strategic leads to
recommend CEs
and then asking
to
these CEs
recommend other
CEs `snowballing'.

*Cheap
*Insight into what CE meansat both
strategicand operationallevels
*Will not exclude those without
technologyor working rurally
*Will not exclude those who do not
perceivethemselvesto be CE
*Will help ensurehigh quality cases

*May exclude those who have not
shared their activity with anyone
(low likelihood?)
*Due to incrementalnature, difficult
to plan for, and estimate number of
interviews.
*Could be time-consuming

Obtaining access into both Trusts was time consuming, involved a large amount of
administration

on both my part and the parts of the respective Research and

Development Managers for each Trust and also required several meetings with groups
and individuals.

It was during the Research & Development and Ethical approval

process that the issue of how I would locate and attract corporate entrepreneurs arose.
Initially I proposed to identify the corporate entrepreneurs using the poster system, as
detailed in figure 6.6. Some members of Brynbeth R&D committee suggested that I use
the e-mail system as described in 6.6. In a separate meeting, the R&D manager from
Aberash Trust suggested that I arrange to have an invitation distributed with employees'
payslips: however, the R&D

manager from Brynbeth was not convinced of the

feasibility of using this technique. Finally a deputy Director of Nursing from a third
Trust, Llanlyn, recommended that I locate entrepreneurs through tracing a driver of
change down through the Trust. She recommended either the European Working Time
Directive or the Agenda for Change.

I decided to trace corporate entrepreneurial activity down through each Trust using a the
European Working Time Directive following additional advice given to me from two
Trust.
This
NHS
in
Brynbeth
Aberash
leads
based
would enable me to
and
strategic
identify formal top-down CE activities and any informal bottom-up activities created by
this driver of change. I would do this by snowballing down through each Trust as data
is
insightful.
Snowballing
be
a technique where
more meaningful and
collected would
identify
Initial
frame
participants
would
strategic
exists.
no planned structure or
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entrepreneurial participants, who would then be invited to take part. Snowballing would
provide me with insight into what intraprelearning and its antecedents mean to different
participants within

each Trust and provide me with

insight into sub-cultures.

Furthermore, snowballing could act as a as way of drilling-down into each Trust from
the

formal

strategically-oriented

entrepreneurial

activities

to

more

informal

entrepreneurial activities.

The European Working Time Directive

itself is driven by political

factors, and

sociological trends. The basic aim of the directive is the protection of employees' health
and safety and it lays down minimum standards to protect the workers against the
damaging effects of prolonged night work and shift work. In May 2000 the EU Member
States agreed a staged implementation of the hours limits of the Working Time
Regulation for junior doctors.
`Compliance with the directive should be seen as a major driver for
it
has
junior
doctor's
The
EWTD,
compliance
with
change ...
and
provided the impetus for change and gives rise to the opportunity to
redesign service delivery and improve the work/life balance for NHS
staff. '(Aberash NHS Trust, 2004: 15)
Phasing in of this has already begun, and should be complete by 2012. The hours limits
of the EWTD will not become limits on the hours of actual work for resident junior
doctors but on the hours of actual duty. This therefore has implications on the Trust
for
directive
Trusts
the
as
an
opportunity
service
using
are
workforce as a whole, and
appraisal, and developing new working practices and innovative approaches to working
patterns.

Using the EWTD as a means of locating entrepreneurial activity partially addressed the
identifying
from,
data
the source entrepreneurial
the
to
as
collect
problem of who
I
However,
behind
identify
the
the
still needed
activity.
entrepreneur
activity would also
to locate those that had responded entrepreneurially to the EWTD. I came up with
6.6.
in
Figure
highlighted
for
tacking
this
as
several options
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A number of journals within the health sector recommend that theoretical saturation be a
criterion with which to justify interview numbers in a qualitative inquiry. Guest et al
(2006) define saturation as `the point at which no new information or themes are
observed in the data'. Ryan and Bernard (2004) state that how and when data saturation
is reached depends on three things: the number and complexity of the data, investigator
experience and fatigue, and the number of analysts reviewing the data. So for this
research project, participant interviews would continue down and across each Trust until
some common themes appeared repeatedly (data saturation).

6.12

Conclusion

In this chapter, I set out the context and introduce my cases. The context is NHS Trusts
in Wales and I provide a brief summary of the current NHS Wales climate, as it is very
different

from that of England.

I have adapted my definitions

of corporate

entrepreneurship and intraprelearning so that they are NHS oriented:
NHS Intraprelearning is as any learning (individuaU team/ organisational)
facilitates

NHS CE (individual

teaml organisational)

through triggering

that

change

(individual/ team/ organisational). Intraprelearning may be tacit or explicit, may be
single-, double- or meta- loop and may beformal or informal.

I have briefly compared and contrasted the public and private sectors, and following
from this I reworked the theoretical model from Chapter 5 to a working model
illustrating a possible NHS Intraprelearning. In terms of my research method, I begin to
make explicit my research decisions, starting in this chapter with my choice of research
strategy (the case study), how I determined my research questions and what they were,
involved
become
how
I
to
with my research.
and
attracted research participants

In Chapter 7, I continue the narrative of my method, using evidence collected (see the
appendices) and critically explore and reflect upon these experiences.

222

OVERVIEW

OF CHAPTER

7

Chapter 7 Method & 7.1 Introduction
7.2 Access
7.3 Ethical Considerations
7.4 Pilots

7.5 Data Collection

7.6 Collecting Strategic Data

7.7 Collecting Entrepreneurship Data

7.8 Analysing the data

7.9 Critical Moments of the Research
Project

7.10 Conclusion

223

Chapter 7- Method
7.1

Introduction

In this chapter I narrate the story of my research method. I do this on two levels:
firstly I tell my story of and critique my PhD experience and secondly I describe and
make sense of the more focussed data collection activities from within Aberash and
Brynbeth NHS Trusts. I try to describe the journey, including all of the highs and
lows. In trying to understand my experiences of the research and as the researcher, I
have identified moments in my learning that I felt were critical to the development of
my understanding of myself and my research and the PhD process.

I hope I have provided an open and honest account of my experiences, thus enabling
readers to understand and make their own informed opinions concerning the quality
into
I
begin
the
access
with
exploring
of my work, my choices and my conclusions.
NHS Trusts and from there introduce the two cases of Aberash and Brynbeth NHS
Trusts. I provide readers with an overview of Aberash and Brynbeth based on the
official presentation of each Trust. Finally, I discuss those moments that I feel have
been critical to my learning.

7.2

Access

The story of my research method begins with the story of my `getting-in' (Buchanan,
1988: Sambrook, 1998) or getting access into the NHS Trusts. The charts in
appendices Al, A2, A3 and A4 include the chronology of the tasks and processes
involved in getting-in and the detail of the method for years 2003,2004,2005

and

2006 respectively. Easterby-Smith et al (2003) identify two kinds of access. There
is the formal access or permission from senior management to gather data from
`data':
informal
to
is
the
Trust.
There
the
access
of
gaining
the
process
also
within
the participants and the documents.

Furthermore, Easterby-Smith et al (2003)

highlight that both of these processes are seriously underestimated in term of the time
and patience that can be required, a point that I would agree with and a shortcoming
that I would admit to having had at the start of this research project. The method of
Director
Human
in
I
in
2004
April
the
PhD
touch
with
of
was
put
when
started
my
Resources of Aberash NHS Trust via an e-mail from Sally (see Appendix A5). Sally
into
Trust
Brynbeth
in
instrumental
and accompanied me
access
me
getting
was also
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when I met her contact, the Training Manager in May 2004, and it was Sally who put
me in touch with the Deputy Director of Nursing from a third Trust, Llanlyn who we
met up with in August 2004. This highlights the degree to which I was dependent on
my supervisor for obtaining access into the Trusts. I have briefly noted the issue of
student-and-supervisor dependency in Chapter 6.

All three Trusts responded differently to my request for support for my research
project. In Aberash Trust, the Director of Human Resources offered her full support
and put me in touch with the Director of Research and Development to see if I would
have to go through the Local Regional Ethical Committee (LREC) and R&D
approval channels.

7.3

Ethical Considerations

Iphofen (2005) discusses the ethical issues in qualitative health care research. In his
text he identifies five sub-headings that if attended to provide a key to how
participants are ethically accessed and then protected, ' (2005: 28). He frames research
as the giving of a gift and the researcher's ethical responsibility being associated with
how the sharer of the gift and the gift shared is cared for. The five concerns are:

"

Seekinginformed consent

"

Eliciting 'data' and knowledge production

"

Ensuring anonymity and confidentiality

"

Developing and maintaining rapport and involvement

"

Facilitating participants' withdrawal from the research process.

These five factors have been implicit through out the research process, and I will
attempt to describe these in this next section. Because of the nature of this narrative,
it is difficult for me to describe each consideration in turn, as in reality they do not
happen linearly in any hierarchical order, moreover they are dynamic concerns that
interweave within the meta-narrative throughout the research process.

The nature of my project was unsettling for both Aberash and Brynbeth Trusts, who I
felt, were not accustomed to research requests wishing to explore employees rather
than patients. Because of this, concerns were raised at the strategic level in Aberash
Trust. The concerns were centred upon whether my project would be detrimental to
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Intellectual Property by revealing the nature of entrepreneurial activities explored
and whether my project would harm the reputation of the Trust if barriers to
entrepreneurship were highlighted. It was made clear to me that the Trust did not
mind such barriers being highlighted, but they were keen to be seen to be learning
from this. I felt that they wanted to have some control over what was made public.
Following two meetings with the Director of R&D, one of which included the Head
of Modernisation

and a meeting between the CEO and Director of R&D,

all

concerned were happier for me to continue as I assured them that I would not be
revealing

the nature of the entrepreneurships and that the Trust would

be

anonymised. The Head of R&D was pragmatic concerning the degree to which I
if
determined
Trust
that
the
a
someone
attitude
of
and
was
could ensure
anonymity
wanted to learn about the identity of the Trust, it would not take a lengthy deduction
to establish which one it was given the limited size and scope of NHS Wales.

In

light of this I agreed that if any findings emerged that may be of concern to the Trust,
I would seek their guidance prior to publishing my findings.

Meanwhile in Brynbeth Trust, I had had a meeting with the Training Manager and
my supervisor Sally. The Training Manager was extremely enthusiastic and agreed
to speak with the Director of Nursing about supporting my project. The Training
Manager recommended that I begin with the Trust R&D and the Local Research
Ethical Committee (LREC) approval process whilst I was waiting for her to respond.
I was informed that all research had to go through this panel regardless of the nature
of the research. This appeared to be a blanket statement that applied to all three
Trusts at the time.

I was put in touch with the R&D Manager for the Trust who e-mailed me with
for
Trust
In
Approval.
LREC
to
R&D
for
Trust
apply
order
and
applications
ManagementR&D approval I was required to provide the following documentsto
the R&D Committee:
"A

for
(see
A6
Committee
R&D
Chairman
letter
example).
to
the
of
covering

"A

letter of support from a sponsor employed by the Trust (see A7 for
example).

"A

Insurance.
Indemnity
University's
the
of
copy
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9A

completedR&D application form.

9 Part D of COREC Form.
I had my first, and what turned out to be my only, R&D Panel Interview with
Brynbeth Trust in September 2004. I found the session quite intimidating. My PhD
supervisor was not able to attend this session and this could have affected my
confidence.

I explained my research to the multidisciplinary

panel' and following

this there was a question and answer session (see appendix A8 for an example of the
handout issued to panel members). My records show that there were a wide variety
of questions posed to me:
"Why have you picked the Working Time Directive, surely
this just means that people's hours are cut, so they work
less, so we employ more people. How can innovation occur
from this? " Management Accountant. [I explained that 1 had
been advised/ recommended to by senior leads from three
trusts. ]
The Management Accountant asked me a number of critical questions:
"How practical is shadowing. Won't this involve a lengthy
amount of time and disrupt the employees' work?.... How can
you justify

taking employees from

interviews,

will

they want

to do

their work for

these

this? " Management

Accountant. [I explained that shadowing was non-invasive,
by definition and I said that I hoped that the character of
entrepreneurs might make the prospect of talking about their
entrepreneurship exciting]

There were similar fears sharedby the R&D panel in Brynbeth Trust as there had
been in Aberash, concerning the making public of any discovered barriers to
corporateentrepreneurship,but a generalacceptanceof the realities of attempting to
ensurecompleteanonymity:
"What are the implications if barriers are found to creativity
Union
if
What
innovation?
the
of
employees
notified
and
their grievances? " Risk Manager. [I asked them what they
1Members consistedof. R&D Director (consultant), Clinical Trials Researcher(nurse), Management
Accountant, Pharmacist,Risk Manager, ResearchMethodologist - Statistician, R&D Manager.
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would hope I would do in such an instance and agreed to
contact the Head of Research and Development if I felt that
such an issue might arise. ]
Because both Trusts expressed that they may wish their identity
confidential,

to remain

I obtained agreement from both Trusts that if one Trust desired

confidentiality, the other Trust would oblige and remain anonymised also.

I found that the Risk Manager did ask some thought provoking questions,but she
also did try to be helpful as well:
"Wouldn't the Agenda for Change be better (driver to follow
to locate CE activity), staff are not going to remember what
the WTD is, now that the Agenda for

Change is being

implemented? " Risk Manager.
The European Working Time Directive driver was chosen as the driver to follow
based upon the direction of two strategic advisors from Llanlyn and Brynbeth. Quite
soon into the data collection, I decided that this was not as effective as I had hoped
and I opened up the remit to following any entrepreneurship driven by any driver. I
liaised with the R&D Manager in Brynbeth concerning this and she was happy to let
the research proceed given that I had spoken to the LREC and R&D committee about
the inductive and incremental nature of my research and that I would be analysing
and making decisions as my research proceeded.
The Director of the R&D Panel was also slightly aggressive in his questioning:
`So

why

apply

here

first?..

Define

Corporate

Entrepreneurship?.. Have you ever done research in the NHS
before?.... Have you any previous research experience? '
..
Director of R&D.

I felt his questionswere valid, but they made me feel that I may not be experienced
felt
have
benefited
I
I
Trust.
that
the
this
to
could
within
out
research
enough carry
from having Sally with me in this interview. My notes tell me that the last question
little:
Director
by
R&D
it
the
a
me
the
upset
and
way was posed
this one made me feel a bit upset! I told them I was doing a
PhD, and I had been studying now for 2 years, and had
)
Felt
(excuse
the
conferences
plural!
work
at
my
presented
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but
I'm
have
`No,
I
this
said
question!
should
really crap after
being supported by Dr Sally Sambrook, who has many years of
research experience within both business and the NHS. '

The question may have upset me, but it is a valuable one in that it may be more
difficult for a novice researcher to be 'permitted' access to key personnel within the
Trusts. As I had the support, experience and 'insider' knowledge from my supervisor,
who was familiar with the Trusts in question, I felt somewhat reassured that if any
problems were to arise because of my inexperience, Sally would be able to identify
this and we could try to address this together.

What the R&D panel experience did make clear to me that `corporate
entrepreneurship'was not a term that was clearly understood. This is an issue that
Iphofen (2005:31) highlights:
To ensure participants' continued understanding of how their
contribution extends theoretical knowledge it might be necessary
to 'translate' the research products for their benefit. There is
clearly a danger of either demeaning the participants or of
limiting
their contribution by the inaccessibility of the
terminology'
I revisited the academic literature and redefined CE as `creative, innovative and
(guarded) risk-taking activities or behaviour'. I also referred to recent literature (DH,
2000) and borrowed terms such as new and better ways of working.

In order to apply for Trust Ethical approval, I had to be approved by the Local
Regional Ethical Committee in each Trust. To support my ethical approval, I was
required to complete and submit 15 copies of.

"A
"
"A
"

Committee.
LREC
Chairman
letter
the
to
the
of
covering
PartsA, B and C of a COREC Ethical Application form.
ResearchProposal(seeA9 & 10).
An Invitation to Participate into Research (see A 11 (Strategic) &A 13 CEs).

"A

Participant Consent Form (see A12).

"A

Vitae.
Curriculum
PhD
supervisor's
my
and
copy of mine

"
"A

Copy of any posters that I may have used to attract participants (see A13).
letter of University Ethical Approval.

229

The ethical application process was extremely rigorous and I was required to apply to
each Trust for LREC approval. I found that much of the documentation that I had to
complete was geared to those R&D projects with a clinical and patient focus rather
than a non-clinical and staff focus. I would only be required to attend one LREC
Committee meeting for an interview, this was held in Brynbeth Trust and Sally came
with me this time. The LREC committee2 experience was much more positive than
the meeting that I had with the R&D panel of the same Trust, however, I felt that
many members of the Brynbeth's Local Regional Ethical Committee struggled with
having to think about possible ethical implications of a `staff-oriented' project. I did
have some very constructive criticisms during this meeting, and my proposal was
accepted on the basis that I provide written confirmation that:

"I

would not interact directly with any patients, if an interview were to take
place on a ward.

91

would consult with my University to ensure that my home computer was
sufficiently protected against my files being accessed via the internet.

"

That I revised my consent form to state that all interviews

would be

anonymisedto help protect any Intellectual Property emerging as a result of
the study.
"

That the title of the study be modified so it is more easily understood.

Even though the R&D

and LREC processes were time-consuming

and rather

bureaucratic, I found that they made me think about the detail of my research. I was
unconditionally

approved by the Brynbeth LREC committee in late October 2004

and approved by their R&D panel mid December.

Throughout this PhD I have taken steps to ensure that I have I have attended ethically
to this research and 'cared for' the gifts given to me. All of the names used in this
research project are pseudonyms: the names of participants, the names of the Trusts,
names of any persons mentioned during the interviews.

Throughout PhD related

conversations with my supervisor, we have used the pseudonyms, particularly given

the location of her office within a School of Nursing for the main part of this project.
As has been recognisedby the Trusts, a keen and determinedsomeonecould reveal
2 Members consistedof. Lay Member, Consultant Radiologist, ConsultantPsychiatrist, Pharmacist,
Paediatrician,ConsultantNephrologist, Lay Member, Senior ResearchOfficer, Theatre Practitioner,
PharmacyTechnician, Ethics Administrator.
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the identity of these Trusts.

Since some of the participants'

roles have been

entrepreneurial and therefore unique to the Trust or the locality, I have taken extra
care to keep descriptions of these roles or the clinical procedures used deliberately
vague. I have steered away from attributing gender to senior roles, where it may be
more unusual to find a female or male in a particular post. Once interviews were
conducted, I allocated a label to the interview, and associated case notes and this
became my working pseudonym for the participant in question. Interview transcripts
used the pseudonyms rather than actual names and any references to other people in
the interview transcripts were allocated pseudonyms as well.

It was not until mid-August 2004 that Sally managed to secure a meeting with a
contact in a third Trust, Llanlyn. The Assistant Director of Nursing met with us. The
ADN recommended that I locate entrepreneurs through tracing the effects of a driver
of change. The ADN also suggested that I e-mail her a brief proposal, with which
she would approach the Executive Nurse for support. In the meantime, I should
contact the R&D Manager to arrange both R&D and LREC approval.

On the way back from this meeting my supervisor and I had a `brainstorm' on the
train. Looking back at this, I felt that it was a critical moment of my research. We
explored how we could compare and contrast the (then) three NHS Trusts by
different factors at different organisational levels. We constructed a model similar to
the one in figure 7.1. Figure 7.1 provides an example of factors cited within the
literature that are supportive of intraprelearning antecedents. As you work your way
down, the factors move from being strategically-oriented to individually-oriented.

A

similar matrix could be drawn up to include those factors that are said to inhibit
intraprelearning.

231

Figure 7.1 Intraprelearning Matrix

Factor (+ve)

Aberash

Brynbeth

Llanlyn

Strategic support for change

Strategicsupportfor learning
Strategic support for entrepreneurship
No blame culture
Champions/ Sponsors

Mentors
ChangeLeaders
Access to learning
Autonomy to change/ take risks
Individual development plans

The effect of this matrix was quite dramatic, because at this particular time I was
having trouble sorting out how I could best structure my literature review, and plan
for my data collection.

The concept of levels in the matrix seemed to unlock this

problem for me and helped me to address some of the issues that I had come to a bit
of a standstill with.

Once I had been approved on LREC grounds by Brynbeth, the LREC approval for
the other two Trusts was merely a matter of some minor paperwork, providing I had
a lead within each Trust that was supportive of my research - which I had secured
through Sally's contacts. The R&D approval process was similar, with the other two
Trusts requesting evidence that I had been approved by Brynbeth.

I was finally

approved on both LREC and R&D grounds by all three NHS Trusts by January 2005.

The final barrier to accessingeach Trust was the need for an Honorary Contract of
Employment from each. To obtain a contract,I was required to submit:
"

An application for Honorary Employment.

"A

Confidentiality Responsibility for Usersof Trust Information.*

"A

Police Crime Check.

"

An Occupational Health Check and attend a Health Check Appointment. *
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"

An application for a security card.*3

The processing of these final documents was extremely slow, and I was advised by
Aberash and Brynbeth Trusts to commence my data collection to avoid delays to my
research. I started collecting my data in January 2005 in these two trusts. I received
my honorary contracts from Aberash and Brynbeth in January and February 2005
respectively, and my Police Crime Check was processed by mid-April 2005.

Following

LREC and R&D approval from Llanlyn NHS Trust, I sent an e-mail

requesting an honorary contract in January 2005, I received a response saying it had
been passed onto the relevant department for issuing, but I did not receive any
contracts in the post. I sent another e-mail in the February but received no response.
I became concerned as the `clock-was-ticking'

in terms of my PhD deadline and

following no further response in March I decided to drop the Llanlyn Trust from my
research. The decision to exclude the Trust from my research was based upon my
initial experiences of trying to contact, arrange interviews, and carry out interviews
with strategic-level employees within the other two Trusts - which is what I was
doing from late mid January through to May 2005.

I found this process time-consuming,

employees were difficult

to contact, the

turnaround time from sending an invitation to hearing a response was often over two
weeks, meetings were sometimes cancelled and in a couple of cases, participants
forgot to turn up.

I was very aware of the right of the participant to refuse to

participate (Iphofen, 2005) and was careful with the way I managed missed
appointments,

in

case participants

had changed their

minds

and felt

too

uncomfortable to tell me directly.

Based on the lead time from initiating contact to conducting the interview, I decided
that it was too late in the day to start interviewing in Llanlyn given my PhD deadline.
Also, by this point I had a feel for the amount of data that I was collecting from the
other two Trusts and was concerned that collecting data from Llanlyn as well, might
just be too much to manage, transcribe and analyse given the time-frame that I was
working within.

3*I only had to complete thesefor Brynbeth NHS Trust
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7.4

Pilots

Through scanning the `interview'

research literature, I found several articles and

texts that highlight the importance of practising and testing the interview.

Trialling

questions, practising being the interviewer (active verbal and non-verbal listening)
and managing the interview (Gillham, 2000) are all ways that can help to improve
the quality of the data collected.

Between November 2004 and January 2005, I

conducted a series of pilot interviews to test the user friendliness of all of the
documents I planned to use in each interview (Invitation to Participate, Consent
Form and Patient Information Sheet) and the interview `script' itself.

I contacted

friends and colleagues who had experience of the public sector and/or health care
industry and asked them if they would participate in a mock interview.

I conducted

five strategic-level pilot interviews and six pilots with the `corporate entrepreneurs'.
I asked participants if they could take on a persona based upon Kvale's (1995) roles:
the Tacit Oyster, the Nonstop talker, the Intellectualising Academician or the Power
Player who tries to take control of the interview.

The pilot interviews helped in three ways: firstly they helped me familiarise myself
with the interview script and I had the opportunity to practise `thinking on my feet'
in terms of body language, active listening and commenting in ways which
encouraged deeper and more meaningful

responses.

Secondly, piloting

the

interviews highlighted questions that were (or were not) clear, how the question
order flowed (or not) in practise and questions that were redundant. Thirdly, the
pilots helped me prepare for my role as managing the interview, setting of the
interview environment, helping the respondent to feel comfortable and safe, ensuring
that I felt at ease and calm, and establishing the most appropriate times for sorting
four
interviews,
had
Once
I
forms.
the
carried
out
pilot
out
administration of consent

I felt a senseof familiarity and routine with the script and the interview felt like it
flowed more naturally, enabling me to focus on the interviewee's responses.
7.5

Data collection

At the beginning of this chapter, I discussed how I had made first contact with each
of the Trusts. In the case of Aberash Trust, it was through the Director of HR, then
the Chairman of the R&D panel and the Head of Modernisation.
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In the case of

Brynbeth Trust it was through the Training Manager, with lots of support from the
R&D Manager and a letter of support from the Deputy Director of Nursing.

My strategy was to use purposive sampling and to snowball down and acrosseach
Trust guided by the recommendations of the research participants. Once access had
been obtained, the purposive sampling began with the Chairman of R&D (from
Aberash Trust) and the Deputy Director of Nursing (from Brynbeth Trust). Figures
7.2 and 7.3 illustrate the interview paths that followed.

The reality of organising and conducting these interviews was not as linear and as
organised as the flow charts in Figures 7.2 and 7.3 may make them appear. As I
have alluded to earlier in this chapter, making contact with participants can in itself
be a hurdle. Once first-contact has been made there then flows a necessary stream of
e-mail communications

and/ or phone calls to set a mutually convenient date.

Sometimes meetings would be postponed by the participant (sometimes repeatedly),
other times participants would not turn up. In an extreme occasion one participant
from Aberash did not turn up and then failed to answer any further e-mails. This
highlighted how busy these individuals and organisations were, and the sheer work
loads that staff may have had.

Once a date and time had been agreed with a prospective participant, I would send
out an Invitation to Participate (see Al 1), a Consent Form and a Briefing Sheet (see
Al0 for copy sent to strategic participants). In most instances this would be done via
e-mail (appendix A15 provides an example of the e-mail script for the corporate
entrepreneurs) and in a few instances I sent them through the post.
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snowballing using the recommendations of participants has provided much insight
into individual and strategic viewpoints and lenses of intraprelearning.

This will be

discussed further in Chapter 9.

7.6

Collecting Strategic Data

I interviewed 21 strategic participants in total (see Figure 7.4 later for roles of all
participants). Interviews lasted for around half an hour and were semi-structured. An
example of the script used can be found in the appendix A 16. Interviews were tape
recorded using an analogue tape recorder and notes were also taken to complement
the recordings. Using the analogue tape recorder and transcription kit was not the
best decision in terms of getting the highest quality of playback (and therefore
transcribing the interviews),

but it was the only option offered to me by my

department. The better quality digital kits were much more expensive at the time.

The key goal of the strategic interviews was to locate entrepreneurship driven by the
EWTD.

It was also an invaluable opportunity to gather rich data on formal and

informal

culture, power and leadership structures within

each of the Trusts.

Furthermore, the sheer act of entering the Trusts for each interview provided me with
informal, almost covert opportunities to visit different sites and observe the many
different signs and symbols of culture, learning, corporate entrepreneurship and
change. The strategic level interviews enabled me to enter the offices of some of the
key decision makers, some of the senior nurses and some of the inspirational leaders
and mentors within each Trust
After the first interview in Aberash I had a slight suspicion that tracing the CE effects
lead
Trust
down
EWTD
the
me to the pockets of corporate
through
the
may
not
of
in
interview
Aberash
After
be
lead
hoping
third
I
to.
to
my
that
was
entrepreneurs
had
become
in
Brynbeth
interview
this
more confirmed.
suspicion
and second
Following consultation with Sally, I made the decision to change tack and from this
point onwards I asked that participants to recommend someone that they thought was
innovative,
(creative,
discursive
the
constructs
appropriate
entrepreneurial using
guarded risk-taker) or that had behaved entrepreneurially (regardless of the force
driving the entrepreneurship). The outcome of this was that it opened up the scope of
the research and I was able to `catch' more entrepreneurs from both Trusts. As I had
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snowballing using the recommendations of participants has provided much insight
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the recordings. Using the analogue tape recorder and transcription kit was not the
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transcribing the interviews), but it was the only option offered to me by my
department. The better quality digital kits were much more expensive at the time.

The key goal of the strategic interviews was to locate entrepreneurship driven by the
EWTD.

It was also an invaluable opportunity to gather rich data on formal and

informal

culture, power and leadership structures within

each of the Trusts.

Furthermore, the sheer act of entering the Trusts for each interview provided me with
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driving the entrepreneurship). The outcome of this was that it opened up the scope of
the research and I was able to `catch' more entrepreneurs from both Trusts. As I had
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made the emergent nature of my research clear during the LREC process, the R&D
Managers were happy for my research to proceed with the new sense of direction,
and this was explained to participants before they were asked to sign the consent
forms.

7.7

Collecting Entrepreneurship

Data

As with the strategic participants, I experienced some hurdles contacting a few of the
corporate entrepreneurs, too. Some were difficult to `get hold of' to make the first
contact with and when communications had begun it sometimes flowed slowly.
Given the `hands-on', often chaotic and unsociable-hour duties of NHS Trust
employment it was understandable why this may occur.

I began the strategic

interviews in January 2005, by February I had started interviewing

the corporate

entrepreneurs and by the end of May 2005 I felt that I had some key themes
emerging from the interviews, and given the sheer volume of data that I had overall, I
made the decision to end the data collection.

I was referred to 68 employees from Aberash and Brynbeth Trusts who were
perceived by others to be entrepreneurial in their work. By the time a degree of data
saturation had been reached, I had conducted 29 interviews

with

entrepreneurs (15 Aberash Trust and 14 from Brynbeth Trust). All

corporate
of the 68

employees recommended were contacted some by telephone and some via e-mail
(see Appendix A14 and A15 for an example of the Invitation to Participate and
introductory e-mail send to the corporate entrepreneurs). A few did not respond and
some cancelled meetings that had been arranged, meetings were generally cancelled
as participants were `too busy' or another important meeting had come up. In most
cases I made the effort to try to rebook another date, but did not push the issue if
there seemed to be a reluctance to commit to another date. As discussed earlier, I
adopted discursive constructs such as creative, innovative and guarded-risk taking
and new and better way of working to represent the term corporate entrepreneurship.

Figure 7.4 gives an indication of the roles of corporate entrepreneur interviewed from
both Aberash and Brynbeth Trusts. The style of interview structure and questioning
was very different

between the senior level participants

and the corporate

entrepreneurs. Whereas the key goals of the strategic interview
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was to locate

entrepreneurs and understand the organisational culture, the key aims of the
interviews with the corporate entrepreneurs were more associated with understanding
the individual entrepreneur and those things/ individuals and aspects of the `self that
could enhance or inhibit entrepreneurship.
Figure 7.4 Participants and their roles
Brynbeth NHS Trust

Aberash NHS Trust
Senior Participants

Senior Participants

SPl-Chief Executive
SP 2- Head of Modernisation
SP 3- Human ResourceDirector
SP 4- Head of Training
SP 5-Deputy Director of Nursing
SP 6-Head of Nursing 1
SP 7-Head of Nursing 2
SP 8-Head of Nursing 3
SP 9-Researchand Development Manager
SP 10- EWTD H@N Co-ordinator
SP 11-EWTD Medical Lead

SP 1- Head of Modernisation
SP 2- Deputy Medical Director
SP 3- Director of Therapy
SP 4-Head of Podiatry
SP 5-General Manager of Surgery
SP 6-General Manager of Mental Health
SP 7-Intellectual Property Manager
SP 8-Researchand Development Manager
SP 9-Head of Nursing 1
SP 10-Headof Nursing 2

Specialist Nurse

Specialist Nurse

SNI- Learning Disabilities
SN2- Accident & Emergency
SN3-Accident & Emergency
SN4-Acute Pain
SN5-Midwife
SN6-Thrombolysis
SN7-Cardiology
SN8-Midwifwery
SN9-Night Nurse
SN10- Coronary Care

SN1-Mental Health
SN2-Day Surgery
SN3-H Grade Nurse Practitioner
SN4-Intensive Care
SN5-Nurse Practitioner on Secondment
SN6-G Grade Nurse Practitioner

Ward Manager
WMI- Day Surgery
WM2- Theatre

Administrative
Al-Librarian
Nurse
NI- Coronary Care
N2- Surgical Assistant

11 Senior Participants
15 Corporate Entrepreneurs
26 TOTAL

Ward Manager
WMI-Day Surgery
WM2-Trauma & Orthopaedics
WM3-Care of Elderly
WM3-Care of Elderly & Renal
Allied Health Professional
AHP I -Podiatry
AHP2-Physiotherapy
Medical Consultant
MCI-EWTD Medical Lead
Nurse
NI. -Community Psychiatric Nurse
10 Senior Participants
14 Corporate Entrepreneurs
24 TOTAL
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The interview questions for the strategic participants (see A16) were much more
direct and focused compared with those asked to the corporate entrepreneurs (see
A 17, and A 18 Interview Plan).

The primary objective with the corporate entrepreneur interviews was to learn more
about the nature of intraprelearning and to explore further the realities of the working
model of intraprelearning.

I used the working model of intraprelearning to help me put together (see chapter 6)
a set of interview questions. The model helped me to focus my questions on the key
themes emerging from the literature reviews.

The interview

sessions for the

corporate entrepreneurs were divided up into three sections (see Appendix 16 and 17
for examples). The first section was purely administrational (Alias name/ Trust/
Location) for my use later on in the analysis.

The second section of the interview began with a brief introduction to the interview.
I deliberately did not share any issues that I hoped to `uncover' with the participants
as this would be leading them, however, I did explain to them that I was interested in
learning about creative and innovative behaviour, and that they had been identified as
being creative, innovative and taking guarded-risks. I then opened out the interview
using an unstructured question, inviting the participant to share with me `their story',
why they thought they were entrepreneurial.
`introducing

question'.

Kvale (1996) classes this as an

I tightened the interview structure slightly using semi-

structured questions which enabled me to home in on any key comments that the
participant

made in

the first

section

(associated with

(individual/

group/

learning
innovation,
facilitators
barriers
to,
and change). I
of,
organisational)
and
for
`probing
ibid)
(Kvale,
'direct
this.
questions'
some
and
used
questioning'

Prior to beginning the third section of the interview, I asked for a2 minute break so
that I could make some notes. I hoped that this would also provide the participant
with a moment to reflect upon anything that had been said, make associations and
information.
significant
new
up
some
perhaps come
with
interview

extended this further

The third section of the

and I explored the participant's

career and

development history, and their strengths and weaknesses. In this last section I used a
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mode of questioning called `indirect questioning'. These questions are projective in
that they ask the respondent to imagine how others would feel/ act or learn.

As

Kvale (1995: 134) states:
`The answer may refer to the attitudes of others; it may also be an
indirect statement of the pupil's own attitude, whish he or she
does not state directly'.
As with the senior level interviews, I met with the corporate entrepreneurs at their
place of work.

Some meetings were held in the busy ward environment, some in a

meeting room and others in the private or sharedoffices. Some staff worked in the
All
in
hospitals
clinics.
meetingswere
or
community
main acute, and others worked
held during times that best suited the participants, sometimes in the morning,
sometimesearly evening and once on a bank holiday.
Interviews generally lasted for an hour and I taped most of them and took notes. On
one occasion(SP8 - Aberash) the batteriesran out at the start of the interview and I
had forgotten to bring spares. During a second interview (SP2 - Brynbeth) the
quality

of the recording

was poor as a background

noise was prevalent.

Unfortunately, in the second case in particular, my notes were not extensive enough
to capture a lot of interesting points that had been made.

I learned from this

interview to make sure that my notes captured the essence of what was being said
and to ensure that any quotes that well-represented any emerging themes were
written down as completely as possible.

After the first two strategic interviews, I started to type up the transcriptions. For me
this task was the most laborious and therefore difficult part of my whole research
fast
I
To
or efficient typist unable to toucha
very
start with was not
experience.
type. So, after taking two days to type out one half an hour interview, I decided that
it would be better to try and learn to touch-type (was this an avoidance tactic at the
time? ). I am not sure whether I had made a good decision, because as I shifted my
focus from typing up the transcripts to learning to touch-type, the tapes began to pile
improved
had
in
interview
May,
final
touch-typing
After
my
a
completing my
up.
little, but I was faced with just under fifty interviews to type up. Mentally, this was
the most difficult part of the entire research experience. From the end of May until
September 2005 1 carefully typed out all of recordings of the senior participants
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interviews. I made the decision that I would type out the interviews verbatim, but I
would not include very detailed sociolinguistics (Kvale, 1996). I did include general
modes of expression such as `ummm's' and long pauses particularly if they
representeda participant's overarchingway of communicating.
I made a decision in the September to outsource the transcribing of the interviews
from tape to text. This decision was taken for two reasons: to speed up my progress
as I was falling

behind schedule, and to relieve some of the pressure I was

experiencing. I found a Secretarial Services that was a minimum of forty miles away
from the closest Trusts' perimeter.
material and the way in which

I briefed her on the confidential nature of the
I wanted the taped transcribed.

She began

transcribing for me early in November. The first couple of transcriptions were not
done quite how I wanted (in terms of layout and formatting),
discussing this with

her further,

the transcriptions

but following

that followed

were fine.

Outsourcing the transcribing proved to be particularly helpful to me as I took on a
full-time job in December 20054.

Kvale (1995,170)

highlights

that in most cases interviews are typed out by a

secretary, who is likely to be more efficient at this process.
The decisions about the style of transcribing depend on the use of
the transcriptions. If they are to give some general impressions of
the subjects views, rephrasing and condensing of statements may
be in order. If, however, the transcriptions are to serve as material
for sociolinguistic or psychological analysis, they need to be in a
detailed, verbatim form. '
Once a transcribed interview arrived in my e-mail inbox, I could print off the twenty
or so pages and begin analysing. There is a growing literature on case study data and
interview analysis (for example Miles and Huberman, 1994: Silverman, 1993,2005:
Tesch, 1990: Wolcott, 1994: Kvale, 1995: Gillham, 2000). Kvale (1995: 198) argues
that the analysis does not begin at this point of the research, but begins when the
subjects first describe their lived world during the interview. However, there is little
4 In their book on `how to get a PhD' Phillips and Pugh discusshow taking up a new job before
finishing is 'how not to get a PhD'. Unfortunately, I did not have the luxury of choice on this matter, it
was a decision madedue to financial necessity. I am in agreementwith Phillips and Pugh (1995) that
working in a full-time position and trying to complete my PhD has stretchedme emotionally (working
during the day, at eveningsand at weekends)intellectually (switching from commercial oriented
report writing to academicwriting) and demandeda lot of perseveranceand sheerstamina.
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interpretation or explanation from either the interviewees or the interviewer at this
stage.He identifies anotherfive stepsof analysis,as follows (underline added)
"

Subjects themselves discovering new relationships during the interview, free
of interpretation by the interviewer.

"

The interviewer condenses and interprets meaning during the interview,
enabling the interviewee to respond.

"

The transcribed interview is interpreted by the interviewer.

This is done

through structuring the interview material for analysis, clarifying the material

making it amenable to analysis, and analysis proper which involves
developing the meanings of the interviews. Five main approachesto the
analysis of meaning are: condensation,categorization, narrative structuring,
interpretationand ad hoc methods.
"

The researcher re-interviews to enable the subjects to comment of the
interview interpretations as well as to elaborate on their own original
statements.

During the courseof the interviews for this researchproject analysisdid occur during
the interview by both the interviewer and the interviewee, but I would differentiate
this from the later forms of analysis because of its almost unintentional and
from
interview
is
The
following
taken
an
with a male
an
example
naturalistic nature.
Podiatrist in Brynbeth Trust.
"What are your personal strengths and weaknesses and what part
helped
[being
has
do
think
you
with
you
of your personality
creative and innovative and taking guarded-risks]?
Well, the weakness would be hating failure, I mean an obvious
deeply
hating
it,
if
I
but
does,
try something
that
everybody
one
hit
falls
flat,
it
does
that
it
would
really
and
not work
really
and
happen
doesn't
I'm
it
itself
but
in
for
that
sure
make
you
six..
me
...
don't
know
difcult..
I
is
looser..
bad
the woods
this
very
a
um.....
for the trees, y'know,.. it's trying to look at yourself from the
is
but
it's
that
enthusiasm
weird..! am enthusiastic...
outside,
is
I
just
by
driven
things,
to
which
not
ok,
change
want
probably
fair
do
idea
I
but
have
I
that
a
see
at
all,
question
answering your
the world fairly differently from a lot of people I know"
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['That's interesting, how do you see it? ]
I see a lot, I don't know but for a start, my sense of humour will
...
be one where.. I will find things funny that other people don't-but
I have this ability to find a funny bit of a situation and make other
people laugh.. .let's say at a staff meeting, but where everybody is
stilted and orderly, I would go out of my way to not be [stilted and
orderly], not for any rebellious reason or anything like that, just
because I feel that this is not the way it should be..I would see
myself as a good people's person, yes! A people's person.. "
Podiatrist, (AHP2), Brynbeth
This example shows the podiatrist attempting to understand his strengths and
weaknesses as he is talking to me. He appears to feel uncomfortable talking about
himself initially, perhaps self-reflection is something that he does not actively do.
He then identifies something that he feels makes him different, he has a different
world view `seeing the world differently'.

He begins to almost 'muddle through'

some sense-making of his world view, highlighting some effects, he 'find[s] things
funny that other people don't', he is 'not rebellious'.

Then he is able to answer the

question that was first posed, i. e. what are his strengths, he's a 'good people's
person'.

I conducted the intentional analysis, using the transcripts (and other documents
collated during the data collection), using a blend of Kvale's (1996) condensation
and interpretation methods, depending on which best fitted the text being analysed at
the time. In order to achieve some level of organisation with the analysis I followed
advice given by Miles and Huberman (1994) and I drew up an interview analysis
summary sheet (see A19 for an example).

I printed out eachtranscript, and literally went through it with a highlighter pen and a
biro, highlighting any themes and noting my descriptions for these themes in the
margins. I then transferredthesenotes to a summarysheet which was filed with the
participant'sinterview transcript. The first summarysheetthat I put together, did not
work as well as I had hoped with the analysis and the themes that were emerging. I
felt that it was not allowing me to record them effectively, so I revised the sheet and
produced another (A20), that I felt worked better with the strategic interview data
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and in helping me explore links and themes, but it still didn't work as well as I hoped
with the corporate entrepreneur interview data.

After having had my data transcribed, a senior colleague encouraged me to explore
NVivo (a qualitative data analysis IT package). My intention had always been to
analyse my data manually, but I decided to explore the package to see whether it
could support me and perhaps make the analysis process quicker. I am not sure why
I decided to explore using NVivo

particularly

given I had completed my data

collection and that I had always intended to analyse manually and with hindsight I do
feel that this decision was rather impulsive.
NVivo

Because I had not set out to use the

package, my data did not organise easily into the more user friendly

frameworks and after a moment of clarity, I reverted back to manually sorting
through the transcripts.

The NVivo experience was not completely wasted, in that I had put together a second
version of my transcript that was ordered by question, rather than as questions were
addressed on the day. This raised my attention to a few more themes that I had not
been aware of.

As different themes emerged, I reflected back on my literature

review and focussed in on areas that were coming up. This helped to refresh my
awareness of themes and develop my ability to understand relationships and identify
further themes. I subsequently revisited the interview transcripts with a third version
of a summary sheet based on the observations from my NVivo experience (A21).
This time I decided to explore the transcripts in reverse order, so that I was not
continually analysing the same transcripts first and the same transcripts last. New
themes emerged that I had not explored in the initial literature review, and so I used
the electronic and library resources to explore these further.

The data collection, preparation and analysis period was long, arduous and drawnout. In January 2006, my new job had started to dominate my time (as Phillips and
Pugh (1994) had warned). I started fording it difficult to find the time, and the selfby
March
2006,
I
had
become
data.
However,
the
to
analyse
and
motivation,
prepare
more comfortable in my work and I slowly managed to reclaim my spare time for my
research. I became more motivated to, and more effective at, working on my data

analysisin the eveningsand at weekends.
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All of the interview transcripts were analysed in terms of emerging themes and these
were noted onto the analysis sheets. Then I compared and contrasted all of the
analysis sheets to identify some core themes. From this point I was able to scrutinise
the detail in the transcriptions, exploring for any themes in the discourses used.
Following the analysis of the interview transcripts I then explored all of the `other'
paper data that had been collected from each of the trusts. See Appendix A22 for an
inventory of the internal documents I collected and explored as part of my analysis.

7.8

Critical Moments of the Research Project

Reflecting back through my research there were a number of critical moments that I
felt were key to the development of my PhD, be it that the moment bought some
it
instilled
it
inspired
that
that
thought
to
me,
or
me with
a problem, or
clarity of
confidence.

The standard approach to writing a PhD dissertation does not really

allow much scope to present such moments, particularly if the moments fall outside
the realms of the `positivist' idea of what a research 'method' should consist of, what
it should include and what it should disclude in terms of the total PhD experience.
Many of my critical moments occurred during these peripheral tasks and events, such
feedback
from
I
I
I
that
teaching
a
paper
some
received
and
when
as when started
presented at a conference.

In chapter 1, I take Horsfall et al's (2001: 4) definition of a critical moment as `the
in
[a]
disturbing
research process'.
moments
messy, unspoken, complex, and

I

wanted to extend the notion of a what a critical moment means to me, for the
purposes of this research project. To try and understand what a critical moment
literature
found
the
I
does
on epistemology
to
revisiting
myself
mean
me,
actually
Realising
in
theory.
I
and
perception
thoroughly
philosophy
engrossed
and ended up
literature
I
introducing
have
be
to
had
I
the
such
the
time
that
space
nor
neither

carefully redefinedcritical momentsof this PhD to mean:
'the messy, complex, difficult yet always insightful moments
have
PhD
during
I
have
this
that
shaped my
that
experienced
have
know;
I
that
made meaningful my
and
what
perceptions
knowledge of, and understanding of myself, my research and
the PhD 'process'.
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Using appendices Al to A4 as the chronological guide to the critical moments that
helped to shape my research, I have summarised each critical moment I experienced
in Figure 7.5 in terms of whether it was a personally oriented moment (p), or a task
oriented (t) moment.

I have described each moment and explained why it was

critical to the shaping of my PhD.
Figure 7.5 Critical Moments of my Research
Date/ brief Title

Why I felt that this was a critical
moment, as defined above.
March 2003 -CH My best friend (and study partner)
I had becomedependantupon CH for
decided to quit her PhD studies
the softer 'of my PhD emotional' PhD
quit her PhD
support. I felt a senseof loss. I was
(p)
behind schedule,partly becauseI was
matching my PhD input to that of CH's
and she had been mentally winding
down for a couple of months, partly
becausemy first supervisor was very
inaccessiblein terms of the 'technical'
support and guidance.
The meeting was insightful yet
Jun 2003Sally had offered to look through my
difficult, becauseI realised the
Meeting with
first attempt at a literature review in
Sally
'masterpiece' that I had written was not
an 'unofficial' capacity. We met up
a masterpieceat, all - far from it. It
so shecould give me her feedback.
(P)
made me aware about how much work
I had to do, about how much work I
hadn't done, and raised lots of
questionsin relation to the tasks
involved in the PhD and the quality of
my 'official' supervision.
Nov 2003Met with NB at the ISBA conference Prior to meeting NB, I felt largely
Meta PhD
and we discussedthe PhD processat
under supervised,quite lost and
unconfident in my ability to do this
student at
quite a length. NB had recently had
Conference
her viva, so she was at the other end
research.NB improved my confidence,
of her PhD. Following the conference, self-belief and subsequentlymy
(p)
NB sent me an example of a chapter
motivation. From looking at her work, I
not only thought, but I believed that my
she had written
PhD was achievable.
Sally came on board as my new
The issueof where to conduct my
Feb 2004 New supervisor
researchcame up, and it highlighted
supervisor following the departureof
my first supervisorfrom the university how dependantI had beenon my first
(t)+(p)
supervisor for getting accessinto a
large organisation. I becamejust as
dependanton Sally for accessinto the
NHS Trusts. Sally provided me with
both the harder 'technical' support and
softer 'emotional' support that I had
previously received from my first
supervisor and CH respectively
Following the presentationof this
Presentedpaper Sambrook,S. &
May 2004Presentedpaper
Roberts, C. (2004) 'The
paper,I askedSally for feedback.
Giving
feedback
between
in
interrelationships
Conference
and
receiving
corporate
proved
at
to be particularly stressful and
Limerick
entrepreneurshipand organisational
learning: A review of literature and
upsetting for the both of us. This
(p)
recommendationsfor future research' moment was critical in that after having
discussedour feelings and had sought
at the 5thInternational Conferencein
to understandwhat had happenedand
HRD Research& Practice across
Description
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Europe in Limerick 27h-28h of May
2004

July 2004 Presentedpaper
at Workshop in
SBARD
(t)+(p)

Aug 2004 Brainstorm
(t)
December2004
Papermodels
(t)
May 2005 Teaching NHS
staff

Presentedpaper `The
interrelationshipsbetween
organisational learning and corporate
entrepreneurship'at the School for
Businessand Regional Development
(SBARD)ResearchWorkshop in
Bangor 12`s-13`"of July 2004
Returning from a meeting in Llanlyn
NHS Trust, Sally and I had an
impromptu brainstorm about ways in
which I could structure my PhD
findings
Using paper, glue, sellotapeand card,
I tried to make 3D models that
describedthe relationship between
CE, OL and OC
Teaching with Dr. Sally Sambrookon
the Leadership,Quality, Innovation
and Changemodule of MSc in Health
Care Leadership

(t)+(p)

May 2005 Conferencein
Leeds
(t)

Sept 2005 Conferencein
Galway
(t)+(p)

why, the student-supervisory
relationship becamemuch stronger.
The co-dependencyof the studentsupervisor relationship was identified
as a possible factor intrinsic to this
critical moment.
This was a critical moment as I had felt
rather heckled whilst presentingthis
paper by some lecturers who were more
positivist in their research
epistemologies. This impacted upon
my self-confidence, and I felt for
sometimethat my researchwas not
worthwhile and academically rigorous.
The effect of the brainstorm The
models that were developed in this
session helped to move my thinking
forwards and helped me to structure my
literature review better.
This was a critical technical moment of
my researchbecauseI came up with the
Yin/Yang models that underpinned the
whole project.
This teaching improved my confidence
in presentingto a class,and it also
provided me with an informal meansof
learning more about the NHS and of
familiarising myself with NHS
discourses,thus making me feel more
confident during interviews and
collecting my data in the Trusts

I had someextremely useful feedback
from this conference,from another
delegate. He inspectedmy model of
CE, OL and OC and critiqued the
external changeconstructs. He also
askedwhether my model was an inputoutput model. His feedbackand
commentsenabledme to develop my
thinking much further and this is why I
feel that it was a critical moment.
Furthermore,the presentationitself
went well and my confidence
improved.
I had someextremely positive feedback
Presentedpaper Roberts, C&
Sambrook,S. (2005) `Intraprelearning from Prof. Jim Stewart following this
feedback
The
Preliminary
NHS:
concerned
presentation.
the
results
within
both the content of my researchand the
from two Welsh Trusts' at 8`sAnnual
Conferenceof the Irish Academof
way I managedthe questionsat the end.
This really improved my confidence in
Managementin Galway 7thtog, of
September2005
me and my research.
Presentedpaper Roberts, C. &
Sambrook,S. (2005) `An
investigation into the relationship
betweenCorporate Entrepreneurship,
Organisational Learning and
OrganisationalChange within Welsh
Trusts hospitals: A top down
perspective', at the 6 International
Conferenceon HRD Research&
Practice acrossEurope in Leeds25`s27`hof May 2005

Co-presentedpaper, Sambrook, S.,
Stewart,J and Roberts, C (2005)
`Doctoral Supervision: Glimpses from
Above, Below and in the Middle'
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(t)+(p)

Teaching with Prof. Pete Barrar
`Interviewing Workshop' at EPSRC
ResearchMethodology Workshop on
27`h-28`sMarch 2006 at Wolfston
College, Cambridge

May 2006
Findings

Preliminary thematic analysis of the
interview data

March 2006 Teaching confidence

(t)

Oct 2006
Due to a personalcrisis I had what
Epiphany:
Denzin (1988) describesas an
Autoethnography Epiphany. An event `which
individuals are so powerfully
(t)+(p)
absorbedthat they are left without an
interpretative framework to make
senseof their experience'.

Feb 2007
Links between
researcherand
researched:
generalisability

Compiling this chart

(t)+(p)

7.9

This teaching sessionmade me aware
of how much I actually knew about my
researchmethodology and it made me
feel really confident and that I was
learning somethingfrom the PhD
experience.
This was critical to my researchin two
ways. Firstly in that I actually had
found some themes,and secondly that
finding the themesmade me feel that I
was `nearly there now' and it motivated
me.
In order to try to unpick, make senseof
and understandthis crisis, I started
reading literature, some of it heavily
posited in social constructivist
epistemology (narratives,
autoethnographies)and it is through
this reading and sense-makingthat the
`what I know' matchedup with 'what I
believe' in terms of my world view. It
made the power of and value of social
constructivism (most particularly
narratives, reflexivity and
autoethnography)very real and
meaningful to me.
My final critical moment occurred so
recently that I am not sure whether it is
a critical moment or not yet, only time
and further analysis will tell. Through
compiling this chart of my critical
moments,I have noted its themesare
similar to those initial finding from my
research:that is confidence,
dependencyon the supervisor (PhD)/
champion (NHS) and critical learning
moments. The PhD is by definition an
innovative output, so does this make
me an entrepreneurof sorts, and if this
is so, then if what I am learning about
myself mirrors what I am learning
about NHS Trust entrepreneurs,what
does this meanabout the transferability
of my research?This could be a lovely
finding that links the method, with the
methodology and the experience.

Conclusions

Through this chapter, I hope to have detailed the story of my data collection within
both Aberash and Brynbeth NHS Trusts. I have described the difficulties that I faced
in getting in and getting LREC approval.

I have explored my dependency on my

for
for
tasks
other psychological support
and
access,
such
as
practical
supervisor
implications
discussed
I
have
instilling
the
of my study
ethical
confidence.
such as
data.
honest
frank
have
collecting
experiences
my
my
of
account
and
and
provided a
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I have described the reality of the interview process including how to access, who to
access and converting appointments into interviews.

The process of conducting the

interviews and analysing the data has been described, including the transcription
process, the thematic analysis of the interviews and document analysis. I have
concluded this chapter with an interesting exploration of my experiences in terms of
'critical moments' using a spreadsheet with a month/ year overview (Appendix A 1A4) to highlight key activities and critical learning moments.

As will have becomeclear by now, I have found it difficult to completely separate
Chapter',
I
have
Analysis
from
Results
Chapter'
Method
as
already
and
my
my
started the process of reporting some results and attempting to make sense of them,
internalising and externalising them. The next two chapters explore the key results
in
Welsh
Trusts.
intraprelearning
two
the
of
case
of my research and completes
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Chapter 8 Results and Analysis: Strategic Level
8.1 Introduction
In Chapter 6, I introduced the two cases of Aberash and Brynbeth NHS Trusts
through describing an overview of their respective structures and using information
collated from different media sources within the public domain.

This chapter

develops the tale of both Trusts through describing, exploring and comparing this
`official' and other lenses or perspectives from the Strategic level. By means of this
discussion I hope to either confirm consistencies or reveal inconsistencies between
official/espoused and `actual' realities in each Trust case (Watson, 1995: Sambrook,
1998).

As stated earlier, I interviewed 21 strategic participants in total (see Figure 7.3 for
Brynbeth.
The
from
from
Aberash
10
11
main aim of the
and
roles of participants)
strategic interviews was to locate the corporate entrepreneurs within each of the
Trusts.

However, these interviews have also provided me with an opportunity to

identify other themeswithin and betweenTrusts.
It may be that research findings are situational, that is only 'true' or `real' to a
particular moment in time, to a particular period in one's life or to a particular
build
have
Given
I
to
this,
up a picture of both
attempted
organisational phase.
Trusts through those documents written around the interview data collection period
which is 2004-2005.

In some instances, I collected documents in 2004-2005, and

others I have collected retrospectively, whilst writing up.

8.2

Aberash: Viewing Strategy through Espousedand Actual lenses

With this guiding philosophy (of comparing espoused and actual realities) in mind, I
have found it very difficult to find any statement or form of words that explain the
2004-2005 mission statement of Aberash Trust. I have also had problems in locating
The
2005
Annual
for
Audit
Trust
for
information
Aberash
this
period.
other strategic
Letter (Internal Document) sent to the Trust Board confirms a root cause to the
problem that I have experienced:
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`The Trust's website was substantially out of date at the time of
our audit, and provided

very little

information

the Trust's

policies, Board meetings or other key information. '

8.2.1 Corporate Strategy
More recently, whilst in the write-up stage of my research I have revisited the Trust's
website.

There is now a clear definitive

statement of the Trust's mission and

objectives for the presentyear, but still no record of what it was in 2004-2005. This
more recent mission statement is to: `improve health and well being through working
together' (Aberash Trust website, accessed 2007).

This suggests that the Trust may

value creativity and innovation and that it may also value the role of staff in making
improvements through `working together'.

This more recently iterated mission is

underpinned by eight principles, which are as follows:
"

To provide high quality care:

`We are fully committed to improving the standardof care for all our
patients and clients. The Trust supports an environment where clinical
excellencecan flourish, with staff supportedto develop through training
and educationto provide first classcare to patients.'
"

To attain, or surpass, government and local targets.

"

To achieve financial targets and contractual relationships.

"

To foster partnership working to achieve objectives.

"

To be an exemplar employer.

"

To communicate and inform effectively:
`The Trust recognises that effective communication is vital in the delivery
of high quality health care. We seek to ensure that we have appropriate
strategies for swift and comprehensive communication through all levels

for
its
'
is
the
purpose.
appropriate
which
of
organisation,
"

To be a learning organisation.

"

To create an environment that is fit for user needs.

These principles make the mission statement more meaningful and provide an
indication of the strategic direction set by the CEO and the Board of Directors. It
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would be interesting and insightful to understandwhat `to be a learning organisation'
meansto the Trust. Perhapsthis next sectiongoessomewayin answeringthis.
8.2.2

Human Resources and Development

There are a number of `clues' within the formal literature as to the overall quality and
focus of HR and HRD in Aberash Trust, even though I was not able to locate a
definitive statement of the Trust HR strategy. The Trust has several endorsements
that suggests its Human Resources function

operates effectively

and to high

standards of practice. A CHI assessment (Internal Document) conducted around the
time of the research period concluded that staff `generally feel supported by the
trust'. The Trust (Internal Document) takes the view that workforce capacity is about
developing the capacity of the organisation to ensure that healthcare needs are met
effectively.

Based upon the Trust Annual Report (Internal Document) key HR issues

identified by Aberash Trust include:
"

Equal opportunities and race equality.

"

Health at Work.

"

Welsh Risk Standard28.5

"

EmergencyPreparedness.

8.2.3 Training and Development
The official literature indicates that the Trust actively encourages the education,
training and development of a number of roles at various organisational levels within
the Trust.
"

Managers within

the Trust

are encouraged and supported to attend

conferences, seminars and visits to other organisations to further their

knowledgeof risk managementand clinical governance.
"

All non-training grades of medical staff are supported in their continued
professionaldevelopmentand continuing medical education.

"

Senior House Officers and Pre Registration Medical Staff training is a
statutoryrequirement,supportedby educationalsupervisors.

5WelshRisk Standard28 statesthat : Healthcareorganisations:a) ensurethat the principles of clinical
governanceunderpin the work of every team and every clinical service; b) have a cycle of continuous
quality improvement, including clinical audit; and c) ensureeffective clinical and managerial
leadershipand accountability
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"

All newly appointed medical staff are provided with an induction programme
appropriate to their needs, including an induction to the Trust.

"

The local university, a wide range of skills based study sessions,external
education providers and in-house training course attempt to meet the CPD
needsof registerednurses,midwives and health visitors.

"

All staff are appraised and have a personal development plan in place via the
`Knowledge Skills Framework'.

This espousedsupportis confirmed from the interview with the Head of Training for
Aberash NHS Trust who discussesa vision for training and developmentwithin the
Trust:
"I think that we could be very creative in terms of teaching
people or training people in teams. I think that we could also do
a lot more shared learning

so you know not running

a

management course purely directed at doctors but it is directed
at everybody and let everybody take part.

I think in this

department we try and be creative in what we do and think of
different ways of doing things.. We've got a nursing cadet
90%
target
a
actually
of
scheme we attract, well we've got
recruitment of Welsh speakers. "

Aberash's

Board of Directors

make a powerful

cultural

statement in their

determination that `not only will the organisation learn from mistakes as identified
through its adverse incident reporting,

complaints

and litigation

systems, the

organisation will adopt a proactive approach to learning' (Aberash Trust website,
accessed 2007). It will be interesting to see if my research corroborates with this
official line and unpicks what the reality of a `proactive approach' to learning may
be. Also it will be interesting to see whether the bottom-up view of 'learning from
mistakes' is as clear as this top-down espoused view.

In terms of the strategic interviews the CEO of Aberash hints as to what a learning
organisationmay meanto him:
"If you look at organisations now the ones who are successful
fairly
feet
fairly
to
their
meet
challenges
and
on
able
are
nimble
quickly, so once we've got that established the next phase of the
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development of the organisation was to move it into a learning
organisation

and also developing

things

like a no-blame

culture.. so there's two things in that, people were prepared to
take risks and the organisation needs to take risks without being
blamed, but you can't make cock-ups continuously.. it can't be a
free for all but people need to have a climber by which they are
able to move the organisation forward and challenges... " CEO,
Aberash

The CEO also highlights the tension between working towards a no-blame culture,
taking risks and making mistakes.

8.2.4

Modernisation

Aberash views modernisationas a way of `see[ing] and do[ing] things differently to
improve performance by developing capabilities and culture to improve the change
process' (Internal Document). As has been the case with other strategies, I could not
find a clear statement of the Trust's Modernisation

Strategy.

A report (ibid)

indicates that the Trust had a strategy in place at the time of this data collection phase
as it `sets out the agreed direction and priorities of the modernisation programme and
includes national initiatives supported by the Welsh Assembly Government, local
health community projects and Trust led schemes.'

In its Annual

Report Aberash (Internal

Document)

identifies

five

areas of

development and modernisation:
"

Modernisation (examples here included the adoption of a statistically-based
quality system, integrated care pathways and guide to good practise).

"

Information Management and Technology Developments (included a
successfulbid for funding to increasethe number of networked computers
aroundthe Trust).

"

Supplies Development (examplesprovided by the Trust include a change in
`purchasing'proceduresand savingsidentified by suppliesstaff).

"

Service Developments (included new wards, units and clinics, investments
into new equipmentand facilities, bursariesfor clinical students).

256

"

Finance Developments included changes in internal ways of working and
working with financial institutions.

The statistically-basedquality system is interesting in that is seeksto improve the
Trust through instilling `bite-sized' changesand then filtering them down through the
Trust. From my strategic interviews, it seemsthat this quality system has triggered
someinsightful learning moments:
"One of the things that we have learnt.. you've an emphasis on
learning.. one of the things we've learnt very quickly about ourselves
when we went into the first stage of training, is that as people
working in the health service we are incredibly hard-wired, that is
the phrase I think I have taken..
[What do you mean by this phrase? ]
'We are incredibly

hard wired to do solutions, its almost an

instinctive reaction - see problem - find solution. The danger of
..
course is if you don't [go away and collect some data and find out
what the issue really is and how it manifests itself] you jump
straight into putting solutions... you can end up putting solutions to
problems that you haven't really got. " Head of Modernisation,
Aberash

8.2.5 Leadership
Finally, Aberash was reported as having effective leadership and a commitment to
clinical governance at all levels (Internal Document).

The Trust describes itself as

`dynamic' and `progressive' (Internal Document). The CEO of Aberash came across
as being a strong leader, along with a Head of Nursing that was interviewed:

"You have to be able to understand the behaviours that you
in
here,
if
here
somebody
came
and
match...
witness
everyday,
one of the surgeons... it happens fairly
blinding

often, in an absolutely

rage about something, the behaviour that you see

different
basis
day-to-day
take
type of
a
around you on a
handling.. I'm interested in winning hearts and minds a lot of
.
the time because you need to get people to actually do what they
need to do and that's quite a challenge with interpersonal skills
different
have
different
to
skills
with
you
use
everyday, and
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people and in different situations.

`Cause they talk about what

is your style of leadership, and I haven't got a particular

style

that fits because everyday... some of the time you're involved in
transformational

leadership

other

times

its

transactional

depending on the situation... " Head of Nursing, Aberash

8.3

Brynbeth:

Viewing strategy from espoused and actual lenses

At the time of this data collection, Brynbeth Trust was undergoing a number of
hospitals
its
theatre
two
main
acute
and a centre
upgrades
at
one
of
capital projects:
for adult mental health rehabilitation had opened.The developmentof a new medical
unit and anotherspecialistunit had alsojust begunon the main acute site.
Contrary to Aberash Trust, I found it much easier locating strategic information
about Brynbeth Trust. The Trust website was easier to navigate and information
seemedmore out in the public domain. Brynbeth Trust appearsto be open about its
strategic mission and its various strategies.

8.3.1

Corporate Strategy

The mission statement of Brynbeth Trust is simply `to provide the highest quality of
care for the population'. The mission is underpinned by three factors, which makes it
more meaningful (Internal Document):
"

Dignity: Placing a high value on respecting the patient and the individual.

"

Valuing staff: As individuals and developing their skills appropriately.

"

Efficiency: Pursuing efficiency and effectiveness in delivering services.

It is clear that strategically, Brynbeth Trust recognises the importance of investing in
Furthermore,
improve
in
development
the
care.
to
of
patient
quality
upon
order
staff
there are elements of corporate entrepreneurship in providing more efficient and
effective service delivery.

Brynbeth Trust also has a Code of Conduct (Internal Document). I have underlined
discourse in the Statement of the Code that may say something of the Trust's
espousedculture:
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Accountability - everything done by those who work in the Trust must be
able to stand the test of Governmentscrutiny public judgements.proprietary

"

and professional codes of conduct.
Probity - there should be an absolute standard of honesty in dealing with the
assets of the NHS: integrity should be the hallmark of all personal conduct in

"

decisions affecting patients, staff and supplier, and in the use of information
acquired in the course of NHS duties.
"

Openness - there should be sufficient transparency about NHS activities to
promote confidence between the Trust its staff, patients and public.

From my initial efforts in locating and collecting strategic documents, I feel that
there is a sense of openness about Brynbeth Trust. Information is not only available
to the general public, but it is offered through the website, it is easy to locate on the
This
download
listen
the
to
to
appears to contrast
website.
via
or
website, and easy
quite dramatically with the availability of and accessibility to Aberash's strategic
information, particularly during the data-collection period (2004-2006), perhaps less

so now.
8.3.2

Human Resources and Staff Development

The Human Resources Directorate in Brynbeth Trusts has three strategic goals
(Internal Document):

"

To recruit, retain and develop a highly competentand motivated workforce
through:
o

Attracting and retaining the staff needed to deliver operational and
service objectives.

in
Developing
excellence peoplemanagementpolicies and practices.
o
"

To ensurethe Trust managesits staff fairly, efficiently and effectively
through:
o Working in partnershipwith staff and their representatives.
development
Developing
employee
and
management
performance
o
processes.
o Building managementcapacity and competencyto managechange.

259

"

To ensure staff act at all times with ethical integrity to meet public service
values through:
o

Compliance with statutory and other policy requirements.

o

Promoting dignity at work.

The key issues for HR in Brynbeth are as follows (Internal Document):
"

Pay Modernisation, and transferring staff onto the Agenda for Change terms
and conditions.

"

Electronic staff record and a computer-basedLearning Managementmodule.

"

Recruitmentand retention, in-particular an on-line application facility.

"

Occupational Health.

"

Sickness and Absence Management.

"

Equality and Diversity.

"

Training and Development, including a five-year plan to support a Learning
and Development Strategy.

"

Health and Safety.

"

Library Services and the promotion and provision of information skills
sessions to help familiarise Trust staff to the HOWIS e-library so as to
increase knowledge and inform practice.

8.3.3

Training and Development

The Organisational

Development

Strategy (Internal

Document)

for Brynbeth

emphasises the importance of organisational culture and the communication
values down through the Trust.
develop effective

of

It highlights that a strategic action is required to

leadership skills at all levels, and states that a review of

management structures and elimination of some administrational and managerial
practices is on the strategic agenda.

Most significantly

to this study is the

development of a strategy for a learning organisation 'at its core the learning
organisation

commits

to

improving

service

by

continuous

learning

and

development'. The Trust strategy which outlines the necessary steps required to
achieve a 'learning

organisation'

status provides the following

(Internal Document):

"

Knowledge managementand sharing(O/G).
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core elements

"

Information management and sharing (O/G).

"

Self-directed learning (I).

"

Equal access to CPD opportunities (0).

"

Facilities for encouraginglearning as well as traditional training (0).

"

Developing

reflective

learning

and evaluation

as part of management

activities (G/I).
"

Developing learning networks with strategic partners (O/G)

"

Encouraging individual learning networks (11G).

These core elements provide a clear indication of the Trust's strategic interpretation
literature,
As
it
be
learning
the
to
my
review
of
with
a
organisation.
of what means
Brynbeth appears to have described activities in terms of organisational levels. I have
level
describe
I
the
with (0), those that
those
think
organisational
at
actions
marked
individually-oriented
(G),
that
those
are
and
are group-oriented with

with (I), and

some may be a combination of two, such as (G/I).

There are numerous examples of `organisational learning' practice within the
Director
Therapy:
Trust,
interviews
from
Brynbeth
of
a
notably
most
strategic
"Ever since I qualified I've kept a professional portfolio, and
developing
in
here
I
I
their
to
tried
my
staff
engage
when came
Fundamentals
I
issued
two
of
staff
with
my
so
actually
portfolio,
Education: one is Protected Time, um around four hours per
I
issue
do
CPD,
them with a standard
to
also
and
month
file).
large
I
(shows
like
this
colourful
a
portfolio something
think that the big thing that I'm interested in with lifelong
learning is not the sole territory of the qualified professional
developing
lot
had
our admin staff,
work
of
quite a
staff, so we
developed
that's
we
our
technical
why
staff-so
and also our
for
learning
the
of
a
culture
that
generate
could
we
so
courses
Welsh speaking population... " Director of Therapy, Brynbeth

8.3.4

Modernisation

Brynbeth Trust's strategicview of modernisationis that it is about `developingcare
that delivers for patients'. It is about breaking the 'we've always done it like this
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culture', encouraging both patients and staff to challenge and change healthcare
servicesfor the better.'
The modernisationstrategyfor Brynbeth is as follows (Internal Document):
"

Safety- no needlessdeaths.

"

Effectiveness - no needless pain.

"

Patient centred - no helplessness.

"

Timeliness - no unwanted waiting.

"

Efficiency - no waste.

"

Equity - for everyone.

In its Annual

Report (Internal

Document)

Brynbeth identifies

four areas of

developmentand modernisation:
"

Modernisation (examples here included the adoption of a qualitative quality
and safety system, care pathways information technology and guide to good

practice).
"

Information

Management and Technology Developments (including

new

equipment).
"

Supplies Development (examples provided by the Trust include a change in
`purchasing' procedures and savings identified by supplies staff).

"

Service Developments (including new specialist nurse posts, new clinical
school and greater access to more specialised patient services, and a joint
venture with Aberash Trust).

Interestingly, Brynbeth Trust is using a qualitative safety and quality improvement
initiative to instil change through `testing the form' of small tasks and spreading
them through `bubbling them up' throughout the Trust.

(Aberash is using a

quantitative system).
8.3.5 Leadership
Finally, Brynbeth Trust has a draft LeadershipStrategyoutlined (Internal Document)
that focuses in particular on the building blocks of a Leadership and Management
Development pathway.
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`Strong leadershipis neededto createand achieve the vision of how services
can be developed and modernised, and to harness the enthusiasm and
commitment of staff to bring the necessary changes about' (Appendix 6.1:
P23).
Brynbeth Trust currently provides three leadership development programmes inhouse and works with a number of regional and national providers.

The purposive sampling led me to severaldynamic leaderswithin Brynbeth Trust. A
number of these leaders were actively supporting entrepreneurialactivities through
championing and mentoring the entrepreneurs.
"I'm in a pivotal position within the organisation, where 1 can
influence across the profession, but those individuals are few
and far between-the tall poppies-have you heard of them?
[No, could you explain.. ]
I think 1 read it the other day, a nursing leader who talked about
the Tall Poppy Syndrome and that was basically that the tallest
brightest poppies stand out amongst the field

and they're

do
if
down,
to
that's
other
you
each
nurses
what
chopped
and
put your head above the parapet, they're ready to criticise, but
I'm looking for these tall poppies now and some of them I've
Head
Modernisation,
department"
bring
into
to
this
of
managed

Brynbeth
The 'Tall Poppy Syndrome' that the Head of Modernisation introduced in the
interview is discussed in a paper by Farrell (2001). It is not something that I explore
in the initial literature review, Chapters 2-5. In his paper the problem of Horizontal
Violence (HV) is discussed in terms of a number of interesting perspectives:
"

Micro - the individual determinant of aggression (a nurse chooses to act in a
)
denies
that
worth.
another's
affirms
or
way

"

Meso

disenfranchisingworkplace practices.

"

Macro - This looks at nurses' perspectivesvis-ä-vis powerful others and the

This

examines the

organisational structures including

marginalisation and disempowerment that results.

263

"

Interconnectedness -

This is recognition of the enmeshment and

interconnectedness
that occurs betweeneachof the three levels of analysis.
In terms of this researchproject and the interview with the Head of Modernisation it
is the first level `micro' that matcheswith what is describedby this participant and
this behaviour can lead to lowering of self-confidence. As with other themes that
have emerged from interviews from the senior interviews, it will be interesting to see
if the Trust entrepreneurs build upon any of these themes

8.4 Aberash and Brynbeth Trusts: Strategic comparisons
Figure 8.1 A summary of Aberashand Brynbeth NHS Trusts' Strategies
Aberash

Brynbeth

Structure
Established

1999

1999

Serves
Staff

250,000residents
5000

390,000residents
5000

Revenue budget
No Directorates
Strategy

£200mn per annum
7
Difficult to access documents &

£ 180 mit per annum
8
Accessing information

(Observations-

locate strategies

easy, either using the web or via

actual)
Mission Statement
HR Strategy/ goals

To improve health and wellbeing through working together
Could not find information about
this

was very

strategic leads
To provide the highest quality of
care for the population
Recruitment, retention &
development: fair management:

ethical integrity
Key HR Issues

Equal Opps, Health at Work,

Welsh

Risk

Standard

Electronic

Staff

Record,

28, Recruitment & Retention, Health
at Work,

Emergency preparedness

Sickness, Equality

&

Diversity, T&D, Library Services
HRD Themes

Interpretation
Modernisation

Proactive approach to learning,
learn from mistakes.

of Seeing and doing things
improve
differently
to
developing
by
performance
capabilities and culture to
improve the changeprocess

Working towards Learning
Organisation

Developing care that delivers for
patients, breaking the `we've
always done it like that culture,
encouragingboth patientsand staff
to challengeand changehealthcare
servicesfor the better
Qualitative-oriented

Modernisation

Statistically-based

Themes

integrated
integrated
system,
quality
care
pathways
care
system,
&

quality

ides to good practice
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safety

and

pathways, guides to ood practice

Leadership

Describes itself as dynamic and Strong leadership is needed to
progressive.
create and achieve the vision of
how servicescan be developedand
modernised and to harness the
enthusiasm and commitment of
staff to bring the necessary
changes about.

Culture

Power-oriented/Masculine

People-oriented/Feminine

From this initial exploration and analysis, Aberash and Brynbeth Trusts are shown as
quite different in terms of their culture, structure and strategy. Aberash being a
power-oriented, competitive and more closed, whilst Brynbeth appears as a people-

oriented, feminine and openTrust.

8.5 Aberash and Brynbeth:

a cultural lens

What standsout as being more significant is the difference between the availability
and accessibility of strategic documentsand the cultural inference. Aberash seems
to be more closed with its strategic information. Brynbeth Trust appearsto offer such
information openly to the public through their website and other NHS information
portals. This observationis supportedin someof the strategicinterviews:
"I suppose I had a game plan in my mind, um which I didn't
necessarily... some people knew what I was doing, I suppose...
but I didn't shout it out" CEO Aberash

"The CEO is a competitive animal, I mean part of my role was
to try and work across the silos.. we've still got people that are
fairly

ingrained

in

their

silos,

so

whether

part

of

know
letting
fear
is
about the
people
other
of
competitiveness
things that you're doing ... cause people maybe see sharing an
innovation as loosing it. " Senior Lead Aberash

However, there are examplesthat do not fit within this mould:
"I can't think of anything more productive than sharing, I'm
not a competitive person,

I

get turned

off totally

by

competition, I don't like it so my approach is to say 'yep, if
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you're doing something good over there, tell the world,
y'know... don't keep it a secret" Senior Lead, Aberash

The strongest contrast between both Trusts that emerged from

the strategic

interviews is concerning their culture. Drawing from Harrison (1972), Handy (1979)
and Williams et al (1989), Aberash's actual culture seems to show more signs of
being power-oriented:
"From

a Chief Executive's point

of view I've

got an

organisation that I want to be at the cutting edge... " CEO,
Aberash

Whilst Brynbeth's seems to be more people-oriented:
"We as a Trust have always been quite relaxed in terms of
competition, we've always been ... y `know, I'd say we've never
been watching over our shoulders, we've always been quiet
comfortable where we sit... but Aberash... Llanaber are very
good at sharing, but Aberash, are very competitive... " Senior
Lead, Brynbeth

"... if you want people to have a vision you have to share it and
own it as well, not just be given it... this is why we do all the
things like rumour busting, partnerships forum and we also run
a new starters day" Senior Lead, Brynbeth

In the research literature power-oriented cultures are described as competitive,
entrepreneurial and risk-taking, whilst people-oriented cultures feature consensus,
mutuality and trust.

If people-oriented cultures are not entrepreneurial and risk-

taking, this might have important implications

for corporate entrepreneurs and

entrepreneurshipin this context.
The data collected does not provide insight into whether being `closed' and `poweroriented' is necessarily a positive or a negative attribute. Similarly, it does not tell

me whether being more `open' and `people-oriented' is a positive or negative
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attribute. Furthermore, I found examples within Aberash of people-oriented subcultures, although they were not as powerful as those in Brynbeth.
What the interview processes have revealed is that both Trusts have been able to
provide me with examples of successful corporate entrepreneurship, examples of
effective

transformational

leadership (Bums,

1978) and examples of effective

transactional management regardless of their power or people orientation.

I tried to find examples of power-orientation

within the strategic level Brynbeth

interviews, but to no avail. There could be a number of reasons for this: for example,
the CEO from Brynbeth declined to be interviewed for this research project, and he
may have had stronger power-oriented

opinions.

The 'fact'

that the CEO of

Brynbeth Trust declined to be interviewed, whereas the CEO of Aberash accepted
may be symbolic in itself. Did the Aberash's CEO feel that the topic of this research
was more important, and worthy of an interview compared to the CEO of Brynbeth?
It may be that the CEO of Aberash has desire for a tighter locus of control with
regard to `potentially sensitive information'

than that of Brynbeth's.

Saying this,

both Trusts were equally as `nervous' about potential weaknesses emerging from this
research project (see Chapter 7 for my narrative of `getting-in' to both Trusts).

Another similarity

that emerged between the cultures of Aberash and Brynbeth

Trusts was the seeming reluctance to publicise

or celebrate entrepreneurial

achievements. The Head of Modernisation highlighted Aberash's problem:
"One of the things I think for us as an organisation, it may well
come out with other people that you discuss with, there seems to
be a tendancy in the Trust for us to be, I don't know, a bit
do,
the
things
that
we
and
reticent about making a noise about
there's a lot of things where we go to... we go to conferences in
Wales or whatever, where people are telling you about all of
these things that they are doing and we are thinking we did that
three years ago.. "

The HR Director at Aberash had conducted some internal researchthat highlighted
this issue. Shediscussedher findings with me:
267

"I've tried working with the Directorates to try and find new areas
of innovation, so I have actually produced a table... but... its
strange... In terms of Welsh Trusts I think that we are actually quite
an innovative Trust but when I actually asked the question 'can you
give me examples of a new way of innovative projects and new ways
of working? ' a lot of them didn't put things forward and then when
we compared.. .but they thought 'this is something we've been doing
for years and years and years which was something quite interesting
and then when we looked at what the other Welsh Trusts were
doing, they ended up putting forwards lots of things that we were
being
forwards
innovative.
but
hadn't
it
'
doing
as
we
put
already
Human Resource Director, Aberash

Similarly, the same problem is highlighted by a General Manager for Brynbeth Trust:
"The thing with Gail is as well she is the first nurse to be doing
this like this, but that is not innovative... just to this Trust... I mean
there are lots of other Trusts that do that, but she is the first in this
Trust and she has been the driver making the change... the
problem with all of these things is the NHS we kind of do things
all of the time, but we don't say what a wonderful thing it was. I
day
in
A
Journal
I've
the
we
seen
other
mean
an article
...
probably do compare in parts of it we just don't call it that.. "
General Manager, Brynbeth

More specifically,

the Intellectual

Property Manager of Brynbeth identifies

a

difference in the type of role that comes forward with innovative ideas and links this
to self-confidence:
"I have to say that consultants are better at coming forwards
than nurses.... cause they are probably... well they've got to be
fairly

here?..
become
haven't
to
they
consultants
and
pushy

they're not backwards in coming forwards,
Intellectual
bit
shy"
a
more
are
y'know
Brynbeth

268

whereas nurses

Property Manager,

8.6

Senior leads: looking through the lens of power

Some interesting issues relating to perceptions of power emerged during the course
of my interviews with the senior leads from both Trusts. One of the first interviews I
conducted was with a Head of Modernisation from Brynbeth:
"You've got a bit of a debate about that Clair, because
nursing as a profession is eighty percent of the workforce,
innovating
leading
be
the
there
way,
y'know we should
out
and taking everybody with us, but for some reason we haven't
got the powerbase and we don't recognise our own power and
I think we wait to be directed rather than be directive, and I
think sometimes we're taking on additional roles, not because
forwards
innovating
taking
the
truly
role
and
we are

as a

nurse, its because we are getting the pickings-of thepickings
have
I
Doctors'
that
think
they
nurses
can't
achieve...
of
what
a long way to go but we've got tremendous power bases if we
Brynbeth
Modernisation,
it"
Head
of
recognise
Similarly

a Head of Nursing from Aberash highlights a sense of a

subordinate culture in nursing:
"We've no strategy for EW7D for managers and everything,
but
been
busy
trying
to
else..
everything
out
sort
so
we've
.
obviously for the Junior Doctors primarily and certainly
has
been
because
that
a particular
the
staff,
nursing
regarding
challenge over the past three months as we try and support the
waiting list targets of the Assembly.

Our staff, as you've

had
heard
to cancel three
the
we've
phone,
me on
probably
Easter
because
list
initiatives
the
staff
of
this
weekend,
waiting
have
in
lists
do
time
their
gone
those
own
to
who were going
is
because
tired...
so tired after
they're
everybody
so
off sick,
three months of working their days off and annual leave just so
been
but
hit
the
who've
targets...
group
the
silent
we could
in
EWID
breech
in
my
the
certainly
nurses,
are
of
constantly
Aberash
Surgery,
Nursing;
"
Head
of
career..

Perhaps the quote below elucidates why this is so amongst nurses:
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"We have a [nurses] training rule and the rule is that you
don't do anything until you have been told to do it, it is like the
military,

and what I would like to get is the junior Doctor's

demanding

to make things

different.. " Deputy

Medical

Director, Brynbeth
The Deputy Medical Director went on to tell me about the history of nursing and
how its roots are firmly

entrenched within

the Military

custom and ranking.

Unfortunately, the recording of this interview was very poor as some background
noise interfered with the vocals, so my transcript is extremely patchy and not reliable

in many parts becauseof this.
8.7

Looking through a nursing lens - Nursing Stretch

My findings also highlight an emerging theme associated with a problem in nursing
created by two drivers of change and perhaps compounded by a reticence within
nursing. The problem is the `stretch' or tension created from the EWTD and the
Fundamentals of Care (WAG,
Assembly Government initiative,

2003). The Fundamentals of Care is a Welsh
English
`Essence of Care' (DH
to
the
similar

2001). `Fundamentals of Care' presents twelve fundamental aspects of health and
social care that aim to improve the quality of care for adults (WAG, 2003). However,
this legislation requires nurses to focus on their basic tasks.
"No financial

support has been given to nursing to achieve

compliance with WTD. Nurses have been encouraged to be more
innovative and creative, however are being encouraged to get
back to basics. Nurses are being stretched like elastic" Head of
Nursing, Brynbeth

"You're

being asked to drive Fundamentals of Care, when

hand
but
basics,
back
the
to
on
other
we've
to
go
you're asked
doing
bloods,
ECG's,
doctors,
junior
the
are
ward
staff
so
got no
they're trawling through lab results to make sure that when the
information
the
there
they
at their
all
with
are
consultants come
tips... so we have created an absolute monster in all of this, so
now we are been heavily criticised for not being at the patient's
bedside" Head of Nursing, Brynbeth.
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Figure 8.2 The Nursin

Traditional
Basic Doctor
Tasks

Stretch

Traditional
Intermediate Nursing
Tasks

Traditional
Advanced
Nursing
Tasks

Traditional Basic
Nursing Tasks

FoC

EWTD

Figure 8.2 illustrates the emerging problem in nursing that requires nurses to stretch
their skills towards both ends of their competencies. At one end there is the EWTD
which

pulls

traditionally

nurses competencies towards
associated with

basic junior

taking

on more advanced roles,

doctor tasks, the other end is the

Fundamentals of Care, which pulls nurses towards improving upon their basic beside
skills. There are couple of questions that emerge because of this problem of stretch.
Using the analogy of an elastic band being stretched, at what point of stretch
provides optimum learning, creativity and innovative output? And at what point will
the elastic snap? I have not been able to address this issue within this study, but it
would be insightful to current nursing practice to explore this, and this could be a
topic of further research.

8.8

The Champion's lens

One of the strategic leads from Aberash and one from Brynbeth were actively
championing corporate entrepreneurs within their respective Trusts. Champions are
defined as:
`Individuals who informally emerge in an organisation and
by
innovation
decisive
to
actively and
contribution
make a
enthusiastically promoting its progress through the critical
643)
(2005:
Howell
et
al
organisational stages'

Aberash's championdescribed:
"I've got my senior nurses who I would say are involved on a
daily basis with innovative practise, In the Day Surgery unit
I've got one who is one of my senior nurses. She has come
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from a general nurse background... and she was persuaded to
take on a senior role in Day Surgery cause it was clear to me
that she had the skills that we needed to manage and more
importantly change the culture... they needed somebody who
could give them the vision and take them forwards
develop the service for

everybody...

and

" Head of Nursing:

Surgery, Aberash

In the above, the Head of Nursing has clearly had to persuadethe entrepreneurto
take up the post. I actually interviewed the entrepreneurthat is being discussed,and
it is really interesting to note here that the entrepreneurfelt that her `champion' had
encouragedher through increasingher confidence. I will explore this in more depth
later on in this chapter.
In Brynbeth, the champion described how she searched actively for talent, another
supportive behaviour that I discuss later on in this chapter:
"It would be about, well, if this were three or four years ago in
for,
looking
I
imagine
be
I
would
are
you
career
would
what
my
as an innovator ..1 actually was ..that was my background,
happening
from
didn't
I
the
was
what
y'know and
go along with
top. I wanted to seek better ways of doing things and I read
around and looked at ways of bring

in changes just out of

1 would have been perfect but obviously the learning
..
..
stays at the other end now, because of the work I did in my early
interest

career, I was recognised and led a different career path, and
now I'm obviously in a pivotal position within the organisation
I
I
influence
the
think
profession
and
now
across
where can
..
that I'm in this position I'm looking for these individuals myself,
into
department,
bring
I've
this
to
them
so
managed
some of
we've got some innovators and new project managers who
"
Head
be
kind
individuals
that
talk
to..
these
you
can
of
of
might
Modernisation, Brynbeth Trust
In the last quote I have underlined a section of text.

This is relevant in that it

indicates what entrepreneurship means and involves to this particular senior lead.
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There is a sense of rebelliousness in the description and perhaps a rejection of a 'topdown' approach.

8.9

Viewing Corporate Entrepreneurship

Other senior participants have different

through other Senior Leads' lenses

lenses through which they view what

corporateentrepreneurshipis:
"It's

about doing things differently

and doing a different

thing" EWTD Medical Lead, Aberash
"Enhancement of roles" (Head of Nursing; Surgery, Aberash)
"Toolkit for improvement" (Head of Modernisation, Aberash)

Some interpret corporate entrepreneurship(or is antecedents)basedupon their own
context:
"The

skill

of

being

entrepreneurial

environment is being very very politically

in

a Health

Care

aware and having

high levels of Emotional Intelligence, so you don't go stamping
over peoples' values and beliefs and you're not threatening to
people, you know, discussing and y'know finding

there's a

Health,
Brynbeth
for
Mental
"General
Manager
way...

"Innovation everyday is to make sure that the people who are
there waiting for either clinics or surgery or reviews um that need
to, go ahead" Head of Nursing, Aberash

"The key to corporate entrepreneurship in Mental Health is
living with uncertainty, being brave and knowing who your
allies are" General Manager for Mental Health, Brynbeth

Othersassociateit with personalcharacteristics,such as 'bravery':
"Other people that I could think of is that we have a specialist
nurse. ".now that's a very brave post... its a place where you
actually take on practical procedures that the doctor's used to
do... " Head of Modernisation, Brynbeth
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Key themes appear to be use of power/politics, emotional intelligence and bravery,
traits often linked with leadership.

Other personal characteristics associated with

corporate entrepreneurship included: full of ideas, creative, wacky, innovative, take
risks, someone who does it before you tell them to, lateral thinker, and visionary.

It

will be interesting to see whether my data reveals consistencies between what the
strategic leads view in the entrepreneurs and how the entrepreneurs view themselves.
What would a difference between the two mean?

Finally, many of the senior leads discussedcorporate entrepreneurshipin terms of
tasks,such as `to pinch' as highlighted in the quote below:
"We introduced Hospital at Night which we pinched.. we are
happy to pinch ideas for other things and then put our own
version to it" CEO Aberash

Other tasks mentioned include: scan, benchmark, revamp, enhancementof roles,
pathways and to improve.

8.10

EWTD

After conducting interviews with the strategic participants it became clear that the
EWTD was not going to lead me to a rich selection of corporate entrepreneurs so I
decided to open up the parameters of

the research to include

corporate

entrepreneurship that had not necessarily been driven by the EWTD. This also
enabled me to explore autonomous (bottom-up) corporate entrepreneurship.

The initial analysis of strategic interviews revealed a degree of ambiguity concerning
the EWTD and its purpose, including:

1) The impact that the EWTD has had or will have had on organisational-wide
change.
2) The impact that the EWTD has had on staff other than the junior doctors
within the Trust.

3) The impact the EWTD hashad on driving corporateentrepreneurship.
Further to this, participants had different interpretations regarding the Hospital at
Night (H@N) scheme, which was developed through the Department of Health's
Modernisation Agency (MA) to help address EWTD issues.
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'H@N

is
by
how
to
provided
cover
medical
aims
redefine

hospitals during the out-of-hours period. The project is national,
and requires a move from
professional

demarcation

defined by

cover requirements

and grade, to

cover

defined

by

competency' (MA 2003. accessedonline)
H@N is versatile in that it provides numerous solutions and tools that Trusts can
`pick and mix' from. The scheme has been adopted differently by Aberash and
Brynbeth Trusts to help solve their EWTD problem.

As stated previously, senior participants interpret and understand the H@Nscheme
differently.

Some perceive their use of the Hospital

at Night

scheme to be

entrepreneurial, and I would, too, given my definition of NHS CE. Reflecting back
this highlights corporate entrepreneurship to be (a) perceived as new by a proportion
of key stakeholders and (c) discontinuous with previous practice.
"We moved on a number of ways of working and we introduced
the Hospital at Night which we pinched, we're happy to pinch
ideas for our other things and then put our own version of it... "

CEO,Aberash
"The H@N project has been around for the last three or four
years, and what we've been doing is taking up which is really
quite a dry concept and starting to bring it alive"

Deputy

Medical Director, Brynbeth

Others within the Trusts did not link the H@N scheme with creative, innovative and

risk-taking behaviour:
"The Hospital at Night is a concept which facilitates our compliance
doctors.
"
for
junior
Deal
New
EWTD
the
and
with

HR Director,

Aberash

These findings suggestthat strategic employeesneed to develop a clearer, mutual
is
is.
lack
innovation
If
NHS
CE
there
of clarity at the
and
of
what
understanding
it
is
down
filtered
to operational
level
then
this
ambiguity
when
cause
may
senior
levels.
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8.11

Mapping Senior leads and Corporate Entrepreneurs

To complete the discussion on my findings from the interviews held with the senior
leads, I would like to present a `map' highlighting a number of characteristics (see
figure 8.3).
"

The types of establishment that respondents are based in (i. e. hospital, clinic
or office).

"

Where the senior leads are based.

"

Where the corporate entrepreneurs are based.

"

My gauge of participants' organisational status (based on job title and my
perceptions of the legitimate power associated with this role. i. e. a Director
would be higher up the organisational hierarchy `triangle' than a Manager
would be).

"

The distribution of organisational establishments. Circles represent sites that
are in different cities/towns/villages.

Several organisational triangles in the

same circle are establishments on the same site. Sites can be very large areas
or small areas.
Figure 8

Map showing where the participants were based within the two Trusts
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In the map I use the term 'legitimate power'. Legitimate power, French and Raven
(1959), refers to power of an individual because of their relative position and duties
within an organisation. Legitimate power is the formal authority delegated to the
holder of the position.

It is one of five forms of organisational power identified by

French and Raven in their study on social power, other forms being: referent, expert,
reward and coercive.

I found this map useful as it helped me to visualise and compare inter and intra-Trust
characteristics more easily. Aberash Trust respondents appear to be more clustered
around the main acute, whilst Brynbeth Trust respondents appear to be more spreadout and fragmented.

What I cannot demonstrate via this map is the actual distances

of the `other' sites from the main acute. In Aberash's case the sites are ten minutes
and thirty

driving
in
(in
from
time),
the case of
the
whist
acute
minutes away
main

Brynbeth the closest site is five minutes away and then all of the others range from
being at least thirty minutes to one-and-a-half hours away. Earlier on in this chapter,
I considered whether there was a tighter locus of control from Aberash Trust's CEO.
It could be that a Trust with a tighter locus of CEO control might have the main
thrust of its entrepreneurial activity emerging from the main acute. Analysis of the
corporate entrepreneurship data and comparison of those corporate entrepreneurship
activities occurring within the main acute with those occurring on other sites would
be an area of further research and could yield some interesting findings.

8.12 Conclusion
In this chapter I have described my key findings and themes from the data that I have
collected at the strategic level from both Aberash and Brynbeth Trusts.
includes strategic documents, observations and interviews.

Data

I have compared and

describe
Aberash
have
data
to
the
and Brynbeth
attempted
contrasted
empirical
and
Trusts in terms of espoused and actual strategies. My findings suggest that Aberash
is a power-oriented culture, highly competitive but paradoxically secretive and
closed. Brynbeth is a people-oriented culture, which is more open with its strategic
information.

I then present some emergent findings in terms of various lenses,

including: culture, power, nursing, champions, looking at entrepreneurs and the
EWTD.

I have completed the chapter with a map of the location and legitimate
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power of senior leads and entrepreneurs from Aberash and Brynbeth Trusts, which
supports some initial observations concerning the power-oriented culture of Aberash
and the people-oriented culture of Brynbeth. Respondents within Aberash are within
close proximity to the main acute hospital, whilst those in Brynbeth are spread out
into the community.

Chapter 9 shifts the focus from the strategic-level to the

operational-level and explores the various lenses of the entrepreneurs that are active
within Aberash and Brynbeth Trusts.
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Chapter 9- Results and Analysis: Trust Entrepreneurs
9.1

Introduction

This chapter is the second of two that attempts to describe and analyse the data
collected from two Welsh NHS Trusts. The focus of this chapter is the data collected
from the Trust Entrepreneurs. It aims to address the research questions that were
introduced in Chapter 7 and explores the working model of intraprelearning along
with other models in the research literature. The results are taken from the themes
that have emerged primarily from the thematic analysis of my interview transcripts
and observations made during the interview events. I have presented these results in
a variety of ways, using:
"

Tables that enable comparisons at the individual and Trust level results (such
as Figures 9.1,9.5 and 9.8).

"

Forms of Venn Diagrams that illustrate strong 'repeated' and weaker 'one-off
themes shared by and unique to the two Trusts (such as Figure 9.4).

"

Force Field Analyses (Figure 9.6) presenting the strong themes that have
emerged as facilitators

and barriers acting towards and working against

entrepreneurship within each Trust (although these were essentially the same
for both Trusts).

I have also started making sense of and exploring the results by reflecting back and
drawing upon, models from the existing research literature.

Some of these models

have provided me with a means of summarising overarching findings and themes:
"

Pinchot's (1985) table comparing entrepreneurial characteristics (Figure 9.5).

"

Roger's (1969) adoption curve (Figure 9.7).

"

Pedleret al's (1996) Characteristicsof the Learning Company(Figure 9.9)

"

The model of Intraprelearning(Figure 9.12).

Whilst others have provided me with an alternative lens and a means of helping me
further explore my results:

"

Huber's(1986) processualmodel (Figure 9.10).

"

The 41Framework(Crossanet al, 1999) (Figure 9.11).
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Exploring the results through different models was part of my process of makingsense of and analysing the themes that have emerged. I conclude the chapter with an
empirical

model of intraprelearning,

highlighting

similarities

and differences

between the two Trusts.

Corporate Entrepreneurs

9.2

I was able to interview fifteen corporate entrepreneurs from Aberash Trust and
fourteen from Brynbeth, although I did invite another ten from each Trust to be
interviewed (who declined or couldn't be interviewed within the timeframe).

As I

have stated earlier in this nar ative, these entrepreneurs were identified by means of
purposive sampling that is through being recommended by (in most cases) senior
leads from within their Trust. Figure 9.1 (see over) provides details in terms of the
following:
"

The roles and grades of the corporate entrepreneurs.

"

Where they are based [the code that I have used here is MAIN

ACUTE=

main acute site, HOSP = hospital not on the main acute site (estimated
driving distance away) in brackets].
"A

description of the entrepreneurial activity (descriptions are deliberately
non-specific to preserve participant anonymity).

"

Details of `enforced' or `empowered' entrepreneurial activities drawing from
Davidson and Martinsons (2002).

"

The driving force or factor behind the entrepreneurial activity as indicated by
the respondents in their interviews.

"

The benefits and outcomes of the entrepreneurial activity

(positive

or

negative) as highlighted by the respondents.

Figures 8.3 (Chapter 8) and 9.1 illustrate that I was directed to a cluster of corporate
hospitals
from
few
Acute,
Main
the
external
and clinics.
and
a
entrepreneurs within
The purpose of my research was not to identify and quantify the number of corporate
into
identified
insight
however,
location,
those
their
where
are
entrepreneurs and
based could have implications

in terms of their formal and informal

autonomy to be entrepreneurial,

power,

or the empowered/ enforced nature of the

entrepreneurial activity.

281

There were varied mixes of corporate entrepreneurs, but predominantly nurses in
both Trusts.

The senior participants in Aberash Trust directed me to corporate

entrepreneurs that were mostly nurses, and one administrative entrepreneur. These
nurses ranged from an E grade, 5F grades, 6G grades and 2H grades. In Brynbeth
eleven of the corporate entrepreneurs were nurses, ranging from IF
grades, 3H

grades and 1 `unknown'.

grade, 6G

Other participants included a Medical

Consultant, and two Allied Health Professionals.

As a brief summary: of the 29,7 entrepreneurswere located `off-site' of which 5
were `empowered/ bottom-up' and 2 `enforced/ top-down' which I will explain
below. Of the 18 who were `empowered/bottom-up,' 8 were from Aberash and 10
from Brynbeth. All 6 `enforced, top-down' were from Aberash. Of the 5 who
experienced both, four were from Brynbeth.

In addition, the drivers can be

level
(internal) or external (eg
individual/group/
organisational
categorised as at
WAG).
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9.3 Types of corporate

entrepreneurship

My research has identified some preliminary
entrepreneurship

themes in terms of the types of corporate

generated within NHS Trusts. In the case of Aberash these could he

categorised as:
I.

Change in who performs a clinical

task:

.,So tar I any an emergency nurse praetuIio ler. An emer,q'r, rc.v nurse
practitioner

intends to do the job that the SHO is doing. We see to

minor injuries, mirror ailments and we vi'ill be able to see 1/leili and
fron!
Ahc'rash
"
Nurse
Specialist
them
the
treatment.
cue
2.

Change in (an aspect of) the culture:
"When I (irst raine here I had to tackle the high sickness ahsenc"e.c
that were running

ill the rrnü.. phis rt'us one (?I the most difficult

things I had to do when I first came in're was dealing with r umbers
of staff who were on long term sick leave'

Ward Mcura,ý'c'r Im,,,

Aberash

3. Change in staff working structure:
"So we decided then to look (it... because the culture

had heeii so

looked
diflcrcni
long
for
lung,
I
time,
we
tit
stagnant,
suppose
such it
Ways of' working

and the 1)GM at the tincc- had thoughts

about

irurcrduc irzg a tc'cun culture into the wards... " Ward Manager %rurn
Abe rash
4.

Improvement

of administrative

processes:

"So i'e made this registration

database, and we changed the firm

because all we were keeping bei/ire was like the doctor's

/Hamms/,

these were like systems that had been in place for years and vear%
I
/(or/?
before
know
and tlti. c
a
new
We
made
so
and 'cars, you
..
became the basis c,f the database.. " Librarian. f rani Aherash
5.

Development of a new post:
"So. %rom the result of that course we realised thou neu.cr.ý could
be, you know if a nurse was specialist
really... " Nurse Specialist in Aberash
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trained then that wu.c it

In terms of Brynbeth Trust the types of corporate entrepreneurship could be categorised as:
1. Change in who performs a clinical task:
"My role here is a new role really to the Trust so I have very much
built it up to my own specification really which is quite nice" (Nurse
Practitioner from Brynbeth)
2. Change in (an aspect of) the culture:
"Patients hate change and that's a hard balance and it is something
that you learn is that changes that you make you have got to apply
those delicately to patients... " Podiatrist in Brynbeth
3. Change in staff working structure:
"No, what happened is it is the reconfiguration of a service, it is
developing out of an existing intensive support service" Mental
Health Nurse from Brynbeth
4. Improvement of administrative process:
"Then we actually changed the handover, the handover was taking
an hour and a half in the afternoon which was a waste of nurses time
really... " Ward Manager from Brynbeth
5. Development of a new post:
'It is a new role within this area... it is just the beginnings really
of the role, now we are pushing to extend the role.. ' Nurse
Practitioner from Brynbeth
6. Development of a new unit:
"I started this post in January of this year and the job was to
help to plan and recruit and manage that for this unit which was
due to open in November... " Ward Manager from Aberash

7. Developmentof a new procedure:
"Now I am changing practice, I am actively seeking to improve
patient care, the first thing that I started off with was called
[names technique] which is evidence based practice...!

went

about it by not implementing it until I had educated every single
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person about it, I just

went through education, education,

education and education.. " Sister from Brynbeth

Brynbeth only differs from Aberash on points 6. and 7. These 'types' are an interesting
emerging

outcome and further

practitioners

within

the field

empirical

with

research could

provide academics and

an understanding of the nature of corporate

entrepreneurship within NHS Trusts or even within the service/ healthcare industries in
general. I have not compared the Trusts in terms of the actual examples of
entrepreneurship, as this was not an objective of the study. For a more detailed analysis of
examples of entrepreneurship within Healthcare refer to Casebeer, Harrison and Mark
(2006).

9.4

Enforced versus Empowered Entrepreneurship

Another emerging theme which overlaps nicely with a possible future research agenda
highlighted above is that of whether corporate entrepreneurship activities are empowered or
enforced. These two concepts are introduced by Davidson and Martinsons (2002) although
they use the terms empowerment and enslavement. Reflecting back to Chapter 2 on
corporate entrepreneurship, these two terms are not too dissimilar from Burgleman's (1983)
induced

strategic

behaviour

and

autonomous

strategic

behaviour,

respectively.

Burgleman's work sits more comfortably within a positivist epistemology, however, whilst
Davidson and Martinsons constructs are from developed from social constructionist
theorising. Essentially, empowerment and enslavement entrepreneurship is brought about
by organisational change or organisational development.

The authors argue that

prescriptive change or development can often result in employees' physiological
enslavement, thus something which was intended to empower has a negative `enslavement'
outcome.

For the purposes of this research project, I have changed the emphasis on these two
concepts slightly. Here, empowerment means corporate entrepreneurship that has emerged
and been driven horizontally or upwards from the corporate entrepreneur or his/ her team.
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"I guided the meetings to suggest that our main goal for the next
year to 18 months was to dramatically reduce the waiting lists... we
discussed how we were going to do this... the first thing we had to do
was get everybody on board, all staff including receptionists and the
helpers at our main desk.. " Physiotherapist (AHP2), Brynbeth

Conversely, enslavement (or enforcement as I prefer to label it) describes corporate
entrepreneurship activities that have been prescribed by a powerful other (this could be the
Trust Board, Welsh Assembly Government, EU or even the Media).

In such a case the

Trust may be told to implement an entrepreneurial activity or develop an entrepreneurial
role:
"Well the role is called Specialist Nurse and it was brought in
because of to try and cut Junior Doctor's hours so that they weren't
working as many hours in a week, so that's why this role and as I
understand that they are being paid by the Welsh Office and It is, if
the Trust didn't put theseplaces in post that they would be penalised
in some way or other so that's how the posts came into being.. "
Specialist Nurse Aberash

There may be scope within enforcement for empowerment, as my results have shown, for
example a Specialist Nurse Practitioner (enforced entrepreneurial activity) could be
entrepreneurial within his/ her role having seen a gap in service provision (empowered
entrepreneurial activity).

Interestingly enough, 6 of Aberash's entrepreneurial activities exhibited stronger signs of
being enforced, 8 showed stronger signs of being empowered and 1 exhibited both.
However, all of Brynbeth's entrepreneurial activities were more empowerment oriented
(although four of these had emerged from enforced activities). Given that my preliminary
findings suggest that Aberash's culture is more power-oriented and that Brynbeth's culture
is more people-oriented, it would be interesting to build on this, perhaps through some
between
Trust
is
if
determine
the
there
to
a
casual
relationship
culture
quantitative research
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and the nature of corporate entrepreneurship

that is being produced.

culture drive enforced corporate entrepreneurship,
empowered corporate entrepreneurship'?

Does a power-oriented

does a people-oriented

As social constructs 'enforced'

culture

'drive'

and 'empowered'

sound rather repressive and less effective - but is this the case in reality, can/ does enforced
entrepreneurship

9.5

produce the same benefits to a Trust. How do they differ?

Corporate

entrepreneurship

Based on these initial
descriptions

findings

lenses of Corporate

it was not very surprising

of corporate entrepreneurship

within

Entrepreneurship
to find a range of different

nay interview

data.

provides descriptions of the activities that the `corporate entrepreneurs'
with, have driven or have been directed to work with.
an understanding
entrepreneurship.

of

how

the corporate

Figures 9.2 and 9.3
have been involved

These descriptions provide me with

entrepreneurs

themselves

define

corporate

I have themed quotes based upon the essence of why the interviewee

thinks s/he is a corporate entrepreneur (or not). The themes are as follows:
" Corporate Entrepreneurship is
something that is the first of its kind (in this location).
3 entrepreneurs from Abe rash and 2 from Brvnbeth
"Corporate

Entrepreneurship

is about practice development.

4 entre preneurs from Abe rash and 2, from Brvnbeth
"Corporate
Entrepreneurship is putting theory into practice.
2 entrepreneurs fron
UCorporate

Brvnbeth

Entrepreneurship

is improving

patient care/ outcomes.

3 entrepreneurs front Abe rash and 5 from Brynbeth
**Corporate

Entrepreneurship

is not doing the same thing in a different place.

I entrepreneur frommBrvnheth
Figure 9.2 Aberash Corporate Entrepreneurship: Different meanings and social constructions
Code/Trust

Job Description

** Interpretation of Corporate Entrepreneurship

------Empowered
Enforced/ ------SNI/
Aberash

0I

think learning disabilities has always been innovative
I ------------ really..
Empowered ----[Why do you say that'?]
I don't know, perhaps people stay longer
[What people'! [
I think staft'stay longer
land how do you think that helps innovation''[
Learning Disabilities
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SN2/
Aherash

A&E

SN3/
Aberash

A&E

SN4/
Aberash

SN5/
Aberash
SN6/
Brynheth

SN7/
Aberash

because I think patients are not just patients with a label of
appendicitis or something, these people are here for life, we are
with them all of the time.. people. I don't know they care more.
in that way. they become more involved and I think that you
are genuinely looking for better.. its the drive, its not just going
to work and doing your job. you come because you want
to.. you enjoy being trained to do more for them, and you know
that they are not going to go home and get better it becomes
more personal...
found-Improve
patient care
example
--No

So we are trying to work, so we are not going over the
boundaries but trying to strive forwards as well and making our
-----------------Enforced
mark as well...
0 The job
Acute Pain
entails the freedom to practice. the fact that it was a
had been there before, so it was
role
nobody
completely
new
------ -----your role to develop in a way that best suited patients, so you
could really get in there and look at where we are at now, what
needs to be done and how we are going to achieve it. and
actually design things to suit the clinical needs.
.I
Midwife
think that this role is not innovative. but I think that patient
by our role...
is
enhanced
care
maybe
------------------Enf o rced
" We took it
Thrombolysis
over from the medics and took it forward to he
feel that the innovation is
it's
I
led...
thing!
nurse
now
a
nurse
Empowered
part of my of my practice assessment and it's the development
of a patient self-testing programme. I developed this to give
patients the choice and control...
Cardiology
found-Improve
patient care
example
--No
Enforced
Empowered

&

Midwife

example found-Improve

SNR/
Aherash

Enforced--

SN9/
Aberash

Night Nurse

SN 10/
Aberash

-------------------------

WM2/
Aberash

"

Empowered

Mandy has got loads of ideas about different things and she
I think nurses, the role for nursing
is quite forward thinking
...
will progress because of Mandy...
" We have what is called National Service Framework,
which
is stipulated the areas that need improvement so people get best
care... so I generally in order to change practice within the area
is to look at what the delays in the service are, how that can be
overcome and to develop a new way of working so that the
delays have been overcome where we have identified really...
M We
need to look are new ways of working and how we can
make the team work better...

Theatre

0

Enforced
Coronary Care
Enforced

WM I/
Aherash

patient care

Day Surgery

Empowered

We really looked at how we would modernise the way
theatres are. I was helped along obviously because of the
modernisation agency launched all of these innovative ideas
and new ways of working and things like that. and there was a
theatre modernisation project that was part of the innovations
in care team. so I went to meetings and bought hack ideas... so
we are looking at new ways of working...
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Al/
Aherash

Librarian

NI/
Aberash

Coronary Care

N2/
Aherash

found-practice
example
--No

It was a new thing. it was very innovative as it had not been
', done in Wales before, ever, and aside from that the difference
tie could make to the patients was immeasurable...

Empowered
Surgical

development

found-patient
example
--No

Assistant

care

Figure 9.3 Brynbeth Corporate Entrepreneurship: Different meanings and social constructions
Code/Trust

** Interpretation of Corporate Entrepreneurship

Job Description
Enforced/ -----------Empowered

SP4/
Brynbeth
SNI/
Brynbeth

SN2J
Brynheth
SN3/
Brynheth
SN4/
Brynbeth
SN5/
Brynheth

Empowered

Ours is a new model cause no other service in Wales does
this you see..

Mental Health

"

Senior Participant

What I was trying to do was develop a plan of care service
and as I was not given any extra funds to do that I had to
sculpture is out of existing resources so existing staff, existing
buildings you know, there was nothing new, so it was
developing something out of something old, developing a
brand new service..
" So its
really about understanding a document and taking
into
bits
them
practice..
and
applying
the
necessary
out

Empowered-

Day Surgery
Enforced &
Empowered
Nurse Practitioner

"

It's a new role within this area. but there are nurses in
England as they are always ahead of us - there's lots of nurses
in England and in Scotland who are doing the same

Enforced &
Empowered

Intensive Care
-Empowered -------- --Nurse practitioner
secondment

on

It started off just teaching and improving the knowledge of
more junior staff, but it developed into practice development
and now I am acti%ely seeking to improve patient care
"

Its to do with anything that covers improvements to patient
care. including leadership. communication. team-working in
clinical area- and getting evidence into practice

Empowered
SN6/

Brynheth

WM I

Nurse practitioner

Empowered
Day Surgery

UHe

was

quite

innovative

and

wanted

to

move

things

forwards

I can see why people would think that I am innovative but
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Enforced
Empowered

WM2

Trauma & Orthapedic
-------- ---- ...... -- Empowered

WM3

I don't think it',, innovative at all. I started this post in January
of this year and the job was to help to plan and recruit and
manage that forth is unit.... My experience prior had been
ARE experience and in the last 3 or 4 years in
predominantly
a hospital where I was developed towards leaderships which
is a national initiative really in England
here to
so
coming
..
help to set up an assessment unit like this I felt work had all
been done in England and there was chapter and verse
documented on how to achieve that... and I can see that
because I have got clarity on that in my own mind and
experience of it that coming here I would have seemed quite
innovative.
The difference is that Wales is not governed by
England so the% are actually a few years behind. Now that's
not innovative...

found-Reduce
example
--No
development

handover time = practice

Care of Elderly
Practice development

WM4

Empowered
Care of Elderl)

AHP I

Pod iatory
--------------- -----Empowered

AHP2

MCI

Physio

we gather round and we talk about the patient that we
bounce ideas off each other as we soon
have
-and
we
---------------------------seen
Empowered
found that all of our treatment methods were basically the
same. we had all arrived at the same time. quite by accident...
Medical Lead
What I have been doing since November is familiarising
Enforced&

NI

0 When I came here I found it very old-fashioned. very outdated practice, no evidence based practice at all, very task
oriented. no patient-focused care...I started changing things...
1 have implemented changes into specific roles, and each
one has been from my own ideas, because of my own
experience through the years... therefore I changed the way
those certain aspects work or some aspects of how they work
as based on my own experience and try to improve the
sen ice...

Community

Nurse

Empowered

myself with the concept and taking what was really
dry concept and starting to bring it to life...

quite a

Psychiatry

found-Improve
example
--No

patient care

Having looked at the forms of entrepreneurship that I was led to in each Trust, I now turn
to looking at the entrepreneurs themselves, and I hope to build on the basic information that
I have already tabulated (roles. grades and location of the entrepreneurs).

As an outcome

of my interviews some strong themes have emerged in terms of the characteristics that the
corporate entrepreneurs feel that they have.
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9.6

Looking

at CE characteristics

through

the lenses of corporate

entrepreneurs

Figure 9.4 summaries the corporate entrepreneurial characteristics that have emerged from
this research project in terms of strong themes (at least five - this figure emerged as
were either: only mentioned once, twice, five times or more) corporate

characteristics

entrepreneurs have highlighted

this characteristic

as being a personal attribute) and weak

themes (less than five, in many cases just one person has cited the personal attribute).
Figure 9.4 does not differentiate

whether a certain attribute is negative or positive.

Such

detail is contextual, and thus subjective, and I have neither the space nor the time to explore
these in-depth
comparisons,

However,

in this research project.

such as comparing

those characteristics

main acute would be a useful contribution

further

exploration

intra-Trust,

and detailed

i. e. community

versus

towards understanding those attributes particular

(or not as the case may be) to corporate entrepreneurs. There are 9 strong themes that are
found in corporate entrepreneurs from both Trusts, and 8 weak ones.
themes, identified

All of the other

in either Aberash or Brynbeth, are fairly weak in that only one or two

corporate entrepreneurs described themselves as having this attribute.

Figure 9.4 Strong and WeakEmerging themes of Personal Characteristics common/exclusive in the
Co orate Entrepreneurs of Aberash and Brynbeth Trusts
STRONG
ABERASH & BRY'NBETH

tt/ I/, -ABERASH
ADRENALINE
JUNKIE
ENJOYS CHALLENGES
FEAR OF UNKNOWN
SOCIABLE
SHREWD
PERFEC'I1ONIST
WORRIER
DESIRE TO IMPROVE
SCARED
HONEST/OPEN
PROBLEM SOLVING
NERVOUS

DETERMINED
LIKES CHANGE
VALUES LEARNING
LOW or IMPROVED
CONFIDENCE
AT
COMMUNICATES
ALL LEVELS
ACTIVE REFLECTOR
ENTHUSIASTIC
PROMOTER
IN'T'UITIVE

TAKES RISKS
SELF-RELIEF
MOTIVATED
TR IC
PATIENT-ClAWARE
POLITICALLY
CREATIVE
COMPETITIVE
ABERASH

& BRYNBETH
UI. A/,
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i1!. 1ip-BRYNBET13
HATES FAILURE.
BAD LOOSER
SENSE OF HUMOUR
NON-CONFORMIST
LOW SELF-ES If, Fm
,
RI. UNT
HAPPY-GO-LUCKY
TENACIOUS
ARTICULATE
OBSERVANT
FAIR
SPEAKS BEFORE
THINKING
7 RINKS OUTSIDE BOX,

Figure 9.4 starts to provide us with interesting detail about the personalities of the corporate
entrepreneurs that have been identified in the NHS Trusts. It does this on two levels, firstly
through the strong and weak common characteristics listed it starts to build up a typology
towards an NHS entrepreneur. Through the strong characteristics listed it also reveals
subtle indicators of what the senior corporate entrepreneurs (who after all recommended
these corporate entrepreneurs) denote to be a sign of a `corporate entrepreneur'.

If the

differences between the Trusts had been stronger themes, it could have told us something
it
Trust,
is to be
that
the
to
and
what
particular
subtle about
culture pertinent
entrepreneurial in that particular culture, but given that the differences are weak, I do not
think that this assumption can be made, without further empirical exploration.
examples of the strong themes are:

Determination:
"It would be very easy to just be knocked back and think 'we'll I'm
have
keep
be
to
this
to
so
you
to
really
way,
able
work
never going
battling on, battling on.. " Senior Nurse (SNS), Brynbeth
Likes/ loves change:
"And I think that I am a very adaptable person and I like new ideas,
I love change, I love the newness of things" Community Mental
Health Nurse (SN1), Brynbeth
Active learner/ Likes learning:
"I

think,

conversion

I can go back to when I converted,
course.. I feel that the conversion

whole new way of learning for
research, it introduced

when I did this

course opened up a

me, because it introduced

me to the library,

me to

to other peoples articles

before
I
I
just
think
there,
was
there
whereas
out
and
so much more
generally learning within my environment

it opened up the world to

me really. And research has been a huge influence I think in the way
I work. I mean I have just been doing it before you came actually, I
have been on the internet and I am looking up a particular
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subject

Selected

that I have got to write on a patient. I have been asked to write an
information leaflet up on this subject...! need to learn more about it.
I am now going to research articles... do with this particular subject,
any patient information leaflets and stuff like that"

Senior Nurse

(SN3), Brynbeth
The ability to communicate at all levels:
"I am very observant and 1 am able to think quite quickly on my feel
really, and I know I can be quite articulate. I am not an articulate
person, but I can articulate the need, the extent that somebody who
is not clinical

[would

understand]"

Ward Manager

(WM2),

Brynbeth

Low or increasing level of confidence:
"My weakness is that I am not very confident, I suppose. I think that
comesfrom the fact that I started off as an enrolled nurse and it takes
it
ink
it
but
long
there
that,
time
to
again
gives you
a
get
over
you
have
has
been
in
have
I
if
this
you
think
that
position
you
some skills.
to work twice as hard to get to be in a different position, so you never
take things for granted, you will always take the opportunity to
learn.. " Senior Nurse (SN10), Aberash
Actively reflects:
"If I had my time again, I would definitely do it differently, no doubt
about that, I would still look at the same problem about assessing the
patients.... " Nurse (N3) Aberash

Enthusiastic:
"I am enthusiastic, but I am otherwise I wouldn't do it.. but that
"
by...
I
just
driven
is
to
things
ok!
change
want
enthusiasm probably
Podiatrist (AHPJ), Brynbeth
Actively Promotes (entrepreneurship not self):
"I think that you have to keep plugging away don't you? Even if it is
a bit at a time, find some people who are sympathetic to you, get
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other people on board and things will moveforward.. " Senior Nurse
(SNJ), Aberash
Intuitive
".. but I'm not scared of taking..y'know? it might sound like a daft idea
but you have a gut feeling that it will work.. " Ward Manager (WM3),
Aberash
These characteristics are very different to those from the strategic lens, and it would be
insightful to explore why this is so, although my research has not been able to examine this.
However, the characteristics do not seem surprising to me in that they make sensegiven the
highly bureaucratic and complex nature of large, public sector organisations, such as
Aberash and Brynbeth.

What I was not expecting was the prevalence of low self-

confidence with the Trust entrepreneurs.
"I think one thing that I think is quite important to describe to you, I
don't know whether other people feel this, other people see me but I
don't see myself as they see me. Now I don't know if you have
heard that before, people see me as very confident, very driven
which I am very driven and I could not tell you why, but they see me
as very confident and very driven, very clued up and what have you,
but I am a very harsh critical of myself, I don't see myself as other
people see me... I do often stop and think, you know should I, my
inner voice is very cautious and should I do or shouldn't I. There's
an opportunity to develop another service on top of what we are
doing now, and could I do it or couldn't I do, and think go for it
what have you got to lose and then the next thing should I put myself
through all this stress... " Community Psychiatric Nurse (NI),
Brynbeth
There are other issues that have emerged associated with self-confidence and I will return
to this issue several times during this chapter.
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Another finding from Figure 9.4 that was surprising to me was that risk-taking and
creativity were weaker themes. This said, intuition (which arguably is a form of risktaking) is a strong theme. Revisiting a previously quoted text:
".. but I'm not scared of taking..y'know? it might sound like a daft idea
but you have a gut feeling that it will work.. " Ward Manager (WM3),
Aberash
It is interesting how the Ward Manager starts to say something 'taking.. ' taking what? In
my opinion I think she is going to say taking risks here, but then stops herself. So why
does she stop herself? Is she not comfortable using this construct? Would this be perceived
by others as being dangerous as it could it suggest that her patient may be at risk? Having
found this example, it is useful to revisit some other examples in my data.
"I think the role that we do is-there is nobody else in the hospital
that does anything like we do, it is something that the doctor's do,
it does carry substantial risks, but it is recognised around the
country that it is a role that is recognised " Nurse Practitioner

(SN3),Brynbeth
Again, the Nurse Practitioner here seems a little uncomfortable talking about taking risks
and appears to `defend' her risk taking by highlighting it is done by doctors (so that is
okay? Doctors can take risks?) Furthermore, that this risk-taking is allowed because it is a
discourse:
Although
to
such
use
reluctant
are
recognised role.
not all nurses
"When theseposts were first advertised, people that could have gone
for them didn't go for them because they didn't know what it was
going to involve, but sometimes you have to take a risk and take a
chance.... " Midwife (SN5), Aberash
The next quote is taken by a male consultant that I interviewed during the course of my
in
difference
interviewed).
The
I
(the
that
perspective
study
only consultant entrepreneur
and confidence is dramatic:
"I would say as a doctor... we take risks all the time, if we don't take
don't
don't
believe
if
the
taking
simply
risks
we
were
we
risks,
doctors
We
it.
there
are
some
and
managers
are
risk
understand
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that may not understand that's what they actually do but for example
if you come to me and you have got a cold and I prescribe you
antibiotics or not a cold if you have what I suggest is a bacterial
infection, I give you an antibiotic I don't know whether that is going
to be the appropriate antibiotic, I can guess that is going to be the
appropriate antibiotic but I don't know and I hope that the risk of
So
benefits
it.
is
the
taking
that
are
worth
you
worth you
antibiotic
come to me you have got a bit of a cold you are asthmatic I give you
the antibiotics you feel better, fabulous, I hope that happens 99 times
out of 100.

One time out of 100 you may not respond you may have

to comefor another antibiotic, one time out of 1000 you may end up
with anaphylactic reaction an allergic reaction and then end up in
casualty, so we are risk managers.

[So has that helped you within this role? ]

I would not say it has helped me, I think my understanding of it, you
know
don't
I
don't
doctors
I
about many
think many
understand
see
doctors but certain junior doctors don't understand that they are risk
is
I
think
their
risk
management.
work
managers or an element of
it's just an understanding when you start off, any learning curve
you're told stuff that you are meant to know you're not necessarily
told the reasons for knowing, and even if you are you may not
believe it, I mean how many times have you attended a course or
hindsight
later
degree,
its
that you
with
only
and
even your
learnt,
have
and yes my medical
the
you
what
value of
recognise
background gives me massive leverage in communicating and
know
don't
but
I
whether my
the
systems
understanding
understanding of what I know has been helpful. I suspect it has
because I do tend to abstract a great deal and play with the size of
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the pictures, simply because like I say it gives me more information
about a system." Medical Lead (MCI), Brynbeth

The difference between the nurse's and the consultant's confidence in talking about risk is
quite clear. This should not be surprising given the deeply rooted military traditions which
the medicine and nursing professions have grown out of and, according to some
participants are finding difficulties in coming out from. Within this traditional culture the
nurse is often seen as a `subordinate' hand-maiden to the consultant.

The Senior Nurse (SN2) sharesher views of this traditional perspective of nursing:
"A lot of it's historical you know, I mean I have got some nurses
who want to remain in that role, they quite enjoy being the hand
maiden, but I would say seventy per cent of them don't, they want
to do more. Because what is happening in other professions and I
have always said this, other professions are moving on and taking
on more, and if nurses don't get moving we will be guardians of
the orifices and this is where it will end.. ' Senior Nurse (SN2),
Aberash
A Senior Nurse (SN6) from Brynbeth talks about some difficulties she has practicing her
new role and reveals an implicit hierarchy concerning access to resources, in her case,
rooms.
"I mean the department here has four rooms and a treatment room
and very often in a clinic there will be four Doctors taking up those
rooms, so I am sort of hopping between rooms and the treatment
room because I am the last priority really.. I mean I am writing out
my notes now in the treatment room anywhere I can find, but I have
not got an actual base.." Senior Nurse Practitioner (SN6), Brynbeth

This next quote is interesting as the senior nurse identifies the role of the doctors as being
male dominated, and they are more confident and more comfortable at taking-risks. She
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sees nursing as a female majority profession, and associates the female gender with being
under confident and almost risk-averse.
"And the differences as well you know in males and females how
they learn as well, men are very confident that they can do, whereas
nurses mainly female oriented they are a little bit hung back until
you know properly that you can do... but yes males are in the higher
jobs and it is not because they are better it is because they are more
confident and that is something you find... Men take more risks, they
are like more `I can do', and a lot of females you find you know that
they will make sure that they can do first, before they put themselves
forwards, instead of I think I can do bit whereas men are, and that's
what you find, and I think that's something that holds me back You
know in most cases I will be able to do it, but until I know I can
possibly do it I won't... it has to be 99 per cent to 100 per cent
before I can put myself forward for that job... "A&E (SN3), Aberash

Again, these observations that I am making are emerging and preliminary and this area
provides fertile ground for further empirical research.
Figure 9.5 Empirical falsification of Pinchot
CORPORATE

Attitude to
organisation
Managerial

satisfaction
Primary Motives

Relationship with
others
Decisions
Delegation of
action
Management
attention
Market Research

Problem-solving
style

CORPORATE

ENTREPRENEURSAS PER PINCHOT
(1985)
Dislikes the organisationalsystem
Pleases self, customers and sponsors

Wants freedom and accessto corporate
resources
Transactionswithin organisational
hierarchy
More patient and willing to compromise
than entrepreneur
Gets handsdirty - can do work but
knows how to delegate
Both inside-management-and
outsideof
firm- focus on customers
Does own market researchand intuitive
market evaluation like the entrepreneur
Works out problems within the system,
orb assesit without leaving
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ENTREPRENEURS

BASED ON THIS EMPIRICAL STUDY
Frustratedby the organisationalsystem-a
necessaryevil
Pleases patients, pleases targets (European,

National &Trust), and pleasesself.
Wants to provide the patientswith the best
level of care and wants to be respectedby
and overcomethe hierarchy
Transactionswithin organisational
hierarchy
Challengespower through their sponsors,
but can compromiseor back-down
Gets handsdirty - can do work but knows
how to delegate
Both inside-management-and outsideof
trust- focus on patients
Basedon (empowered)intuitive market
evaluation or through (enforced)
governmentpolicy
Works out problems within the system,or
bypassesit without Ieavin

Skills

Very like the entrepreneur,but situation
demandsgreaterability to prosper within
organisation

Often clinical-based,lacking in businessoriented skills. Lots of learning on thejob
in relation to entrepreneurship.Good
people managers and politically

PersonalAttributes

Self confident; courageous-cynical about
systembut optimistic about ability to
outwit it

Education

Often highly educated,especially in
technical fields

Failure and
Mistakes

Attempts to hide risky projects from
view so can learn from mistakeswithout
public failure
Entrepreneurialsmall business,
professionalor farm background
Likes moderaterisk - unafraid of
dismissal so little personalrisk

Family history
Risk

Status

Dismissestraditional statussymbols of
freedom

aware.

Low levels of confidence, but this is
developedthrough championsand
experience. Determined,good
communicators,and advocatorsof their
projects. Fear stagnationenjoys challenge
of providing better care to patients
Often educatedto degreelevel (usually in
clinical discipline), active learners,actively
reflect, learn-on-the-'ob
Championstake onus of failure and
mistakesaway from the corporate
entrepreneur
Not explored in this study
Takesguardedrisks, often with supportof
champions. Take risks, but not comfortable
with the social construct due to its potential
im pact upon patient safety.
I am not surewhat the meaningof status in
this context means,so am unableto
complete

In terms of the anecdotal model (Chapter 2) of managers, entrepreneurs and corporate
entrepreneurs first introduced by Pinchot (1985) and later adapted by Jones-Evans (2000) 1
have some empirical findings that 'falsify'

some of the assumptions made concerning

corporate entrepreneurs. Figure 9.5 compares a summary of my findings based upon the
findings that have been introduced so far in this chapter with those proposed by Pinchot. I
have used those findings that have emerged as strong themes from both Trusts.

In my opinion there are two significant differences between what Pinchot hypothesises and
what my data suggests; that is
"

High (Pinchot) versus low levels (my findings) of confidence in Corporate
Entrepreneurs

"

The role of champions as a `protector' from the adverse consequencesof failure,
making mistakes and taking risks

Both of these findings are significant and will be discussed in detail later on in this chapter
under `Champions'.
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9.7

Barriers and facilitators to corporate entrepreneurship

Another key set of findings from this research are the possible facilitators of and barriers to
corporate entrepreneurship within Aberash and Brynbeth Trusts. Figure 9.6 uses the Lewin
framework of change (introduced in Chapter 4) to illustrate the facilitators of and barriers
to corporate entrepreneurship found. I have not illustrated the Trusts separately in this
instance, as I have been guided by emerging themes which in many instances have been
similar for both Trusts (but not in all cases). Figure 9.6 shows eight organisational
facilitators and barriers to realising corporate entrepreneurship in the two NHS Trusts. As
facilitators
both
these
themes
of and barriers to
as
are present
you will notice, most of
corporate entrepreneurship (except for champions and sickness). Where a theme is relevant
to one Trust only, I have indicated which Trust using A (Aberash) and B (Brynbeth). The
size of the arrows indicate the strength of the force, therefore the larger arrow, the more
powerful a barrier or a facilitator it is.
Figure 9.6 A Force Field Analysis of the facilitators and barriers to realising Corporate
Entrepreneurship within NHS Trusts

C)
Senior colleaeues
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Senior colleaeues
Subordinate colleaeues
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r
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9.7.1 Champions, senior staff and subordinates
The role of staff in the Trust: as champions, as supporters or as blockers to corporate
entrepreneurship were the most significant enhancer/ inhibitors found from within my data.
Many of the different stories of entrepreneurship that I have listened to, recorded and
analysed reveal the role of the champion (in many cases) as being critical to the progression
of the entrepreneurial activity and the successof the entrepreneur.

The Champion is usually a consultant, or sometimes a very senior non-clinical colleague
(such as a Director, Head of):
"About 18 months ago we approached the Cardiology Consultant
and asked if he would be happy for myself and my colleague who is
the sister in Coronary Care to undertake this procedure and have it
nurse led, he was very supportive, this passed it through the
management here and there was no opposition at all with this"
Senior nurse (SN7), Aberash

" Well in Aberash Trust the Head of Nursing was very very very
supportive but she said to me 'I don't care what you do if you can
support the nurses, if you can help them to identify their practice
and improve it, I'm happy.. and to a certain degree in this role my
current boss in Brynbeth is the same" Practitioner on Secondment
(SNS), Brynbeth

I was not expecting the dynamic of 'other' supporters and resistors/ blockers to be as I
found them to be. `Other' supporters tended to be either one or two senior colleagues
(sometimes consultants, often other sisters/ specialist nurses) with strong individual
power bases, or a group of lower graded nurses (such as D and E grades) who had a
strong power-base when grouped.
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"I went to speak to the sister within casualty, she was very very
supportive that there was a need to be a change.. " Senior Nurse
(SN10), Aberash

Similarly resistors were either one or two senior colleagues or a group of subordinate
colleagues:
"Another major constraint that we had was related to nursing staff
more than medical staff ..nurses were very keen to either hold onto
patients, they didn't want to send them home, through lack of
felt
knowledge
lack
they
education and
of
- the nursing staff- that
they wanted to have someform of ownership over the patients and so
would keep them in and look after them-and they also utilised
Brynbeth
Nurse
(SN2),
bed
blockers..
"
Senior
patients as
"I remember going on a huge study thing, and he was the sort of
guru if you like, he is an American Doloriert Macedo... that was his
books
know
he
is
has
he
is
the
you
therapist
all
written
and
name,
a
the first one, and identified this years ago..and at this study day, it
was a huge conference with hundreds of people there and he said
are you all therapists and most of them must have been nodding and
he said are there any nurses here, and I think two of us put our arms
but
I would
he
is
this
two
there
conference
at
up and
said well,
only
be careful all of you therapists or they are going to end up steeling
your jobs... ' Learning Disabilities Senior Nurse (SNI), Aberash

In this research, the `blockers' identified were always one senior colleague, and in both the
Aberash and Brynbeth cases the blockers had been working in the NHS for a long period of
time, often nearing their retirement.
"The Service Manager in Llandon was against it really, which has
been
have
I
down,
it
making progress and it
although
really slowed
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is getting there now but I definitely think that the Service Manager
wasn't on board..
[how did you overcome this barrier? ]
Well luckily he has retired within the last couple of months, but if he
hadn't done, things were moving, just very slowly and the top
Manager above these two would have to lean on this service
manager slightly.. " Mental Health (SNI ), Brynbeth

The only variance from this was in one case from Aberash, it seemed a patient had acted as
a form of champion and catalyst to an entrepreneurial activity

"I developed this patient self testing programme to give people the
had
had
had
than
who
recently
chap
young
a
choice more
anything..!
from
back
Manchester
he
had
just
after
come
a valve replacement...
having this new valve-and I thought he would be a prime candidate to
do this self testing so I thought that 1 am just going to touch on it-and
then he was really keen on the idea and before I had the chance to
develop any paperwork, education, protocols anything he bought a
having
do
it,
faced
I
to
the
of
which
problem
machine and was
with
was good for me because it pushed me on to developing.. " Nurse
Practitioner (SN6), Aberash

Figure 9.7 shows an adaptation of the Rogers' model (1962) of Adoption of Innovations
(which is first introduced in Chapter 2). It has been adapted to describe and present the
phases of support and resistance to corporate entrepreneurship within Aberash and
Brynbeth Trusts.
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Figure 9.7 Staff support & resistance adapted from Roger's (1962)
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time
The following
champions,

except from niy data guided me to revisiting
supporters

and resistors.

Roger's model in the context of

The Nurse Practitioner

(SN6)

from

Brynbeth

is

talking about three consultants that she worked with:
"We have got three consultants here, we have got one older one
who is very traditional

and very much the consultant's

role as it

has been for a very long time, we have got this innovative one that
has been in the Trust for 4 years -I think..
especially

with nurses fair

so he is bringing

play, he has supported

new,

the nurses an

awful lot, and then we have got a middle one who has been here a
few years but wuits for the innovative one to do a little bit to see if
.
it works and then joins in "

A Senior Nurse (SN2) from Brynbeth

suggests that resistance from sonne nurses may he

down to their lack of education and lack of knowledge (see previously section in his quote).
From my preliminary
may facilitate

research is seems that forms of learning, training and or education

the movement of staff from the Blockers/ resistors side of Rogers' chart to

the supportive side, as highlighted

by this Ward Manager from Brynbeth.
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"How am I going to deal with this person, how do you think I could
because she has been here for donkey's years and this problem

has

always been here and nobody has been able to win her. What we have
actually done with her is sent her on the RCN Leadership

course. To

start with it had an impact but she is reverting back to her stroppy self,
right initially

you try to give her a job, try to give her a leadership job

one that has worked, I have been on the internet and looked up conflict
management and used an awful lot of different
tried

strategies and I have

every model possible.. I have got the Management

Institute

involved as well, I have had them try and help, obviously going on a
HNC, what other can I do to get this lady on board type of thing-and
leaves..
"
have
to
to
the
that
until
she
wait
we
need
conclusion
we
come
Ward Manager (WM4), Brynbeth

It appears that learning is used to try to (re)-educate resistors and blockers in various ways,
be it through informal mentoring or learning-on-the job, through more formal training
packages such as Leadership modules or HNC's. The next quote shows how new nurses
who are further left (supportive) along Rogers' chart may start moving towards the right
(resistive), due to institutionalisation.

It also highlights that learning on-the-job can effect

entrepreneurship negatively (through learning bad practice) as well as positively (through
learning good practice).
"So your staff nurses are E grades, and your very junior
are D grades, so your D grades have been qualified
years, E grades qualified
implementing

staff nurses
a year, two

5 to 6 years, and so on, now I thought

this day case surgery that the sisters and junior

sisters

knowledge
because
be
their
that
their
experience
of
my allies
would
they would work with me on this.. Boy was I wrong! It was the sisters
and the junior

Fs, they were the restraining

factor

because they were so entrenched in their practice,
grades which were the newly qualified
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within

all this

whereas the D

staff they were the ones that

were so keen, so open, and so wanting to move it forward
kept saying

be beaten out of you'

'that'll

and we

that these poor junior

nursing staff will be taught not to do, not to think for themselves, and
I thought that was quite sad really.

I had couple of junior

staff

nurses who had qualified for 6 months, they were so onboard, they
could see what the patients wanted, they wanted to send the patients
home, they didn't have any hang-ups about responsibility

Its all very much to do with learning and having

patient discharge.
an open mind.

regarding

What I basically

did was I empowered these two

groups the Ds and the Es because generally you only have one Sister
and one Junior F and you'll

have 5/6 Es, and 5/6 Ds so the Ds and

Es are doing

of the work and the Fs Gs are the

the majority

supervisory capacity.
them to implement
information

So I utilised the Ds and Es basically and used
and empowered

saying this is what you're

them.

So gave them the

doing right - so we had to

work from the bottom up and show these guys at the top what we're
have found the
doing is OK and you staff are doing it right
.I
consultant surgeons supportive, the biggest problem again is that
our junior

staff would feel very afraid

people because of the hierarchy

to go and approach

these

system - its almost like being in the

Army. These are the key people you need to speak to really.

Yeah it

will be `beaten out' of them, so to speak, you're not allowed to think
for yourself'

Senior Manager (SN2), Brynbeth

Re-education seemsto be more effective with subordinates as my research shows that some
senior colleagues have not always been won over. In these cases the entrepreneur waits for
the senior colleague to leave or retire. These themes are still very emergent, but if further,
more focussed empirical analysis could be conducted, this could have some valuable
implications for the training and development of consultants, and nurses/ champions and
resistors/ blockers working within the Health Service.
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My data suggests that supporters and resistors are able to be supportive and resistant
because they have some form of power or influence which act as leverage in
entrepreneurial situations, be it that this leverage is directed towards supporting, resisting
or blocking the entrepreneurship.
"People sometimes do resist... I mean in a small way that happened
held opposition to it
in Caerem actually
there
who
were
people
...
...
I just work with the people that really, you know, that I sold it to and
that bought in really and thought `yes this is really a good idea' and
bit
infectious
its
time
the
a
as well
saw,
and
gradually over
others
when people are enthusiastic, I remember one girl who opposed to it
she saw this other girl say right I'm going to start it next Monday
and we arranged to go to a G.P. surgery and actually talk about this
is what we want to do are you on board, and when she came back
and she was all excited and talked about how the G.P. had been with
her, this other girl was like, `oh alright then which surgery shall I go
to? ' It was a bit like infectious.
[Were there any particular people that just ignored it? ]
Yes, probably

yes.

The two people

about, one was a woman...
them have been qualified
powerful,

influential

who you have made me think

and the other was Matthew...

both of

long
for
long
time, very enigmatic
a
nurses

people and neither

were terribly

educated or

the brightest but have a wealth of experience and respect from my
colleagues and quite a heavy amount of influence, they are vocal in
meetings and they are very quick in expressing their
are opinionated
younger,

people,

I was female..

I think they were challenged

opinions and
that I was

I think a bit of that was going on, even

though they say it doesn't.

[So did you manage to get them on board? ]
Yes, I think mostly it was that and at the beginning stage when I was
I
I
helped
I
and
wished
think
that
well
was
them
as
what
and
asking
blocked
I
but
Manager
do
Llyn
in
this
what
was
to
this
able
was
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doing. It was like a Delphi study it was just down with them and it
looked for themes and it was just asking them `What do you find
difficult about your job',

and I got them to explore it so I had a

couple of interviews with each of them right at the beginning so they
felt that they were being listened to I think, that's what won them
eventually, because they felt that this person that has come along
talking about change had actually listened to themfirst and recorded
what their opinions were and actually the changes that we bought in
reflected what they said with difficult or at least the themes I pulled
out you know not all there. I think that was quite, I felt that was key
in winning them over in the beginning" Senior Nurse, Mental Health
SNI, Brynbeth

My research did not set out to explore why NHS colleagues could/ would resist the
corporate entrepreneur and his or her activities. Some anecdotal evidence was suggested
by the corporate entrepreneurs themselves, through their lens, but no primary evidence was
collected from those actually resisting the changes and developments, for example:
"He likes it in theory but not in practice.. he cannot bring himself
to make that leap, into allowing us to do it in practice even though
he knows we are doing it with the other consultant and the other
consultant is supporting us in that..I think it is down to insecurity,
he doesn't trust - and I'm sure if it is just the nursing it may be he
does not want anyone to take the full responsibility because at the
end of the day he is ultimately responsible for the patient, because
I come under his name... " Nurse Practitioner (SN3), Brynbeth
The reasons underpinning resistance may vary from entrepreneurship to entrepreneurship,
from the different individuals, groups and roles involved, and more focussed research
exploring such dynamics would enrich our understanding of corporate entrepreneurship
within Health Care.
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9.7.2

Finance, HR, IT, Time and Training as facilitators and inhibitors

Reflecting back to Figure 9.6, the Force Field Analysis of facilitators and inhibitors of
corporate entrepreneurship, the remaining sources are:
"

Financial resources

"

Human Resources & Sickness

"

IT resources

"

Time

"

Training

These are separate,yet often inter-related.
Financial resources
I was expecting difficulties

in accessing financial resources to be a major barrier to

corporate entrepreneurship within the NHS. My preconceptions may have been shaped by
a number of factors including: media/ political sensationalisation and stories and hear-say
from family and friends.

However, my results paint a different picture with Trust

entrepreneurs from both Trusts citing that initial access to financial resources is a major
facilitator to starting corporate entrepreneurial activity. However, some of these corporate
entrepreneurs found accessing further funding to sustain their ventures much more
problematic.

"So when the Innovations in Care money came out I had a chunk of
that money to start as a Nurse Practitioner....
(later on in the interview)
[What about the things that have hindered or hampered you?]
Funding was a bit of an issue, you know after the 12 months came to
an end, I struggled a little bit because I had to prove to them really
that the job was worthwhile and even though I think they understood,
the numbers were there and everything, it was a case of where do we
get the money from really? " Nurse Practitioner (SN6), Brynbeth
Trust
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My research suggests that there is a perception that funding for initiating and sustaining
projects is more difficult for those areas that do not feature heavily on Political agendas,
most particularly in my research being Mental Health "It's just not sexy and it doesn't win
votes" (SP6, Brynbeth).

Human resources
Staff sickness was a strong inhibitor to corporate entrepreneurship in both Trusts. The
problem with sickness is that other staff have to fill the resource gap left by the absent
colleague.
"It has been a bit of hit and miss again depending on sickness and
that kind of thing, but the idea is... " Ward Manager (WMJ),
Aberash
This can take the entrepreneur away from entrepreneurship, can make an entrepreneurial
activity difficult to roll-out or can force a non-entrepreneur to lead an enforced innovation.
"One lady arrived by default, and there has been a problem
there..its been harder for her, because she's been the second in
due
here
her
is
the
to
at
moment
not
command, and
senior sister
sickness -the senior sister had liaised with her second in command,
but it was her initial prompting, so she's well in the spirit of taking
part, but I think in pure essence,the other ward sister is the one who
said `yes!"' Practitioner on Secondment (SN5), Brynbeth

Information

Technology

Within Brynbeth Trust IT was highlighted by a number of corporate entrepreneurs. Some
highlighted it as. a barrier and others as a facilitator to entrepreneurship, however, in
Aberash it was as issue that was not brought up. This could be down to the geographical
spread of the participants from each Trust: Aberash's being centred within the main acute
its
data
Trust.
My
being
Brynbeth's
through
out
suggests (see the
site and
more scattered
quote from a Senior Nurse (SNI) from Brynbeth below) that isolation may be a facilitator
to entrepreneurship (in terms of role) for Aberash Trust, and a barrier to entrepreneurship
(in terms of location) for Brynbeth.
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"The fact that Brynbeth is quite rural so it is like a drive you know
each are all about half an hour apart al least..! think the people in
those teamsfeel a bit isolated at times so wht we are doing is having
monthly meetings-and we are all e-mailing each other now.. " Senior
Nurse Mental Health (SN1), Brynbeth

Time
Not surprisingly lack of time was a barrier to corporate entrepreneurship within both
Trusts. In terms of time as a positive, facilitator to corporate entrepreneurship, both Trusts
provided some of the entrepreneurs with `protected' time, for learning and other selfdevelopmental activities.
"I have been doing a degree in Cardiff University, well they allow
us one day per week and I travel to Cardiff, and I am getting to the
end of it now, it is not as often as it was, they do a study day and
home study time and things like that.. " Surgical Assistant (SN2),
Aberash

Training
Training was also a theme explicitly identified by entrepreneurs as both a facilitator and
barrier to corporate entrepreneurship. The themes differed between Aberash and Brynbeth
Trusts: for Aberash the lack of access to training (barrier) was the dominant emergent
theme, whilst in Brynbeth access to training (facilitator) was the dominant theme (although
there were examples of others in each). There were examples that did not fit within these
themes see (SN2) above. In Aberash, a wide variety of reasons for this lack of access were
given, including:
"

Sickness cover.

"

Time to learn.

"

Availability of course within the area.

"

Shift work/ nature of role.

"

Financial cost of learning (to learner and to Trust).
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"Finance

is the biggest barrier,

you see for me if I could have a

dream come true I would say that every nurse... ten percent of her
working

time should be spent learning,

that would be where we

should be moving to... that. We should be saying to nurses, it's a
change in the role its is important,
learning,

we don't

invest enough in

there is no doubt, and what happens is that back to the

old issues of they are due to go on a course, it gets cancelled
because there is two off sick, sickness that is a barrier.

You know

you go on a course, you finish your course and you have to cover
the late-shift or the night-shift

because somebody has gone off sick.

Being creative, things like that can stifle creative people, you know
I would like to run all sorts of courses and do all sorts of things but
I have to prove

what I have learnt

job.. They like feedback
frustrations

and I think

is making
that

me do a better

one of the greatest

where there is this theory practice gap, is that I will go

off on a course and numbers of staff and not just me, you go on the
course, you all buzz and enthusiastic and you think when I go back
I am going to do that, and you walk straight into the shift and there
is two off sick and by the end of the week you thought, I started off
so wanting to do that and that to me is a big frustration...

" Senior

Nurse A&E (SN2), Aberash

The Senior Nurse above, highlights the tension between sickness, training, funding and
entrepreneurship. Her comments (and also the comments of others that I have used in this
section) also highlight how many of these facilitating and inhibiting factors are complex
and interrelated.

A number of other barriers to corporate entrepreneurship were found within the data, all of
them useful in developing an understanding of Trust specific and NHS-wide culture, for
example:
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"I might be wrong in saying it, but I think the other departments
unless they have used the library take the opinion 'oh, it's only the
library' and that is our main barrier" Librarian (Al), Aberash
Due to time and space limitations I am unable to explore these in any depth.

9.7.3

NHS Champions

A major finding of my research is the importance of the NHS Champion throughout an
entrepreneurial 'process' and for a corporate entrepreneur. Corporate Entrepreneurs from
both Trusts appeared to benefit from the NHS Champion in similar ways:
"A

champion is an inspirer

"A

champion is a talent spotter

"A

champion empowers

"A

champion is a mentor

"A

champion is a protector

"A

champion is powerful

The NHS Champions that have been described to me have all been senior members of staff,
often consultants, and sometimes 'Heads or or Senior Managers. They appear to be
successful at what they do as champions because of the formal and informal power-base
that they have. Descriptions and accounts from the corporate entrepreneurs and senior
participants from Aberash and Brynbeth have enabled me to build up a preliminary 'list' of
what champions do when they champion a Trust entrepreneur. In some cases an
entrepreneur will have two champions, each providing his or her own combination of
support to the entrepreneur. Sometimes these can overlap with the other champion's skillsset, however, there was no sign of conflict between champions. The list below is not
exhaustive and is just an initial attempt at outlining the characteristics of the NHS
champion.

"A

champion is an inspirer

In the interview data from both Aberash and Brynbeth entrepreneurs, the champion was
always a person who the entrepreneur admires and looks-up to. My results do not tell me
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whether someone could be a champion without being admired, but all of the entrepreneurs I
interviewed spoke with varying levels of adoration for their champion.
"OK if I start with Sally, she was the one that sort of to my mind she
was the one that gave us the initial push... She is very very dynamic,
she takes over a situation in a really good and positive way, if you
were in an arrest situation and she's there you can relax because you
know that she is going to take control... I was once in an arrest
Ward
Sally
down
Libra
lady
to
and
going
situation with a young
had
become
had
in
she
only
after
given
this
unwell
woman
walked and
birth and on this day she'd become unwell - acutely, and Sally
full
it
into
into
the
and
was
to
the
cubicle
of
room and
managed walk
doctor
have
if
Now
the
that
situation
and
you
normally
everybody.
have
the
would
got rid of
to
to
she
relative
wants
speak
patient or
have
been
Sally
in
just
could
go.
all
everybody and
would you please
that room on her own and she spoke so sensitively to the husband
how
his
we
were
going
and
we
where
wife,
about where we were with
be
felt
in
do
in
the
it,
to
that
privileged
to
you
such a way
were going
feel,
be
I
has
her,
to
this
able to not
amazing capacity
she
room with
feeling
develop
be
but
to
to
of safeness,
a
their
able
put people at
ease
I think that's what it is, I think she can develop a feel of safeness so
do
her
to
then
that
to
tell
things
says
ok
we
are
going
she
your able
this, and then she is able to work out what we are going to do she has
I
in
is
forwards,
it
think
woman
amazing
my
she
an
a plan and pushes
opinion. " Nurse Coronary Care (M), Aberash

"A

champion is a talent spotter

The champion as a talent spotter was a particularly strong theme for the enforced
identified
If
Trust.
Aberash
the
the
activity
was
entrepreneurial
entrepreneurship within
most suitable entrepreneur was matched to this.
"When I first came into this post, the actual post has been vacant
for about two years, although it has had a few temporary
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managers, but when I first arrived here I came with no knowledge
or experience of this specialism
almost to take this post"

and my manager persuaded

Ward Manager

Day Surgery

me

(WMJ),

Aberash
For empowered entrepreneurship the role of the champion appears to kick in at a later
stage, when the entrepreneur approaches the champion with an idea and the champion
empowers the entrepreneur, gives him or her the confidence/ self-belief to take the idea
forward. A point that was not addressedthrough my research which I think would be useful
to explore through further research is whether the empowered entrepreneur actively selects
their champion. A question that was triggered from reading this excerpt:
"It just made me think, I have got to work with people that want to
find
I
to
to
champions who want
need
want
work
and
change and
know,
I'm not
improve
you
things
to
whereas
changes and want
going to fight with him..... " Senior Nurse, Mental Health (SNI)
Brynbeth
It could be possible that entrepreneurs who hope to initiate empowered entrepreneurship
it
implications
is
for
then
If
the
raises
case,
this
their
possibility
actively seek
champion.
management and leadership training: how do we support these entrepreneurs to select
someone who will help them? What sort of qualities should an entrepreneur look for in a
champion?

"A

champion empowers

In both Trusts the champion seemed to support the entrepreneurs through helping to
increase their self-belief, self-efficacy and self-confidence. Low/ growing self-belief,
frequently
highlighted
by
many of the
attributes
efficacy and confidence were personal
entrepreneurs from both the Trusts.
"Well one of my senior managers, Geoff, has been absolutely
he
is
he
is
know
one of those
approachable
so
excellent, you
he
if
is
daftest
to
the
excellent
that
question
you can ask
people
..
you have got any issues that you are not quite sure of, or not sure
I
Geoff,
I
who
think
again
manager
my other
of something..........
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have mentioned, he inspires you through confidence as well and he
taught me very much to look at other resources, if you cannot do
something there is always another way of doing it, so I think you
know it is mentorship as well... " Community Psychiatric Nurse
(NI), Brynbeth

"A

champion is a mentor

The quote from the Community Psychiatric Nurse (as with many of the quotes that I have
used in this chapter) provide evidence of a number of themes. She identifies her champion
as a mentor. Similarly the Senior Nurse (SN5) below learned task-oriented skills with/
from her champion.
"We had to write the business case, we had to liaise with the
modernisation manager who acquired the funding for its
[Had you any previous experience in writing a business case?]
No I hadn't but the Head of Nursing and myself she took the lead
in writing the business case, but I think at the time it was a new
thing for her to do, so the two of us looked at the template that
we had to complete and she took the lead on it and I took part
and helped with it. " Senior Nurse on Secondment (SN5),
Brynbeth

"A

champion is a protector

This is an interesting attribute in that it conflicts with some traditional theory (such as
Pinchot 1985) which suggeststhat corporate entrepreneurs take risks. My findings suggest
that a Trust champion might shield the corporate entrepreneur from any adverse
consequences of risk-taking. So who is taking the risk? The Trust corporate entrepreneur
or the Trust champion? Do all Trust entrepreneurs take risk?
"We had some staff that were a little militant and things mid they were
sort of ruling the roost with the older sister and I wanted to put a stop
to that because the morale was very very low because things were
felt
I
have
few
initially
did
I
confident that Mr
and
a
problems
unfair...
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Williams would stand by me because he did say that he would, and the
Clinical Director, the guy that interviewed me said that they would
stand by me so when I tried to rearrange things I had their backing I
felt confident and this helped an awful lot" Ward Manager Care of the
Elderly (WM3), Brynbeth

"The Doctor was fantastic, because we had to have a medic if there
were any problems... because that's if a potential complication we
knew that the Doctor would have backed us all the way, so you could
sort of relax and we were able to discuss the patients with the Doctor
before we took the procedure, so that made it easier, and then there
were lots of little problems that we ironed out, such that patients
would just be referred from anywhere, so we said look wouldn't it be
better if all they all came through the Doctor so we did that. " Nurse
Coronary Care (Ni), Aberash

"A

champion has power (promoter, influencer and persuader)

Undoubtedly, the Trust champion has a strong power-base and may be well-positioned
operationally, strategically and politically within the Trust, because of this s/he will have
leverage to influence and persuade on behalf of the entrepreneur. This theme was strong
for both Trusts
"My immediate manager here was really supportive and he
made a big difference, because I didn't

have any sort of

operational power, if you like, I didn't have any authority to say
to people you have got to do this. All I came along with was
some good ideas and lots of enthusiasm and sort of an attitude to
the staff for saying I know how difficult it is, I have been working
with you, I have been doing the same job as you lets look at
doing it differently, but I didn't have any power to actually make
them do it... " Senior Nurse Mental Health (SN)), Brynbeth
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In their study on the champions of product innovations in US manufacturing firms, Howell
et at (2005) determined a list of fifteen `champion' behaviours. Their quantitative research
prescribed thirty supportive behaviours whose presence was tested for, and the list was
whittled down accordingly. Their findings are bound by the limitations within which the
study was set, and because of the methodology the research did not identify any emerging
themes. The behaviours that were verified as being present were:
"

Enthusiastically promotes the innovation's advantages.

"

Expresses strong conviction about the innovation.

"

Expresses confidence in what the innovation can do.

"

Shows optimism about the successof the innovation.

"

Points out reasons why the innovation will succeed.

"

Keeps pushing it enthusiastically.

"

Sticks with it.

"

Shows tenacity in overcoming obstacles.

"

Continues to be involved with the innovation until it is implemented.

"

Knocks down barriers to the innovation.

"

Does not give up when other say it cannot be done.

"

Persists in the face of adversity.

"

Gets problems into the hands of those who can solve them.

"

Gets the right people involved.

"

Gets key decision makers involved.

My first observation is that Howell et al's study is innovation-centric

rather than

entrepreneur-centric, in that they focus on the effect of the champion on the innovation
rather than the person doing the innovating. This observation may not be surprising given
that the study is set in a positivist paradigm. I think that my contribution adds value to our
understanding as it explores champion behaviours through the multifaceted lens of the very
different Trust corporate entrepreneurs of Aberash and Brynbeth. It does raise the question
though, is the champion the champion of the innovation (entrepreneurship) or innovator
(entrepreneur)? I would argue that the champion is championing a successful outcome
which requires both.
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9.7.4

Exceptions

Interestingly some of the corporate entrepreneurs that I interviewed (2 from Aberash and 5
from Brynbeth) did not describe to me a champion-like role that has supported them within
their entrepreneurial activities.
Aberash

Brynbeth

SN2 Senior Nurse A&E

WM1 Day Surgery

SN4 Senior Nurse Acute Pain

WM2 Trauma & Orthapedic
WM3 Care of the Elderly
AHPI Podiatry
AHP2 Physiotherapy

The next quote is taken from the start of an interview with one of the `champion-less' ward
managers listed above:
[So if you could first tell me a bit about what your job title is and
what your job entails? ]

I am Ward Sister and it is a busy 30 bedded ward, the main
priority is patient care and ensuring that we meet the patients
needs, I have to ensure that the ward is covered and that we can
manage and cope with the workload, and also managing staff
and make sure they are all kept happy with holidays and things
like this. But there is a lot of other things that come in from that
you know, on a day to day basis... its a quite stressful trying to
have
because
the managerial side and you're
you
split yourself
do
trying
to
thing,
are
so
you
the
of
sort
also one of
girls as well
two things and a lot of the time you feel that you are supporting
do,.
But
it
to
trying
sometimes
that's
the staff and
what you are
doesn't feel like there's anybody therefor you, do you know what
I have to protect the staff because they to tend to
I mean?
......
have lots of heavy dependent patients and not look at what we
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are trying to cope with and nobody bothers to come down and
see what we are doing you know"

Ward Manager (WM3),

Brynbeth

This quote suggests to me that this ward manager is feeling isolated and unsupported. It
was said right at the start of the interview.

On finding this quote, I searched the other

`champion-less' entrepreneurs to see if they had communicated anything to me that
suggested they could feel more supported through having support from a champion.
"there have been many times where there haven't actually been
arguments as such I have been in a lot of situations where I have had
pressure, why don't you just, you could just, you should just you know
and in the end I have sat there feeling absolutely withered and I
thought am I pigheaded enough to sit here and just say, you know in
front of a project board full of Trust level people, no I just don't agree
or not? And nine times out of ten I have just sort of taken a deep
breath and said no I don't agree, or whatever, and largely when I have
done that I have got what I want, but I would really say it takes its toll,
and I am getting to the point where I am sick of it actually, I an sick of
arguing" Ward Manager (WM1), Brynbeth
The Ward Manager here seemsexasperated and tired of arguing her case, a role that could
be supported through the political power of a senior champion.

Again, this evidence

suggests that NHS entrepreneurs could be supported further by champions, but would
require further exploration or piloting before any definitive statement could be made.

Reflecting back to my research questions, one of my aims was to explore the dynamics of
learning and change with respect to the NHS Trust entrepreneurs and corporate
learning
(see for
I
this
the
effectiveness
of
exploring
entrepreneurship activities. am not
in
Health
Care
learning
for
2000
his
Iphofen,
professional
of
effective
exploration
example
education).

Figure 9.8 (later) provides an overview

of education, learning and

intraprelearning of Aberash and Brynbeth Trust entrepreneurs. In this summary I have
provided details of the level of education, propensity for learning and change. I have also
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worked through the interview transcripts and captured descriptions of ways in which these
Trust corporate entrepreneurs have said or suggested that they learn (in general and for
corporate entrepreneurial activities). In general there is a high standard of education, with
many of the Trust entrepreneurs having a degree or masters degree. Most are active change
agents and learners, and like learning, although I have noted exceptions to this.

The Trust entrepreneurs seem to be very active in terms of their Continuous Professional
Development, even those who do not enjoy the learning process or do not feel that they are
`academic', as highlighted in the following two quotes from Brynbeth and Aberash.
"I don't consider that I am a very academic person, I've never
evenfinished a degree.. well no - I've just studied two modules at
degree level, but I have never been particularly academically
ambitious at all and academic achievement has never been
important to me actually in any way, or at any level actually.
[So do you think that you actually learn in other ways?]
Yes, I have done lots and lots of other training, I have done loads
in
lots
done
have
I
training
all way.
of
reading
and
of other
[So can you give me examples? ]

Over the years I have done loads of stuff, I have done my basic
training was not a diploma level because I trained before that but
based
during
that
there
and
evidence
research
a
very
was
even
basic for the training even though it wasn't the project 2000
training.

I have always been in A&E

in the A&E

speciality but

I have moved kind of, I was here for 4 years within that I went
did
A&E
Sheffield
the
to
and
over

course which was a6 months

I
been
have
I
I
think
and
think
motivated
very
always
secondment,
I have always been motivated to learn but not for the academic
look
I
learn
because
I
to
and
when
really,
wanted
achievements
back I did not realise but when I look back at myself as a 23 year
6
had
done
department
here
in
that
months
where nobody
a
old
had
for
4
anyway.. and
person
years and.. only one
secondment
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when I look at how I jumped and eventually spoke to the Director
of Nursing and you know 1 was determined to go and 1 had already
got the information and when I look back at that and compare that
to some other staff I have seen, I realised actually I was pretty self
motivated actually, although I did not think it then. I would say, 1
have benefited whenever I have done any kind of learning I have
benefited I always learn and I enjoy learning and 1 enjoy reading
and 1 enjoy learning in a classroom.

I am not very good at

studying at home at all, I would say, unless I have got some kind of
pressure, I will read at home and I have always have done but I
would not, you know if I have got an essay to get done then I will
do it. I mean I have every respect for learning and academia it's
just to me the academic qualification has not been the driving
influence at all, its always been I want to learn" Ward Manager
Day Surgery (WM1), Brynbeth

"OK So from the age of 16,1 did my 0' levels and I had no
enthusiasm at all I had no enthusiasm because I have an older
sister, very intelligent and she was 2 years above me so she had
done brilliantly in her 0' levels and I just knew that I was not
bothered.
be
I
her,
therefore
to
could
not
and
going
as well as
[my mum] suggested nursing and I went to Cardiff, I did
so
.....
my training in Cardiff (RGN). From that minute I started my
training I absolutely loved it, it was like this is what was made
for me, because it was not academic, nobody in my family is a
had
I
teachers,
they
no competition whatsoever,
so
are all
nurse
have
I
didn't
do
to try
I
the
easily
really
work really,
and could
being
having
I
the
and
contact
patient
and absolutely adored
`erence." Nurse Coronary Care (N2), Aberash
able to make a difference.
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Many of the corporate entrepreneurs were enthusiastic about change, learning and their
self-development:
"I do like teaching and I like learning so 1 am always involved in
courses" Senior Nurse Acute Pain (SN4), Aberash

"I think I have always liked learning- you know since I was a
student nurse, I have always felt that as a nurse you can extend
yourself more maybe. " Senior Nurse Cardiology (SN7), Aberash
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9.8 Trust Entrepreneurs

and self-confidence

Earlier in this chapter I reported that champions have supported many of the Trust
entrepreneurs through increasing their self-confidence.

Reflecting

on my own

research experiences, and in a different learning context, it is interesting to note how
supervisors can enhance the confidence of their students (Sambrook, Stewart &
Roberts 2005). Another theme that has emerged from this research is that learning
also acts to increase the confidence of the Trust entrepreneur and higher confidence
levels appear to encourage entrepreneurial activity.

This appears to be particularly relevant to the entrepreneurs that I interviewed, as
many describe themselves as having or having had low levels of self-confidence.

There is an establishedresearchliterature on self-confidence, self-esteemand selfefficacy.

It is generally accepted that self-efficacy and self-confidence are the same

terms, and therefore used interchangeably within the research literature.
`Another

term for self confidence or beliefs about one's
capability to perform a specific task is self-efficacy' (Maurer
2001,124)

`Self efficacy (the academician's term for self-confidence)..'
(Hollenbeck and Hall 2004,254)
However, most within

the field differentiate

between self-confidence

(or self-

efficacy) and self-esteem:
`Self-esteem is recognised as a trait that may have short-term
fluctuations but generally demonstrates long-term stability and
hence would not be greatly affected by mentoring. Self-efficacy
on the other hand, defined as one's judgements of `how well one
can execute courses of action required to deal with prospective
situations' is more malleable. According to the social cognitive
view, self-efficacy is not a static trait, it is dynamic, directly
changeable, and is linked to particular performance domains'
(Day and Allen 2004)

Because of such differences, I think that it is important to establish what the
communicator (the interviewee) is attempting to describerather than the label he or
sheuses,and this is the stancethat I have taken when exploring my data.
Bandura's (1977) contributions are well-known within the field and he defines selfefficacy as one's beliefs about one's capability to perform a specific task.
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Hollenbeck and Hall (2004) define self-confidenceas `our judgement of whether we
can do something' and from this make six statements:
1. Self confidence is a judgement, the result of thinking.

2. Self confidence is based upon perceptionsof both our capabilities and what
the task requires.
3. Self-confidence is task specific.
4. Self-confidence is something that can be changed.

5. Self-confidenceis not self-esteem,the latter a judgment of self-worth.
6. Self-confidencedevelopsin self reinforcing positive cycles.
Self-efficacy beliefs are usually determined and modified by four informational
sources (Van Vianen, 1999):
"

Performance attainment (personal accomplishments):
Based upon actual experiences, such as the Trust entrepreneur's

"

previous experiences and experiential learning.
"

Vicarious experiences (modelling/ observation):
Based upon watching others, learning through observation, role

"

models and Champions who inspire.
"

Verbal persuasion and Social persuasion:
Being encouraged by champions (motivators), observing good/ bad

"

practice, learning in the company of others enabling comparison.
"

Psychological states and reactions:
Based upon emotional arousal, about reflexive reactions of the mind/

"
body

when performing or in anticipation of performing.

Exploring Van Vianen's four constructsin terms of.
"

The informal learning and intraprelearningactivities identified by each of the
Trust entrepreneursin Figure 8.11.

"

The supportive behaviours of Trusts champions identified earlier on in this
chapter.

It is clear to seewhy a Trust entrepreneur'slevel of confidencecan increasethrough
entrepreneurialactivities.
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The presence of low-confidence in several of the Trust entrepreneurs is interesting
and conflicts with traditional corporate entrepreneurship theory (see Chapter 2).
Figure 9.8 provides details of my perceptions of the each participant level of
confidence,

based upon their

interview

transcripts

and their

in

confidence

communicating to me during the interview. There were entrepreneurs from both
Trusts that were confident, of increasing confidence and of low confidence.

9.9 Critical Learning Experience
Many of the Trust entrepreneurs were able to recall a significant learning experience
that they felt supported them in being entrepreneurial.
relevant as is possibly links

This is significant

and

learning with helping to unlock entrepreneurial

capability. Experiences described were often very different and dynamic although
some themes did emerge. When I asked the Trust entrepreneurs why they felt that
this experience had supported their entrepreneurialism, the entrepreneurs described
to me a change in their epistemological paradigm from which they viewed their
world. This change in paradigm opened them to an integrative, 'holistic' worldview,
multi-lens

perspective.

Kanter

(1983: 27-29)

makes an association

between

innovation and integrative approach to problems:
`I found that the entrepreneurial spirit producing innovation is
associated with a particular way of approaching problems that I
the willingness to move beyond received
call "integrative"
wisdom, to combine ideas from unconnected sources, to embrace
change as an opportunity to test limits. In the integrative mode
[people] aggregate sub problems into larger problem, so as to recreate a unity that provides more insight into the required action. '
Many of these learning experiences were different sometimes they were described as
being a powerful learning moment, for other entrepreneurs a series of smaller,
incremental events had led them towards this paradigm shift. Cope (2003) discusses

He
identifies
in
terms
that
entrepreneurship.
start-up
of
events
similar episodesor
there is growing recognition that these events have an important role to play in
entrepreneuriallearning.
`Entrepreneurshipand the growth processis essentiallynonlinear and discontinuous. It is a processthat is characterised
by significant and critical learning events. The ability of
entrepreneurs to maximise knowledge as a result of
experiencing these learning events will determine how
successfultheir firm eventually becomes.' Cope (2003:431)
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In the following excerpt, the consultant from Brynbeth introduces learning events
that have influenced his multi-view perspective and he rationalises how this helps in
his entrepreneurial problem-solving.
"I do tend to abstract a great deal and play with the size of the
pictures,

simply

because like

I say it gives me more

information about a system... I think virtually everybody in the
NHS does their best I'm aware that people, its not that they
have limited thinking but they often don't see the boundaries
they impose on themselves they are not aware of them and I
try very much to try and find

my boundaries and always

I
do
have
be
because
them
that
other areas
could
exceed
and
of my background that are not typical.

I have training in

hypnosis, I have got training in neuro-linguistic programming,
I have set up a couple of companies and I have also lived in a
few countries as well, I mean these are all alternative ways of
looking at life and I think because I have multiple de Bonolook
I
than
naturally
most
or
more
multiple caps can naturally
at many ways of seeing a particular

thing and obviously the

likely
look
the
more
you are to
at something
more ways you
find the use or see a solution in it.
[If a colleague approached you, and said I hear you're very
for
in
they
you
advice of
asked
and
role,
your
entrepreneurial
how they could be more entrepreneurial what sort of snap shot
advice would you give them ?I
OK I would say to them, the following I would like to ask you
but
I'm
I'm
that
to
to
not,
to
going
say
me
come
who are you
to ask who aren't you?
[Why would you say that to them?]
Because first of all its semi-hypnotic and it will throw them
into a little bit of a trance and they will get a sense of an
answer that through time they may start to understand
themselves and because it has come through them they are far
more likely to listen to it, so what I am actually telling them is,
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I think the biggest source of innovation comes from yourself
and the fact that its not what you understand about yourself its
what you don't understand about yourself

I am giving them a

metaphor that directly relates to the pattern... I think you have
got to understand that everything we see and everything that
we believe is only a single viewpoint"

Some Critical Learning Experiences emerged from experiential learning, such as
learning on the job and through observation. In the next quote the Senior Nurse from
Aberash talks about how her students provide her with different perspectives and
how a Common Core Course that she went on helped to `open up a lot of things':
"I love having students, you know, not everybody likes to
have students, I like them I think they challenge you, I think
they keep you on your toes, they see things that you don't see
sometimes, you know I have worked 36 years in [this
speciality] and it is nice that people come in with new eyes
and new ideas, and things that perhaps I don't think of -I
like to have students... when I came here after I have done
three years part time everybody had to go on this Common
Core Course so I thought well I will go on that then because
I hadn't done anything for a while and that opened up a lot
of things for me, ... and when I realised that you could go to
the library and you thought 'this is great you know' and that
was quite good..... "

As with many Trust entrepreneurs,Critical Learning Experiencesmay
be a blend of formal learning and experiential learning. The private
sectorhas also beena sourceof Critical Learning Experience:
"The Clinical leadership programme that I did 12 months
ago is run by the RCN which looks at roles, team building
observations and I'm actually still trying to go Virgin
Atlantic Airlines to see about their management structure
and B.A. E systems because I wanted to look at the
opposite, to see what is in the private sector... I found from
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doing the leadership programme
support from my fellow

I actually

got more

ward managers throughout the

Hospital, there was 14 of us and we actually get more
support from each other by having our action learning
days, where we got together, we don't whinge but we
discuss problems and we actually solve problems and give
job
Also
the
tips.
ways
of
getting
alternative
other
each
done, being politically

aware, that has been a big, what I

never thought about until I came into this role that you
really need to be politically

aware. You need to be aware

of what's out there nationally political as well but because
I think up until this role I was not really even though I had
been involved in national projects and particularly

even

more so now being a project Leader on this initiative.. it
has enabled me to look outside our box here to look
further, that's why I started looking a private industry for
Brynbeth
(WM2)
Manager
"
Ward
any answers.

There were clues that segmental working and working in isolation had caused a
degree of naivety in some participants
"I was privy to be in the Business Managers'

Office for

twelve months, and I was actually seeing how they work, I
but
I
them,
observing
you
wasn't
suppose really, although
couldn't help but notice.. I never knew that Business Managers
did that before, all I knew was that they provided money. I
didn't realised that they managed staff, that surprised me, I
thought it was manage money, so they managed staff at all
levels really. I empathise with them now, now that I have seen
its
in
the
twelve
throughout
months,
their
world...
what goes on
little
in
do
job...!
trapped
that
think
out
own
get
we
not an easy
1
little
department,
think
wards,
and
unit,
own
world, our
from
I
the
they
can
speak
are
sometimes with stresses as
But
I've
know.
seen outside the
you
managers point of view,
box really, in two ways, one as soon as I left that department
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really, I went and sat in the business managers office, then I
was opened up to other nurses on the surgical floor
nurse practitioners

of the

in fact I sit with secretaries as well, so I

see their side of things to. I have also got a colleague who is
in the same speciality but from over the border's a different
place really, different thinking... " Senior Nurse Practitioner
(SN3), Brynbeth

The same Senior Nurse (SN3) describes another moment later on in her interview,
she appears to be reflecting actively and trying to make sense of things that are
becoming apparent to her during the interview:
"I am going back to my conversion course again, that was
a big turning point for

me I think and

part of the

conversion course because I was based in the Castro unit
where I worked I had to actually go onto a ward for a
month, it was part of the conversion course because I had
to fill

in the patients care plans and things, and it was

actually when I went onto this ward that was linked closely
to our department that we always used to moan about them
and then I realised the things that we were whinging and
moaning about back in our own little box I could see why
they were happening on the other side and that's when it
opened up for me and I came back and said that we
shouldn't

complain

about

people

you

know

other

departments because this is my experience this is what I
found, and I would encourage everybody really to go
outside

their

department

and

go

somewhere

else,

especially within their own hospital but then obviously it is
bigger"

In terms of Critical Learning Experience some preliminary themes that have emerged
which can be broadly categorised into `formal' education, `informal'
work', `informal learning away from work':
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learning at

Formal Education
"

Degree/ Masters, in particular research modules

"

Nurse Conversion courses
"Well I started off initially

as an enrolled nurse, which not

many of people around know, but I started off as that. Very
quickly

became disillusioned

and dissatisfied

with

that

because I obviously had more to give and I could not become
promoted in that role, so sort to get a conversion course as it
was called, and eventually got on one after struggling, and
that was just the beginning of me developing then really, it just
opened my eyes. So I did the conversion course, having been
on an intensive care unit as an enrolled nurse and then very
quickly did the intensive care course. The intensive care
course was the thing that put all of the pieces of the jigsaw, I
learnt lots of little fragments as an enrolled nurse but I never
understood the whole theory behind everything and then
suddenly doing the intensive care course, I spent the time
fell
bits
into
"
Senior
because
`oh
those
place.
all
going
oh'
Nurse (SN4), Brynbeth

Informal Learning at Work
"

Teaching students

"

Attending conferences, multi-disciplinary

"

Working on the `nursing bank'

"

Working in other hospitals

meetings

Informal Learning away from Work
"

Working within the private sector

"

Involvement with entrepreneurship

"

Living in other countries

What struck me when I came to writing up my PhD narrative were the parallels
between the experience of the Trust entrepreneurs, their Critical Learning
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Experiences and my own Critical Moments of `doing' a research project. In Chapter
7I talk about how I have experienced Critical Learning Moments that provide me
with a new/ different perspective on the task in hand, and I describe the aftermath of
a powerful personal event that happened in the final phases of my PhD process. This
event was so powerful that the interpretative framework from which I viewed my
world did not make sense and no longer `fitted, and I had to muddle-through and

make a new senseof things and this, in turn, opened up a new set of lenses from
which I began to view my world. In a sense,the processof the Doctoral thesis is a
form of entrepreneurship:making a new and useful contribution to knowledge. Is
my recognition of a parallel between my experiences and those of Trust
entrepreneurs merely

coincidental

or are critical

moments/

critical

learning

experiences a necessary developmental experience that entrepreneurs (and doctoral
research students) have to muddle through?

With this focus on learning I would like to summarise Aberash and Brynbeth Trusts
in terms their propensity for Organisational Learning. Pedler, Burgoyne and Boydell
(1996) offer descriptions of the eleven characteristics of a Learning Company
(introduced in Chapter 3) from the perspective of the ideal learning company, which

are as follows:
Figure 9.9 Aberash and Brynbeth Trusts as Learning Companies

Pedler et al's 11
characterisitcs
1) Self-development
for
all
opportunities
(Resourcesand facilities for
self-development are made
available to all members,
especially those in front line
with usersor clients. People
are encouraged to take
responsibility for their own
learning and development.)

Aberash

Brynbeth

Self-development
opportunities available for
all.
Few signs of protectedtime,
and active CPD plans.
Learning opportunities for
managersbeing particularly
difficult due to tensions
createdby increased
administration from
directives such as EWTD.
Not accessible

Self-development
opportunities available for
all.
Protectedtime provided to
some staff, which is
honoured in practice.
Therapy Servicesprovides a
benchmarkfor other
divisions within the Trust to
aspire towards.

2) A learning approach to
strategy (Policy and strategy
formation are deliberately
structuredfor learning)
3) Participative policy making Yes, basedupon the standard
(Where
the practice for NHS Trusts.
of
all
organization's stakeholders
are able to contribute and
participate in policy making)
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Yes, aspirationstowards
becoming a learning
organisation
Yes, basedupon the standard
practice for NHS Trusts.

Trust has an intranet that is
used widely, and IT did not
emergeas a facilitator or
barrier to CE within Aberash,
Innovations within the library
improving accessto
information and knowledge.
5) Formative accounting and Annual Audits and other key
control (Systems budgeting, indicators all available within
reporting and accounting are the public domain
structured to assist learning
for all members about how
money work is in the
business)
6) Internal
exchange (All High degreeof customer
internal
and (patient)-centric work ethos
units
departments see themselves Quality Improvement project
as customers and suppliers supporting a movement
in a supply chain to the end towards integration.
user or client; contracting Culture of competition
with and learning from other creating levels of secrecythat
departmentsis normal.)
may hinder integrated
working and the sharing of
knowledge, information and
ideas
4)

7)

Informating
(Information
technology is used for
making information widely
available to all members of
staffmg to empower them to
act on their own initiative)

Reward Flexibility (Flexible
and
creative
rewards,
in
both
alternatives
monetary and non-monetary
rewards to
cater for
individuals
needs and
performance)
8) Enabling structures (Roles,
departments, organization
charts and even procedures
and processesthat are seen
as temporary structures that
can be changed to meet job,
innovation
user
or
requirements).
9) Boundary
workers
as
environmental
scanners
(Environmental scanning is
carried out by all people
who have contacts with
external users, customers,
suppliers, clients, business
partners and son on.
Processes are in place for
back
bringing
and
welcoming the information
into the company.

National pay structure
implementedAgenda for
Change

Strong support for staff for
the developmentof Clinical
Pathways. Aberash seemsto
be moving towards a
disseminateknowledge
acquired from CE. This is
moving towards a nationallyoriented competence.
Active in scanning,&
benchmarking locally,
nationally and internationally.
Conferenceattendanceis
often supported.
Competitive culture may
hamper the disseminationof
raw/ useful information
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Trust has an intranet that is
used widely, and IT emerged
as both a barrier and
facilitator to CE within
Brynbeth. Not all staff have
accessto computers.
Annual Audits and other key
indicators all available
within the public domain

High degreeof customer
(patient)-centric work ethos
Rotation pilots supporting
integrated working and
values
Quality & Safety
Improvement project
causing a movement towards
integrated working at both
operational and ward levels.
Culture of openness
facilitates information
sharing, knowledge and
ideas
National pay structure
implemented Agenda for
Change

Enabling network created
from the Quality and Safety
Initiative that the Trust is
involved with

Active in scanning,&
benchmarking locally,
nationally and
internationally.
Conferenceattendanceis
often supported.
People-orientedculture may
support the disseminationof
raw/ useful information

learning
10) Inter-company
(through joint ventures and
other learning alliances, the
organizational learns from
other companies and meets
them for mutual
with
exchange)
11) A learning climate (In the
learning
all
company
managers see their primary
task as facilitating company
members' experimentation
learning
from
and
through
experience,
questioning, feedback and
The company
support.
seeksto export this learning
climate to its context and
businesspartners)

Working alliances are in
progress,although there may
be elementsof competition
and suspicion within such
alliances

Working alliances are in
progress,someappearto be
built on open and safe
foundations

Managersprioritise their
tasksas meeting local and
national targets and providing
patients with better and safer
patient care.
Managersdo facilitate
members' learning from
experience,through
questioning, feedback and
support. Experimentation is
controlled through LREC
Head of Nursing (surgery) is
a charismatic leader/role
model and champions for
developing entrepreneurs. A
benchmark for the Trust

Managersprioritise their
tasks as meeting local and
national targetsand
providing patients with
better and safer patient care.
Managersdo facilitate
members' learning from
experience,through
questioning, feedbackand
support. Experimentation is
controlled through LREC
Director of Therapy has
createda 'Learning
Directorate' within the
Trust. A benchmarkthat
should be celebratedand
shared

Figure 9.9 does not provide us with a definitive statement as to whether Aberash and/
it
is
does
highlight
What
indeed
Learning
Organisations.
Brynbeth
some areas
or
are
be
Aberash's
in
both
Trusts:
may
not
culture
as conducive to
of particular weakness
learning and sharing as that of Brynbeth's, however, Brynbeth lacks extensive
computer and IT provision in its rural clinics although those that have managed to
receive support have found it of significant benefit for entrepreneurial activity.

It

learning
highlights
towards
that
a
organisation.
positively
are
contributing
also
areas
In terms of the most powerful

sign of organisational

learning, the Therapy

Directorate in Brynbeth was something that stood out. Its internal policies, ways of
working, staff development plans, rumour busting sessions, career progression, no
blame culture certainly meet the criteria set out by Pedler et al and I would argue that
this directorate is a form of Learning Company.

9.10

Intraprelearning

I have many examples of Trusts entrepreneurs making linkages between learning and
entrepreneurship:
"First of all you have to train quickly, not stop learning,
do
learning,
have
to
your nursing
you
cannot
on
carry
you
learning,
have
it,
to
then
that's
on
carry
you
course and
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you have to find an area that you are interested in, where
you can develop your career and become an expert in that
field, you have to concentrate on being innovative but its
all learning, all that you know has to be done by a
constant learning, keeping yourself up to speed and its not
just about nursing, its about the whys and the ways of
what's going on politically as well, its what's happening in
the

NHS... from

innovative

my

experience

have no desire

people

to learn"

who

aren't

Senior

Nurse

Cardiology (SN7), Aberash

9.10.1 Links to Intraprelearning
One of the final questions that I posed to the Trust entrepreneurs was `what advice
would you give to someone who wanted to be more entrepreneurial (creative
innovative, and taking guarded-risks) within your Trust? '

Some of the responses

were very insightful and emphasised the paradigm from within which the respondent
viewed their world.

Other answers were more specific and provided me with an

understanding of the `process', desired skills and characteristics:
"Well, I would ask then to do research first of all and
background work which I suppose is what I am doing now,
get information on what they want to do, is it happening
happening.
it
is
in
touch
where
people
with
elsewhere, get
From a management point of view if you are obviously
looking for

money towards developing something they

need to do their homework and a business case really on
So
is
it
is
it
they need the
needed.
why
and
necessary
why
background knowledge on the subject, is it happening
benchmark
in
touch
elsewhere,
with people
elsewhere, get
these and see what's happening out there, and then
become more specific you know be knowledgeable and
then actually sit down and discuss with management, you
They
level
here...
then
the
to
management
get
on
need
I.
T.
be
to
to
skills,
communication
communicate,
able
need
be
I
think and they need to
to
they
need
assertive
and
skills
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be knowledgeable about their subject" Senior Nurse
(SN3), Brynbeth

"1 think you need to identify if there is a need initially and
if that need is there and then if you feel strongly about it,
but you have to have your facts don't you, I think you have
to get everything you need to sort of back it up, I don't
know just go for it and keep on.

I think you just have to

keep plugging away don't you, even if it is a bit at a time
just keep plugging away don't give up on it, find some
people who are sympathetic with you, get other people on
board and things will move forward you know.

I mean I

have to go and see the nursing team in Devonshire
because the lady who initially let us know about it she has
been taken away to Birmingham and they are left without
anybody now in Devonshire Trust and they have asked me
if I would go along and just let them know how we run the
itI
looking
here,
I
they
think
at
so
suppose
service
so
are
I would just say that to them you know if you feel the need
is here and you see your patients that you are looking at
are suffering, then you just have to say this is the service
that we want and if they have got something now, they can
say well look there is a service that is working, it does
work, so why can't

we do it, and in a way they are

fortunate... we have got a pathway and guidelines so they
done
here,
is
the
take
that
already
we
work
and say
can
don't even have to reinvent it, it is all here and if that was
just
just
be,
know
I
we
need time we
saying
you
me would
need to be doing this. " Senior Nurse, Learning Disabilities
(SNI), Brynbeth
The `advice' given to me echoed much of the my other findings from my data,
inlcuding:

Characteristics such as determination, communication, self-belief, the

value of sponsors and supporters, ways and tools for intraprelearning including
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reading, scanning, role models, teamwork, conferences, benchmarking, instilling
self-confidence.

9.10.2 Model of Intraprelearning
In this final section, I work towards producing an empirical Intrapreleaining model,
based upon the two Inside-Outside theoretical models, proposed in Chapter 5 and
which were 'tweaked' (as a single model) to illustrate the public Health Care context
in Chapter 6. In an attempt to inform, analyse and make-sense of an empiricallybased model of intraprelearning I have revisited some of the models and frameworks
that have been introduced during the course of the literature reviews and started to

`play around with them' in terms of my empirical data. Which ones best fit my
results?Which ones can be adaptedto illustrate my findings? What should a model
of intraprelearninginclude?
Figure 9.8 highlights

modes of formal and informal

learning of the corporate

entrepreneurs. In terms of formal education, conversion courses, degrees, diplomas,
informal
highly.
In
learning,
feature
terms
the
of
more
masters and specialist courses
on-the-job

(experiential

doing),
by
learning
and

observation, mentoring

(role

models), previous (good and bad) experiences/ reflection and teamwork are all
is
it
helpful
However,
described
to relate these to other
that
to
modes
me.
were
models introduced in the literature review.

9.10.3 Huber's processual model
These modes of formal and informal intraprelearning have been mapped onto Figure
9.10. Reflecting back to Chapter 3 this chart was an attempt by Huber (1991) to map
learning.
My research
`order'
the
organisational
of
processes
constructs and
out and
is
learning
(individual,
highlights
team
that
and
organisational)
not the neat,
clearly
linear and ordered process that could be inferred by Huber's rather geometrical
looking

chart.

People are not neat and linear and neither is learning nor

intraprelearning
have
I
the
themes that
stronger
some
of
mapped
entrepreneurship.
in
is
I
have
The
9.10.
Figure
that
both
Trusts
from
model
restrictive
not
onto
emerge
been able to differentiate between Trust level intraprelearning, team intraprelearning
limitations
because
intraprelearning
individual
level
the
of the model itself.
of
and
Used as a skeleton framework, it provides one way of viewing some of the key
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themes and illustrates where they fit in terms of the organisational learning
`processes.

Figure 9.10 NHS Intraprelearning adapted from Huber (1991: 90) using empirical evidence
collected from Aberash and Brynbeth Trusts
Constructs and Processes

Knowledge
Acquisition

Subconstructs and Subprocesses

Subconstructs and Subprocesses

Previous experiences/
education/ Insight (of
individuals/ groups

Pilots/ Parallel systems

and Trust)

Formal organisational appraisals

Experiential Learning
Learning through

Observation/ Mentoring/
Role models
Information
Distribution
(Internet, email, reports,
team meetings,
posters,
conferences

Accidental learning/ Learning on the job

Quality/SafetyInitiatives

Benchmarking/ Head-Hunting/ Trusts in England
Reading (journals/newspapers)Attending conferences
Networks
Scanning
Searchingand noticing
Focusedsearch
Clinical Pathways/
Learning Frameworks

Information
Interpretation

Information Overload
Unlearning

Organizational
Memory

-

Producingjournal articles, policy papers,
clinical pathwaysand white papers

I have used Huber's definitions of each construct loosely and focused more on
illustrating my findings rather than fitting in within his definition of a criterion.
Huber's framework is useful, and I think that it will be particularly useful when
reporting back my findings to each of the Trusts, based upon their individual, Trust
I
Intraprelearning,
As
am not able to build into
model
of
specific results.
a complete
it the role of the champion, the types of Trust entrepreneurship or the dynamics of
empowered versus enforced entrepreneurship.

9.10.4

The 41 Framework

Another framework from the Organisational Learning literature is the 41 Framework
that I introduced in Chapter 3.

I recall being particularly

`impressed' with the

completeness of this model when I discovered it, as it included the classic three
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organisational levels. It also named the stages of learning at these levels and used
social labels that seemed to translate well into the entrepreneurship field. Given this.
I thought that the 41 Framework may provide a useful way of presenting the key
themes from my empirical data. I have presented a view which shows those results
shared by both Aberash and Brynbeth Trusts, rather than two separate models
showing the details within each.

Intraprelearning

Figure 9.1 1

. Previous Learning
"CriticalLearning
Experiences =

Intergrated
Perspective

latent

ividual

Fm o

trod Entreoreneurshin

Jpo1Lex

Scanning

Reading
Conferences
Meetings

Intuitirý_

Inteip etin g

Group

Orgarazatioml

Group

Individual

"lInspires

41 Framework

Expenential learning
Learning on-the-job
Vicanousleanung
Team learning

E;
"Mentor
"Power

Care Pathways
" 'rotector
" Power

Organizational

I11tek,
rdtirL;

Instutuhonahzu)g

Frameworks
Benchmarks
Best Practice
Journals
Conferences
Awards

Figure 9.11 has provided a more inclusive means of summarising some of my
been
I
have
blue)
Framework
(in
41
to
findings.
Using
able
show
the
some
empirical
data
has
(although
behaviours
my
not specifically
the
the
champion
of
of
supportive
I
have,
levels
have
be
different
this
behaviours
to
the
as
would
these
against
placed
explored in further depth).

I have been able to list some of the modes of'

intraprelearning (as listed in Figure 9.8) and have recognised the importance of
Critical

Learning Experience(s) (yellow)

integrative world-view.

in proving

the entrepreneur with the

I have also managed to capture the enforced and empowered

is
There
for
(crapped
this
potential
arrows).
entrepreneurship
onto
of
orientations
included
harriers
have
facilitators
findings
further
I
illustrate
and
to
and
could
model
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at the different levels, and personal characteristics however I thought that this would
have made the diagram busy and I preferred not to. This overview will be useful tool
for

describing

how

the

Champion

can help

Organisational

Learning

Intraprelearning move from the intuiting stage to the institutionalising

and

stage. This

could be used when feeding back the results to Trusts.

9.10.5 The Inside-Outside

model of Intraprelearning

The Inside-Outside set of models were the `working' conceptual models that
underpinnedthis PhD research. The theoretical models were a set of two, whilst the
working contextual model was reduced to a single model, becausea single model
was sufficient to demonstratethe contextual difference between the public and the
private sector. Based upon the findings of my research I am now able to present this
model as one model, because of the way in which the key themes have emerged,
most notably that enforced and empowered entrepreneurship are not separate and
enforced may actually drive empowered entrepreneurship, thus they are represented
by an interconnected spiral in the middle rather than two separate constructs.

The reality of the original working model was that it was not able to effectively
accommodate the key emerging themes using its former constructs. Subsequently, I
have made changes to the model, these changes have been driven by my empirical
in
illustrated
Figure 9.12, drawing
have
I
as
constructed a new model,
results and
MIS
Trusts.
Brynbeth
both
Aberash
from
themes
the
and
upon
stronger

The difficulty that I had with the `working' model was that it differentiated between
sub-processes within learning and entrepreneurship in terms of the organisational
hierarchy (organisational, group, and individual).

This perspective was useful in

did
but
literature,
not accommodate
the
terms of presenting an overview of
research
interrelated
distinct
two
Trust
yet
as
emerged
entrepreneurship
my empirical results.
levels
from
has
the
[6]
operational
of the
emerged
which
processes, empowered
Trust and enforced [5] which is driven from the strategic level.

In Figure 9.12, the pathway for enforced entrepreneurshipis denoted by the black
line, whilst empoweredentrepreneurshipis denotedby the grey line. The solid lines
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denote the paths that emerged from powerful

themes from my data, the hroken lines

denote weaker themes.

Figure 9.12 Inside-Outside

Model of Intraprelearning

0
IRATF. (, I(
11 ARNIN(,

00

14
S ti11tZ ýd1C
Political

CIIampio

Econonur
to culnu.

Champion

il

c li, inard

,/

Teclmolom

tRrduced)
Rr111oot rd )

ll)

F\}()x(

C

EE
Doll

Strategic

Id

WAG
ýý,

Champio

-'

(drivers)

gal P t)

)"I}

ýha11

Opel.
(1191

iopiu n

eis)

6

--J

...
C hamPiou

(C& C'

2
OPEK-ki
ß. a1
LE. 1R\ZYG
(Ext Int)

Learning
learning

at both the strategic
in environments

external

are shown in 131. External
From

technological.

Union,

(Department
Assembly

such

and Brynheth's

experiences.

legislation

and policies

as

European

Working

(SaFFs)

entrepreneurship

such as the Fundamentals
target).

from

Time

socio-cultural

care. Achievement

of targets and improving

of change.

347

and

such environmental
the

European

Directive),

tIK

level
level

level (Welsh

of Care, and Service and Financial

13y far the [)lost emotive

and change is the improvement

or

External drivers of change

economical.

new

or inf(frnial)

of Health, such as Agenda for Change) and Wales-wide

Government,

Frameworks

to the Trust (and can be formal

drivers can be Political,

Aherash
by

are driven

(European

level 121 can cx'cur fromm

and operational

the Trust (and can he formal or infornmal).

internal within

changes

level III

internal

driver

141 for

in the quality and safety oI" patient

ways of working

were also key drivers

9.10.6 Enforced entrepreneurship
To explain the model, I will begin with assuming an external trigger in the external
Trust environment [3]. There are a complexity of external triggers driving change in
both Aberash and Brynbeth Trusts.

There are two routes that information about

drivers of change can take to enter the Trusts domain of knowledge, the strategic
route [1] or the operational route [2]. Learning occurs through similar mechanisms
literature
(white papers, journal
levels:
Trust
these
reading
conferences,
at each of
articles, newspaper articles, internet websites) networks, meetings and courses can all
level
data,
learning (2)
From
knowledge.
Trusts
organisational
my
provide
with new
tends to be single-loop learning,
"I think that I have learned perseverance, and there was a
had
felt
I
the
completely gone and
that
that
momentum
point
here
doing
I
I
know,
I
don't
anymore,
am
what
, oh
had just lost the plot, and 1 think you need to do at that point
I just felt

is go back to why you were doing it in the first place.
Because quite often I was thinking, God, is this my vision is
it my dream to get this done or is it actually somebody else's
that I am following

through"

Ward Manager,

Theatres

(WM2), Aberash
Although I have found a few examples of double-loop learning
"There was registration, and what we were finding was with
the circulation database that I had done was that we weren't
didn't
it
details],
[reader's
tracking
automatically
actually
bring up readers details you know, like when you used to join
bar
library
library
and
a
code and all
card
you are given a
a
bar
in
do
is
has
librarian
the
type
code and the person's
to
the
details come up, well we weren't doing that we were just
taking the persons name in so it needed updating. So what we
did we made this registration database and we changed the
keeping
before
because
form
was the
were
we
all
registration
doctors' names, these were systems that had been in place for
before
had
know
started
we
years and years and years you
here, and all that had been tracked of the doctors was their
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hard
it
to.. you
the
that
they
so
was
were on,
name and
ward
would get an overdue book from a doctor and they'd left a few
years ago.. or they'd had moved wards, so it was hard to track
them down, so we made a new registration form and that form
became the basis of the database so we started to take their
home address and stuff like that but following data protection
laws and all of the rest of it" Librarian (M), Aberash

Individual/ team learning is derived from a mixture of tacit and explicit knowledge
(Nonaka, 1991).

Once made awareof new information, the Trust will undertakefurther learning to try
learning
be
formal
informal
driver,
find
`solution'
this
to
the
can
or
change
and
a
learning, but it is normally externally oriented. This further learning is similar at
both strategic and operational levels and includes: benchmarking, reading (about
pilots, projects). Once a strategic solution has been found, a champion [b] will
identify a talentedentrepreneurto lead that entrepreneurship[5] and empowerhim or
her through instilling confidence, and assuring their protection from risk-taking,
blame and failure. The Trust entrepreneurwill have characteristicssuch as:
"

Determination.

"

Likes Change.

"

Values Learning.

"

Low or improving confidence.

"

Able to communicate at all levels.

"

Active reflector.

"

Enthusiastic.

"

Promoter.

"

Intuitive.

The entrepreneurship is in effect enforced, although some empowered [6]
be
inspiring
The
in
this.
to
to
will
champion
entrepreneurshipmay emerge parallel
the entrepreneur,provide mentorship and support entrepreneurshipsuccessthrough
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his/ her power relationships [c].

The entrepreneurship will result in one or a

combination of the following:
"

Change in who performs a clinical task.

"

Change in (an aspect of) the culture.

"

Change in staff working structure.

"

Improvement of administrative process.

"

Development of a new post.

"

Developmentof a new unit.

"

Development of a new procedure

The entrepreneur will have a certain world perspective brought about by one or a
series of Critical Learning Experiences.

This world view has given them a holistic

view, making them holistic in their approach to seeking solutions to problems.

From the empirical data collected from Aberash and Brynbeth Trusts, entrepreneurial
activities begin with internal changes, which are in many cases documented and
formalised using Care Pathways, and through internal documentation. Such tools for
back
learning
into
Trust
learning
the external
project
can
capturing organisational
domain [3] and affect Wales-wide or UK wide policy and practice.

9.10.7 Empowered entrepreneurship
In terms of empowered

entrepreneurship, the pathway is slightly

different.

Typically, a Trust member will experience a learning event (possibly at a conference,
during a meeting, from reading a journal article or from a break-out session on an
MSc) which provides them with an opportunity

for improving

patient care or

meeting a Trust target. The entrepreneur will have those characteristics as that I have
described above. The entrepreneur will achieve support from a champion.

This

The
inspiring
be
the
to
champion will empower the
entrepreneur.
champion will
him
[f]
her
[e]
through
and
provide
or
with
mentorship
support
entrepreneur
legitimate Trust power [d], and support the entrepreneur in driving the change
forward.

The entrepreneurship will

result in one or a combination

entrepreneurial 'types' listed previously.
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of the

The model of intraprelearning above is very useful in that it provides an overview of
empirical data that is based on successful entrepreneurships within both Aberash and
Brynbeth Trusts. Furthermore is provides an overview of the `sub-processes' of both
empowered an enforced entrepreneurship, many of which are done implicitly during
the course of entrepreneurship. There is also some useful detail within the model
that has been guided by the empirical

concerning

the characteristics of the

entrepreneur and the supportive behaviours of the champion.

9.11

Conclusion

In this chapter I aim to address the research questions that were introduced in
Chapter 7 and explore the working model of intraprelearning along with other
models in the researchliterature. The results are taken from the themes that have
emerged primarily from the thematic analysis of my interview transcripts and
observationsmadeduring the interview events.
I have presented these results in a variety of ways, using Tables, forms of Venn
Diagrams and Force Field Analyses. I start making sense of and exploring the results
by reflecting back and drawing upon, models from the existing research literature:
Pinchot's (1985) table, Roger's (1969) adoption curve, Pedler et al's (1996)
Characteristics of the Learning Company, my working

model of Inside-Outside

Intraprelearning (Figure 9.12). I also explore other models in terms of an alternative
lens and a means of helping me explore my results further Huber's (1986) processual
model and the 41 Framework (Crossan et al, 1999).

I start building
similarities.

up a picture of the two Trusts, highlighting

differences and

Emergent issues are discussed and I draw from new literature that was

not included or not deemed as significant

in the initial

literature review: the

differences between enforced and empowered entrepreneurship, the problem of low
'tall-poppies'
in
Trust
the
talent
spotting
and the
entrepreneurs,
self-confidence
importance of the Trust champion.

I complete the chapter with an empirical

Intraprelearning,
Inside-Outside
which summarises those
the
model
of
adaptation of

themesgeneralto both Trusts.

351

An explicit

awareness of the intricacies of effective empowered and enforced

entrepreneurship within the two cases, and the significant interrelated role of learning
throughout the entrepreneurship process provides academics (with an agenda for
further research) findings of which can affect practice.

Thus developing and

improving the entrepreneurial capabilities of human' resources.

Through making explicit characteristics and behaviours it can be used as a platform
from which to develop learning and development strategies for entrepreneurs and
champions

within

NHS

Trusts, public

sector organisations

and it also has

implications for the private sector. Having presented my analysis of the empirical
data and integrated these with key findings from my review of the extant literature, I
have finally provided a working model of CE within the NHS, which makes an
important and original contribution to knowledge. In the next and final chapter, I
limitations
discuss
the
of this research
offer my conclusions and recommendations,
and propose areas for further research.
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Chapter 10- Conclusions, Limitations

Contributions
and

to Theory,

Practice and Policy
10.1

Introduction

This final chapter completes my PhD journey.

In this chapter, I attempt to draw all

of my theoretical and empirical findings together and explore the implications in
terms of:
"

The advancement this contributes to theory within the fields of corporate
entrepreneurship, organisational learning and organisational change.

"

The new insight this reveals into the complex, dynamic and inter-dependant
relationships

between the sub-processes of corporate entrepreneurship,

organisational learning and change.
"

The more detailed picture this contributes to of the Trust entrepreneur and
how HRM, HRD and Modernisation policy and practice can better support
the realisation of entrepreneurial potential.

"

The development of understanding into some of the organisational facilitators
how
Trusts
in
NHS
inhibitors
intraprelearning
we can utilise this
and
and
of
new insight to effectively improve practice.

"

The insight this provides in terms of HRD, HRM and in terms of the
Development
Leadership
training
Management
and
within
and
provision of
FE institutions.

Wales has a Welsh Assembly Government and in the UK a Department of Health.
Within the region, there are a large number of public sector organisations, a handful
of large, well-established

manufacturing

firms and many micro-to-small

sized

in
Development
Training
has
The
providers
and
of
a number
organisations.
region
various forms and guises, including

sole-trader consultants, and FE and HE

institutions. What implications does my research have for each of these? What about
the entrepreneurs within these organisations and their champions and supporters?
How is this research useful for them? How does it actually contribute to the
development of theory? How does it inform and support intraprelearning practice/ in
practice? How does it guide strategic policy?
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Reflecting back, I found this chapter the toughest to write because I had to apply my
findings and think about the theoretical and practical relevance and applications of
my study. So this chapter is my attempt to capture the significance, usefulness and
originality of this research and relay it in terms of its benefits to the region and its
generalisability to the Wales/ UK context.

10.2

Conclusions of the Research

The following section presents the conclusions to my research. Wherever possible I
will summarise my conclusions in terms of the two separate cases of Aberash and
Brynbeth Trusts. This research project set out to explore intraprelearning within two
Welsh NHS Trusts. Intraprelearning was a term that was used as a short hand for the
possible

inter/intra

relationships

between

the three processes of

Corporate

Entrepreneurship, Organisational Learning and Organisational Change. The research
has progressed from unpicking and organising three substantial literatures to the
proposal of a set of theoretical Inside-Outside Models of Intraprelearning.

From

these two models a third adaptation was proposed that accounted for the public sector
context of the Health Service and its affect on the Internal and External change
constructs of the model. From these models 11 research questions were developed,
and the qualitative research that was conducted in Aberash and Brynbeth Trusts set
to address these questions to develop an understanding of them in terms on their own
Trust contexts.

10.2.1 Who are the corporate entrepreneurs within the Trusts?
The purposive sampling led me to a wide range of different corporate entrepreneurs
within both Aberash and Brynbeth Trusts as shown in Figure 9.1.
In Aberash Trust, the majority of entrepreneurs were based in the main acute site.
Only one participant was non-nurse (an administrator). Nurse entrepreneurs included
Nurse Specialists, Nurse/ Ward Managers and Nurse Assistants.

In Brynbeth, entrepreneurswere distributed more in the community hospitals as well
(two
Allied-Health
There
three
entrepreneurs
the
non-nurse
were
as
main acute site.
Professionalsand a Medical Consultant) and those that were nurseswere Specialist,
Ward Managers and Community/ Mental Health nurses.
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The Trust entrepreneurs are individuals who are (Figure 9.4) determined, who like
change, who value learning, who have an improving sense of confidence, who are
able to communicate at all levels and who are self and entrepreneurship promoting.
In Aberash weaker themes include: adrenaline junkie, enjoys challenges, fear of
failure,
hates
included:
bad loser,
In
Brynbeth
themes
unknown and shrewd.
weaker
non-conformist and tenacious.
risk-takers, motivated.

Other weaker shared themes included: passionate,

The entrepreneurs describe themselves differently

to the

strategic participants, who were asked to direct me to creative, innovative and
guarded risk-takers.

The research literature

little
contains

empirical

evidence

(1985)
Pinchot's
theoretical
the
the
concerning
attributes of
corporate entrepreneur.
assumptions do not translate rigorously within the Trust contexts of Aberash and

Brynbeth.

10.2.2 How are they entrepreneurs?
My research revealed five different types of corporate entrepreneurship within
Aberash Trust and seven different
Brynbeth.

types of corporate entrepreneurship within

The five types in Aberash were also present in Brynbeth. The different

types can be described in terms of' changes''improvements' and 'developments'.
"

Changes in who performs a clinical task

"

Changes in an aspect of the culture

"

Change in staff working structure

"

Improvement in administrative processes

"

Development of a new post

"

Development of a new unit (Brynbeth only)

"

Developmentof a new procedure(Brynbeth only)

During the initial

literature review of corporate entrepreneurship, a number of

different typologies of corporate entrepreneurship were described and compared.
Each of the models partially describes some of the entrepreneurship emerging from
Aberash and Brynbeth, but none offer an all encompassing model. Scholhammer's
Brynbeth's
describes
Aberash
(1982),
administrative and
and
classification system
imitative entrepreneurships, whilst Covin's (1999) typology accounts fully for the
into
fitted
be
the
however
one type,
can
most
types
as
of entrepreneurship,
various
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the defining

features of

the Trusts'

entrepreneurships

(change/improvement/

development) and constructs (tasks/ structure/ unit/ procedure/ culture) are somehow
lost.

In both cases of Aberash and Brynbeth Trusts, there appeared to be more internally
oriented entrepreneurship (i. e. those associated with internal processes, roles, culture)
rather than outward looking/ externally oriented entrepreneurship (those associated
with the patient or new product development).

10.2.3 Why are they entrepreneurs?
The introductory research literature suggests that corporate entrepreneurs are driven
by: wanting freedom and access to corporate resources, and to please self, customers
has
Trust
This
2.5).
that
Figure
1985,
(Pinchot,
shown
research
and sponsors
see
be
level
best
to
the
of
care
and
want
to
with
entrepreneurs want
provide patients
respected by the hierarchy (see Figure 9.5). They achieve managerial satisfaction
from pleasing patients, achieving targets and pleasing themselves.

The entrepreneurial activities of the Trust entrepreneurs can be described in terms of9

Internall external orientation

"

Strategic/ operational emergence

"

Individual/ team or organisational involvement

The strategic/ operational emergence is driven by what Burgelman (1983) refers to in
the Corporate Entrepreneurship literature as Strategic induced behaviour and
Autonomous induced behaviour.

During the course of my research I came across

Health
Care
literature,
innovation
the
within
enforced and empowered strategies of
thus linking to Burgelman's (1983) strategic induced and autonomous approaches.
My research highlighted that some entrepreneurs (most notably those within Aberash
Trust, in the cases of these two Trusts) can be identified by champions, which tends
to drive enforced entrepreneurship. More empowered entrepreneurship, appeared to
by
from
driven
be
the
to
entrepreneur/
or
Trust
tends
from
Brynbeth
this
and
emerge
in
the
Burgelman's
public sector
level.
A
model
the operational
with
problem
legislation
'external'
dominant
it
be
as a
of
the
presence
that neglects
context would
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driver of induced strategic behaviour, something the enforced/empoweredmodel
accountsfor.
10.2.4 Who has supported and/or hindered them?
This research provided some strong themes in terms of those that supported and
those that hamper entrepreneurship within Aberash and Brynbeth Trusts. The critical
role of the 'middle-to-senior manager' as champion is supported (see Figure 5.2)
within the interviews of many of the participants. Some significant themes emerged
from the interviews in terms of the types of supportive role that these champions
provided to Trust entrepreneurs. The champion is: an inspirer, a talent spotter,
someone who empowers, a mentor, a protector and someone who is powerful. Most
significantly, the champions take on the responsibility for and consequences of risk
and failure within NHS entrepreneurship. All the champions described to me were
senior members of staff, and often consultants.

Reflecting back to the literature on Corporate Entrepreneurship, champions have
been identified as supporting through: reassuring investors, defending

business

proposals, ensuring appropriate incentives are available, and fighting internal issues
(Jones-Evans, 2000). Quinn (1985) also identifies the valuable contribution made by
champions in linking top management communications with lower-level employees.
The private sector context of the existing literature makes them less transferable to
the public sector context, although Jones-Evans' fighting internal issues links to the
protector/ power themes that have emerged from Aberash and Brynbeth Trusts.
Quinn's idea that champions act as a communications link also fits with the findings
that Trust Champions talent spot and drive enforced entrepreneurship. Quinn (1985)
and Kanter (1983) highlight the importance for champions in informally encouraging
unofficial innovation, again this ties in with my finding that Champions encourage
through building increased self-confidence and mentoring. In Figure 5.2 I note the
similarities between the 'change agent' the 'mentor' and the 'champion'. Champions
from both Aberash and Brynbeth Trusts are active mentors, something which is not
reported in the Corporate Entrepreneurship literature.

The literature on Corporate Entrepreneurship does not explore the human barriers to
entrepreneurship within the private sector, although contributions
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from Rogers

(1968) do position individuals in terms of their rate of adoption of innovations.
Those who are laggards could potentially be resistors found in organisations. My
research

revealed

some distinct

groups

who

hindered/

blocked

corporate

entrepreneurship in both Aberash and Brynbeth Trusts. The results were concerned
with legitimate power. Consultants and senior nurses were a powerful and significant
source of resistance, particularly those who were near to retirement age. At the group
level, resistance came mainly from groups of nurses, who collectively asserted
power.

10.2.5 What organisational

conditions have supported/ hindered them?

Chapter 8 explores the espoused and actual strategies and cultures of Aberash and
Brynbeth Trusts. Aberash is identified as masculine, competitive, power-oriented,
closed with a high level of centralised control.
people-oriented, open, with

Brynbeth is identified as feminine,

a more decentralised control.

In Figure 5.2 the

Entrepreneurial and Prospector strategic modes are suggested to be conducive to
intraprelearning: similar to Aberash competitive, power-orientation and Brynbeth's
open decentralised-control.

The Force Field Analysis presented in Figure 9.6 is used as a tool to illustrate the
findings
(Brynbeth

from Aberash and Brynbeth Trusts. The analysis shows finance, IT
only),

time

and

training

as both

facilitators

entrepreneurship within both Trusts. Sickness was a barrier.

and

barriers

to

For Aberash Trust

isolation emerged as a facilitator to entrepreneurship, whilst for Brynbeth isolation
was a barrier to entrepreneurship.

Reflecting back to the earlier literature reviews (Figure 5.2), flat matrix structures,
and high centralisation are identified as facilitators to entrepreneurship.
Trust shows signs of being more centralised than Brynbeth.

Aberash

The need for

communication to flow openly and flexible autonomous roles are other facilitators to
entrepreneurship. The results from Aberash and Brynbeth present a more simplistic
model of money, time, people and for Brynbeth IT.
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10.2.6 How, where and when are they learning?
In Aberash and Brynbeth Trusts, learning occurs formally/ informally, in work and at
work and appears to be continuous and ongoing. Themes on learning are as follows:
Figure 9.8 highlights the different ways in which entrepreneurs from Aberash and
Brynbeth learn. Findings can be summarised as the following:
Aberash
"

Qualified up to Degree Level

"

Two have a Masters

"

Formal learning by meansof specialistcourses

"

Informal learning on the job, in teams

"

Reading (individual-level),

integrative

working

(team/ group level) and

intraprelearning
that
support
are
activities
attending conferences/ networks
"

Working in the private sector, another country, on the nursing bank have
provided experiential intraprelearning experiences

Brynbeth
"

Qualified up to RGN

"

Two have Degrees, two have Masters and one has a PhD

"

Formal learning by means of specialist courses

"

Informal learning on the job, in teams and through observation

"

Reading (articles/ libraries), teamwork, conferences and networks are provide
intraprelearning activities.

"

Conversion course, benchmarking other hospitals/ countries and living in
different countries have provided experiential intraprelearning opportunities.

The existing literature on intraprelearning has not explored the nature of learning
learning
is
Trusts
Brynbeth
Aberash
all
In
not
and
case of
within organisations.
learning that participants find important to their entrepreneurial activities. Much
day-to-day learning consists of learning on the job or in teams or more formally on
specialist courses.

Entrepreneurial learning occurs through reading, teamwork,

learning
to
Entrepreneurial
work through
outside
occurs
conferences and networks.
experiencing other countries and cultures.
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10.2.7 How are they agents of change and learning?
The corporate entrepreneurs from Aberash and Brynbeth Trusts are agents of change
because they like change, they dislike stagnation and they actively engage in
learning, although they do not necessarily enjoy learning. The significance of the
champion has emerged from this study, and champions in both Aberash and
Brynbeth Trusts acted as mentors and change agents: talent spotting, empowering,
mentoring and encouraging.

Both of these findings have implications for Human

Resource Development. The literature on learning mentors was not explored in
preparation for this study, but the literature on corporate entrepreneurship champions
does not link the role of championing with the role of mentoring.

10.2.8 How has learning and change supported corporate entrepreneurs?
Learning has been identified
interviewed.

as a key enabler for many of the entrepreneurs

Learning has provided some entrepreneurs with the power and

confidence to challenge. Learning has also been used as a technique in overcome
resistance to entrepreneurship within Aberash and most particularly Brynbeth Trusts
(as illustrated using Figure 9.7).

Learning in many instances would be informal

promotion of the benefits of the entrepreneurship or disseminating the results of
successful pilots. This fording is not largely documented in the research literature.
My initial review on organisational change described resistance to change, but did
not highlight the use of learning and education as a means of overcoming resistance
to change. A future research agenda should explore this, and it could span other
disciplines such as marketing and consumer behaviour.

10.2.9 How are Trusts, and the individuals and teams within, intraprelearning?
As

stated previously,

identified:
has
my research

reading

(individual-level),

integrative working (team/ group level) and attending conferences/ networks are
activities that support intraprelearning. It has also identified: working in the private
sector, another country, on the nursing bank has provided non-Trust related
intraprelearning experiences. Critical Learning Experiences have emerged as having
an important role to play in Trust entrepreneurial learning.

Critical

Learning

Experiences (Cope, 2003) and its integrative effects (Kanter, 1988) have been
explored in the research literature in relation to start-up entrepreneurship, but up until
this research has not been explored within the large organisational context.
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10.2.10

What are the implications

of the above for, training,

HRM, and

Strategic Policy?
The main implications of the findings from the previous research questions are as
follows:
"

The findings inform the training and development of current and future
entrepreneurs and champions.

"

The findings are insightful in terms of the recruitment and remuneration of
entrepreneurs and champions

(what

attributes

and characteristics

are

recruited, and if pay is not as much of an incentive as providing high quality

of patient care,how are theseindividuals incentivised?)
"

The findings imply a use for education and learning in overcoming resistance
to change/ entrepreneurship.

The findings provide evidence of the different strategic and cultural directions of
both Aberash and Brynbeth Trusts and how these have driven different forms of
entrepreneurship.

These provide indications at to the cultural and strategic levers

in
different
forms
for
different
areas. A
of
entrepreneurship
required
promoting
power-oriented strategy and a competitive culture driving enforced entrepreneurship
that possibly emerges within close proximity

to the main acute, whilst a people-

oriented strategy and an open culture encourages empowered entrepreneurship that is
more decentralised within the community hospitals.

10.2.11

What is the best way to tell the story of this research?

As I progressed through my PhD I began to realise that my PhD experience was, as
Pinn (2001: 185) describes, a `messy, alive, risky and uncertain process'. Due to this
I
I
have
bounds
positioned,
am
which
within
experience, and the philosophical
deliberately tried to capture the reality of my PhD experience and my logic-in-use
(Kaplan, 1964) through the organisation of my thesis and the style in which I have
written it.

I wanted to include my own personal experiences and journey of self-

development that influenced and was influenced by the research. I wanted to reflect
There
I
that
my
research.
within
the
experienced
upon and analyse
critical moments
in
development
the
in
background
those
that
the
significant
were
of
and
are
occurred
myself, my project and my worldview (meta-framework) yet are not traditionally
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included in the final write-up. I decided to tell the story of my research through a
narrative ethnography, in a style similar to that of Ellis and Bochner's (2001) book
chapter.

There

is a seeming tension

that is created when attempting

to write

an

autoethnographic PhD thesis, reconstructing the logic of the self and the culture
researched, and providing a meta-narrative of the PhD journey.

This tension was

made explicit to me through the Viva process, where the Internal Examiner raised an
interesting question about the nature of the thesis. Is the thesis about the research or
the doing of it? Is the thesis not a'report' of the process and not the process itself?

There is certainly a conflict between the authentic reporting of logic-in use (Kaplan,
1964) and the thesis as a 'polished' report of the PhD process, an autoethnographic
thesis may indeed be an oxymoron. Quintessentially a thesis is a very necessary yet
positivistic way of reporting upon the findings of a large piece of research. Is the
traditional

view of a thesis an appropriate means of presenting research whose

methodologiesare groundedwithin nominalism?This researchsuggeststhat there is
a definite conflict between the two, particularly with more contemporary approaches
such as autoethnography.

10.3

Quality of Research

Having presented my conclusions, it is important to consider the quality of my
research. Autoethnography is considered on the basis that its accounts are pluralist
and persuasive narratives, that there is a sense of transferability from the narrative
and that the accounts are written in a way that could support pragmatic use
(Reissman, 2002). Silverman's (2005: 222) key questions were introduced in Chapter
I as criteria for evaluating research and I will work through these in the context of
this narrative.

My methods are appropriate to the nature of the question being asked, in that I am
exploring intraprelearning using techniques from social constructivism.

I have been

very careful to include my experiences and those of the participants when coconstructing this autoethnography. I do not privilege my own voice over the voices
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of other actors, but weave them together to provide an integrated, yet necessarily
partial, story of intraprelearning.

Through my three reviews of the inter- and infra-relations between corporate
entrepreneurship,

organisational

learning

and organisational

change, I

have

described, unpicked and explored many of the key contributions within this vast
body of literature, making connections, identifying

gaps and identifying areas for

future research.

I have provided clear accounts of the criteria used for the selection of the two cases
and given a personal and inside account of the realities of the complexities, and
particularly the ethical issues, associated with data collection and analysis in this
context. The appendices, and particularly

1 to 4, demonstrate my commitment to

rigorous and systematic data collection and record keeping.

Drawing upon the literature reviews, and the data presented in chapters eight and
nine, I compare and contrast emerging themes, highlighting
particularly the exceptionstcontradictions.

similarities

and

I have employed and experimented with

the various models to help provide alternative perspectives and insights into the
complex activities associated with intraprelearning within these two Trusts.

10.4

Limitations

Selecting only two cases might be considered a limitation.

However, I deliberately

chose a strategy of depth over breadth in order to develop a more comprehensive
understanding of the complexities of intraprelearning -a new subject area generally,
further
To
NHS.
substantive research to be
the
enable
and particularly within
developed, I felt that this was the most appropriate foundation upon which to build.

Selecting two organisationshas enabledme to adopt a pluralist perspectiveand the
is
lenses.
However,
further
there
through
this
to
multiple
opportunity explore
subject
different,
Trusts
include
to
other,
possibly
and
to
this
scope extend
researchagenda
thus generate new findings.
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Related to this, a further limitation could be the lack of generalisability, yet this may
be the wrong criterion with which to evaluate this study. I argue that the insights I
provide here might be transferable to other similar contexts and thus help us begin to
understand intrapreleaming within other Trusts. However, it is important to note the
Welsh context, and obviously Scotland and England both have different structures,
relationships and strategies that could profoundly influence intraprelearning in these
contexts. Further research is needed here.

In terms of the corporate entrepreneurs, I was guided to these individuals by strategic
others within the two Trusts. This provides a strategically-centric view of who the
corporate entrepreneurs might be and what they might do, and might be shaped by
different strategic agendas, and potential conflict between espoused and personal
bottom-up
lens,
focus
Shifting
to
a
or side-on view,
the
such
as
another
perspectives.
could provide us with a different set of individuals, themes, and what it is to be
entrepreneurial.

Another limitation

is my sole involvement

as the researcher, and how as an

individual my capacity and capability to collect and analyse the data might fluctuate,
Stewart
& Roberts
(Sambrook,
is
influenced
by
emotions
and
my workload and
2005).

This thesis is based upon one moment of time within the NHS: it is a snapshot of
social constructions, perspectives, attitudes and characteristics. Understanding such
moments is valuable towards developing a better understanding of the dynamic and
bring
life.
that
them
to
behaviour'
the
people
and
complex
of organisations

This

intraprelearning
NHS
through
the
has
of
view
a
partial
research
provided only
In
order to reach a point of shared meaning
those
that
constructions of
participated.
be
further
explored and understood, within
should
constructions
of entrepreneurship
the NHS and other private and public sector contexts

10.5

Contributions

I believe I make four key contributions: theoretical, methodological empirical, and
practical.
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10.5.1 In terms of the theoretical contributions, I propose two models:
Types and forms of Corporate Entrepreneurship: this model is the result of an indepth review of the research literature and it provides an overview of the many
overlapping labels used within the literature and how they fit into the organisational
context.

This model provides a strong foundation

for further theoretical and

empirical research within the fields.

Inside-Outside model of Intraprelearning: this set of two models is an attempt to
theorise the possible relationships

and synergies between the constructs of

organisational learning (individual/ team/ organisational), corporate entrepreneurship
(induced/ autonomous) and organisational change (internal/ external). One model has
an organisational learning centre/ focus and the other is an inside-outside version
with corporate entrepreneurship as its central focus. Key contributions from the three
fields have been mapped onto the set of two models.

10.5.2 This thesis contributes to the advancement in the structuring of methodology
The autoethnographic approach to a research project is by no means a new way of
writing, but it is a niche within management research. I feel that through reading my
autoethnography,

research students to

follow

may

be empowered

through

connections they make between my previous and their on-going experiences. I hope
that this narrative will provide such students with an informative
account of this type of research, as it discusses the difficulties
autoethnographic thesis.

The new contribution

and realistic
of writing

an

in terms of the methodological

approach lies in the combined use of Critical Moment descriptions and a set of
calendar overviews (A1-A4) to describe and illustrate the process of the method and
the methodology.

Enriching the autoethnographic meta-narrative with a visual

chronology of the sequences and textual descriptions of the Critical

Learning

Moments that I experienced provides a new, meaningful and open way of telling the

researchstory.
10.5.3 This research has contributed to new empirical knowledge across multidisciplines, the key contributions are as follows:
The final empirical model of Inside-Outside Intraprelearning that was presented in
this thesis provides a useful presentation of some of the complex and interrelated
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relationships within. The model shows the detail of three constructs: the levels
(Organisational/Operational)

of

learning,

the

formality

of

entrepreneurship

(enforced/ empowered) and the orientation of change (internal/ external).

The

critical role of the Champion is symbolised, connecting each of these constructs and
enabling the flow from the internal to the external, from the operational to the
organisational and from the enforced to the empowered (and vice versa). The model
accounts for dynamics within an organisation that can be changed, or lead to change:
strategy, structure, culture, human resources and it also accounts for those external
forces that can drive change at the European, UK-wide and regional levels.

A significant finding of this researchis the critical role of the Trust Champion in
supporting the entrepreneur.In particular, the champion empowersthe entrepreneur
through improving his or her self-confidence, shelters the entrepreneur through
taking the blame for failure and risks, and supports the entrepreneur in turningaround Blockers' and resistors.
A strength of this research is concerning its enrichment of our understanding of
intraprelearning

and

critical

learning

experiences

in

Trust

(corporate)

entrepreneurship. This research has revealed that entrepreneurial learning activities
within the two Trusts are different from general learning activities and include:
reading articles, teamwork, attending conferences and networks.

'Other' learning

activities range from learning on the job, to attending specialist courses. Critical
Learning Experiences have been explored within the start-up literature, but have not
been explored within a corporate/ trust entrepreneurship context.

This research

key
less
be
CLEs
a
enabler to entrepreneurship
are
that
and
contextual
suggests
may
integrative
CLEs
Trusts.
and
an
world
vision
within the two
enable entrepreneurial
in
Trusts
in
the
to
Learning
those
working
can
than
or
related
view.
activates other
promote CLEs, such as working in the private sector, experiencing other cultures and
working on home projects/ hobbies.

I recommend that it would be beneficial to both theory and practice to explore this
finding further, so as to try to better understand the role of Critical Learning
Experiences.

If we can enrich our understanding of CLEs, we can seek ways of
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unlocking and developing them through training and development programmes, thus
enabling more people to realise their entrepreneurial potential.

This thesis has explored the characteristics of the Trust entrepreneur and has
determined some key characteristics that support entrepreneurship within the context
of

the

NHS

Trust,

including:

determination,

low-to-improving

confidence,

communicates at all levels, active reflector, enthusiastic, promoter and intuitive. It
also revealed a gap between the strategic and entrepreneurial lenses of what
characteristics constitute entrepreneurship. I recommend that further empirical
research should explore the dynamics of these two different lenses. Such work could
help to inform HRM

in
HRD
terms of the
policy,
strategic
and
and
practice

recruitment of entrepreneurs and their training and development.

Through my narrative of this researchand my exploration of my personal research
experiences, I have observed parallels between the experiences of the Trust
entrepreneur,and my experiencesas an `academicentrepreneur'. This suggeststhat
there may be 'generic'themesthat are transferablebetweendifferent new knowledge
creation activities regardless of their context or focus. This preliminary finding
should be explored through more specifically targeted research.

Enforced and empowered entrepreneurship are not new findings in themselves as
they have been mentioned within the research literature before (other labels for these
types of entrepreneurship include autonomous and induced strategic behaviour,
Burgleman, 1983).

10.5.4 The insight this thesis contributes to the practice of HRD, HRM,
Management, Strategy and Education
These findings intertwined with some other emerging themes concerning the lowinTrust
the
levels
perceived
power
the
and
entrepreneurs
confidence
of many of
have
feeling
(nurses
in
Trusts
that
more power, nurses
consultants
the
equity present
feeling that they have little) contribute to both the theory and practice of managing
change within the Health Care context. It would be interesting to learn whether low
in
health
is
to
those
a
working
entrepreneurs
care
confidence
a characteristic unique
context.

This finding

implications
has
also
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in terms of HRD and Leadership

Development Strategy in the NHS. How can leadersbe better developedto support
entrepreneurs?

My research has revealed that in the case of Aberash and Brynbeth Trusts, a poweroriented culture appears to drive enforced entrepreneurship, whilst a people-centred
Interestingly,

culture engenders empowered entrepreneurship.

both Trusts are

effective at entrepreneurship, but the approaches are distinctly different.

If policy-makers are aware of what types of cultures drive or promote what type of
entrepreneurship it could inform the strategic direction that is set and also it could
enable the Trust or other organisation to target specific types of organisation. It
would make interesting research to explore the characteristics of empowered versus
enforced entrepreneurship and examine the financial and non-financial rewards of
each.

This research has significant implications for the development of managers,
entrepreneursand champions:
"

Developing courses that support entrepreneurs in realising their potential

"

Developing the `supportive' capability of champions

"

Enabling entrepreneurs to actively reflect upon experiential learning and
critical learning moments

"

Implementing HR and Leadership and Development policy that promotes
empowered and enforced entrepreneurship

"

Driving

cultures

that

are

conducive

to

empowered

and

enforced

entrepreneurship

"

Increasing the self-confidence of Trust entrepreneursthrough training and
development and support, and enabling autonomy and decision-making
through working towards breaking-down the historical power relationships
with the sector.

This project has provided a range of new contributions to knowledge within a
Organisational
Entrepreneurship
Corporate
fields
including
HRD,
and
number of
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Behaviour.

It has contributed insight into academic theory and I hope that it will

inform practice as well.

10.6

Conclusion

This chapter has attempted to draw together the research, summarising how it has
addressed the original research question and the contributions it makes to theory and
practice. I have summarised who the corporate entrepreneurs are from Aberash and
Brynbeth Trusts, and identified the dominance of nursing within my results. I have
described how they are generally involved in making changes, improvements and
new developments. I have explained the drive/ focus motivating the entrepreneurs as
a desire for an improvement in the quality of patient care. The significant role of the
champion has been highlighted and confirms existing literature. Five key supportive
Champion behaviours: talent spotting, empowering,
power have been identified

mentoring, motivating

which enriches the existing literature base.

and
Links

between the role of mentor, change agent and champion have been made and
partially supported through this initial empirical exploration. Other facilitators and
inhibitors have been identified enriching the existing field: Finance, Time, Training,
IT, Location and Sickness.

I have revealed that general learning occurs formally and informally, internally and
externally to the Trust.

These findings agree with the existing literature and

emphasise the value of previous contributions to the literature such as Sambrook's
(2003) learning 'in' and 'at' work.

My research has made a distinction between

learning that supports entrepreneurship and suggests that not all learning

is

includes
learning
forms
learning:
reading articles,
entrepreneurial
of entrepreneurial
group/team work, conferences and networks.

Entrepreneurial learning appears to

homedifferent
from
Health
cultures
sectors,
and
occur away
work: experiencing

basedprojects.
Trust entrepreneurs dislike stagnation, like change, are active learners but do not
necessarily enjoy learning.

I highlight the significance of the Critical Learning

Experience for unlocking an integrative world view.
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In terms of the case studies of Aberash and Brynbeth Trusts, I identify their clearly
different cultures and strategic orientations, but emphasise how both are successful at
entrepreneurship.

I introduce

empowered and enforced entrepreneurship and

demonstrate how Aberash drives

enforced entrepreneurship,

whilst

Brynbeth

encourages empowered entrepreneurship. I suggest that their cultures (Power versus
People, Competitive
entrepreneurship.

versus Open) are the levers for managing these forms of
I propose that I make several contributions

to knowledge:

theoretical, empirical, methodological and practical and describe my reasons.

There is of courseno 'concrete'end to this research,but this thesisdoes have to have
invaluable
2007
in
May
Viva
Voce
the
Following
and
advice I
an end point.
my
I
have
from
internal
both
revisited my thesis and
examiners
received
my
and external
made alterations and corrections.

The Viva experience itself and the learning

I
from
it
has
on
my
research
which
of
perspective
generated
given me a new sense
hope to address through future publications. I will also be disseminating my findings
doors
kindly
to me, and to
their
into
Trusts
feeding
back
opened
the
so
them
who
and

the entrepreneurswho sharedtheir experienceswith me.
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Getting in to Llanlyn NHS Trust.
Correspondence from my supervisor to her contact
S.A. Sambrook
To:
Cc:
Roberts, Clair (abpc56@bangor.ac.uk)
Subject: Research opportunity
Dear _.
I hope you are well. As you will have seen from my previous message,I
am delighted that we have recently received final approval for the new
MSc - so thanks for all your help with that!
I now have another request! I am supervising a PhD student, Clair
Roberts, who is exploring creativity, innovation and organisational
learning in the NHS. To gather her empirical data, Clair is seeking
accessto NHS Trusts and I wondered if the
might
be interested in participating in this research. Clair would be
investigating, for example, what types of creativity and innovation are
occuring, where, and by whom, and hopes to identify supporting as well
as inhibiting factors to help the Trust enhance its effectiveness in
this important area. She would also examine the learning associated
with this, such as formal or informal activities to support creativity
and innovation. Clair's research could encompass various professions
and areas within the Trust, and particularly nurses, which I why I am
contacting you. If you are initially interested, I will ask Clair to
send you a proposal and then perhaps we could meet to discuss how we
might take this forward (eg would this require LREC approval?).
However, if you think it might be more appropriate to contact someone
else, for example, the Director of HR, or the Training and Development
Manager, then could you please provide their contact details.
Thanks, and I look forward to hearing from you.
Sally
Dr Sally Sambrook
Programme Leader,
MSc Health & Social Care Leadership
BSc (lions) Health Studies (Generic)
School of Nursing, Midwifery & Health Studies
University of Wales Bangor
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(Postgraduate)
Ms Clair Roberts
School for Business
and regional
University
Bangor
of Wales,
Hen Coleg
College
Road
Bangor
Gwynedd
LL57 2DG

Dear
Re:

Department

Development

Clair
PhD

in Business,

University

of Wales,

Bangor

Executive
Nurse, providing
Thank you for your letter to
an outline of
is supportive
Mrso
of you undertaking
study.
your research
your proposed
I NHS Trust and passed your letter on to me as we
within the
ideas and since then other
had previously
your research
met aWdiscussed
LREC approval,
issues via email regarding
an honorary
contract
and access to
staff
If there is any help that I can provide with regard to contacts
please do let me
Means
know.
'ery success with your studies and look forward
to hearing about your findings
as you progress
with your study.
Yours

sincerely

Assistant
Cc,

erector of Nursing
I Executive

Nurse
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Diagram of Proposed Data Collection

Please nute the terms entrepreneurial,
creative/ innovative
are used interchangeable
These
tt descrihe employees who have found new and better ways of working.
inlorntal/
and may inv0lvc it chan, 'e in
mar he formal/ official.
unolticial
Key lea6
technology. product, process or practice
nailed
directly
Step 1

Begin reviewing internal documents relating to EWID. creativity, innovation & learning

to

uran

Clinical Governance, R&D. HR.
Individual meetings held with key senior leads from Modernisation.
Training and Nursing to identify key groups within the Trust that have been affected by Working Time
Directive. Meeting(s) guide me to employees who have found new & better ways of working
(entrepreneurial)
(creative/innovative
employees) & pockets of creativity and innovation.

Example outcome of Meeting: 4 key groups were identified
by senior leads:
Doctors. Radiographers. High dependency care unit.
Physiotherapists.
Names of specific 'entrepreneurial'
employees have been given to me and a three other ventures
are highlighted that are unrelated to the EWTD. but may help

my research

Step 2
All leads from step 1 are followed up. Creative and
innovate employees arc contacted as a direct outcome of
step I, Others are contacted who have been identified by
word-of mouth referrals- or from targeted poster
Up to 20 employees are invited to participate
advertising.
in aI -hour interview, to discuss their entrepreneurial and
learnine behaviours.

P:uticipants
recruited
through posters/
e mail / word of
month referrals

In, nations sent
out, participation
information sheet
signed and signed
conscnttaken

Step 3
Any further entrepreneurial employees identified by
participants in the initial interviews (in step 2), will be
invited to participate in an interview (maximum of 20
employees interviewed in step 1+2 )

Participants narrowed

Step 4
From the interviews. 5 participants will be invited
to demonstrate their entrepreneurial fetter way of
working. Lither shoner ' show & tell ' or longer
shadow ing demonstrations.
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down to 5- who are
asked to show their new/
better way of working.
Depending on
complexity could take 1,2
an hour (show and tell) or
up to 2 week,
(shadow

in¢ 1

9 The Research Proposal used for Access. LREC and R&D

'An investigation of workplace changesin responseto the European Working Time Directive in
Welsh Trust Hospitals: How have Trust employees found new and better ways of working
(through being creative and innovative) and what is the role of learning within this creative and
innovative process?'
The proposedresearchproject will be undertakenby Clair Roberts from the University of Wales,
Bangor. It will form the basis for her doctoral programme,which is run conjointly by the School of
Nursing, Midwifery & Health Studiesand the School for Businessand Regional Development.Clair's
supervisor, Dr Sally Sambrook is from the School of Nursing, Midwifery and Health Studies at the
University of Wales, Bangor.

What are Corporate Entrepreneuring and Organisational Learning, and how could
uic

`The NHS is too
much the product
of the era in
it
which
was
born.
its
In
buildings,
its
ways of working,
its very culture,
the NHS bears
too many of the
hallmarks of the
1940s. The rest
has
of
society
moved on' (DH
2000: 29)

For too long NHS
organisations
have been left to
sink
or
swim.
is
There
a
tremendous
for
appetite
in
the
change
NHS. What holds
back
improvement
everywhere is the
lack of time and
support to learn
from others about
what works' (DH
2000: 32)

gH3f

Over the past two decadesthe benefits of harnessingand developing
employeecreativity, innovativenessand learning in the workplace have
been increasingly documented.More specifically, research fields have
developedthat are dedicatedto exploring the processesand benefits of
creativity and innovation within larger organisations (referred to as
CorporateEntrepreneuringor CE) and the nature of teaming within and
by organisations(referred to as OrganisationalLearning or OL). Many
practitioners and researcherssee the gains of fostering CE and OL
ideologiesas solutions to problems associatedwith the post-millennium
organisationalenvironment,such ascontinual changesand improvements
in technology, competition growing on an international level and
changingemployeeattitudesand motivations.

Whilst smaller businessesare often more able to act and react quickly,
innovate and take risks, in larger organisationsthesecharacteristicscan
slowly erode under their sheer weight of size, levels of bureaucracy,
hierarchical structuresand complex processes(Thomberry 2001). The
NHS is a prime exampleof how increasedsize and complexity can lead
to organisationalstaleness. The NHS Plan (DH 2000) frequently refers
to the NHS being a '1940's operatingsystemin a 21-centuryworld'.
In order to remain competitive, organisations need to continually
anticipate and adapt to their changing external environment. The
capability of an organisation to learn faster or 'better' than its
be
key
long-term
by
to
is
believed
the
to
strategists
many
competitors
businesssuccess(Collis, 1994; Grant 1996;Birdthistle 2003), and is the
NHS
Plan
The
In
OL.
this
recognisesthe vital role
of
support
essenceof
learningplays in supportingchangeand improvement

Examples of support for encouraging CE and OL can already be found within today's NHS. The
ModernisationAgency providesmany. Setup 'to supportthe NHS and its partnerorganisationsin the task
1,
for
improving
experiencesand outcomes patients' to-datethe Modernisation
of modernisingservicesand
Agency has focussedon four issues:improving access,increasinglocal support,raising standardsof care,
issues
future
knowledge
In
the Modernisation
to
these
tackle
and
and
sharing
widely.
order
capturing
and
Agency has four task areas;Leadership,Workforce, Clinical Governance,Innovation and Knowledge and
Technology.
1 Taken from http: //www. molern. nhs.uk in the 'about us' section. Last accessed 16/09/04
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Underpinning the agency are the 3R's 'renewal, redesign and respect' and 5 'simple' rules; 'See things
through the patientseyes,find a better way of doing things, look at the whole picture, give front line staff
the time and the tools to tackle the problems, take small steps as well as big leaps.' Such taskforces,
frameworks and rules suggestthe dawning of a new NHS era. One in which change is encouragedand
supported through policies and task teams, and the importance of harnessingcreative and innovative
potentialsfrom employeesis recognised.
Much has been written on creativity and innovation within the NHS. However, the role that employee
learning plays within this has largely beenneglected. Researchliterature has explored how innovation and
knowledgeare spreadand disseminatedthroughoutNHS organisations,but the actualprocessof employee
learning when finding better ways of working has not beenexplored. If we could understandmore about
the context of and relationshipbetweenthe effective learning,creativity and innovation currently generated
from Trust employees,then we could begin to appreciatehow to cultivate the creative and innovative
potential of all Trust employees;from top-down, to bottom-up. Cultivating and nurturing the innovative
and learningpotentialsof existing employeescould provide the Trust with invaluable accessto developing
unique processesand proceduresthat in turn can enrich the working environment for employees and,
ultimately, enhancepatient care.
How would each Trust benefit from supporting this research project?
To date, no researchhas been conductedin either private or public sector organisationsthat explores
how learning processesmay support and encourageindividual employeesand teamsin realising their
creative and innovative potentials. Likewise, no research has been conducted that explores how
creative and innovative behaviour may supportteamsof, and individual employeesin optimising their
learning. If we could understandmore about the context of and relationship between the effective
learning, creativity and innovation currently generatedfrom Trust employees,such as those within
North Wales Trusts then we could begin to appreciatehow to cultivate the innovative potential of all
Trust employees;from top-down, to bottom-up.

"

In particular the researchconductedwill:
Identify a key driver of change (Working Time Directive) that has had a (restrictive) impact on
employeeways of working

"

Identify how formal strategic policies have been changed or developed to support the key driver of
change (WTD)

"

Identify the formal proceduresthat have beendevelopedand implementedthroughout the Trust to
supportthe WTD

"
"

"
"
"

Identify which groups of employees have been significantly affected by the WTD (This could be
determined by role, geographic location, status)
Identify any creative or innovative behaviour that has emerged from these particular groups. (Which
employees have found new/ different better ways of working more efficiently and effectively as a
result of the WTD? )

Identify what hassupportedthis creativeand innovative behaviourand why
Identify what may havehinderedit and why.
Explore the learning processesthat have helped support these individuals/ teams throughout this
creativeand innovative process
The proposed research will identify 'what', 'where', 'why' and 'how' creativity and innovation is
actually working (or not) within each North Wales Trust, and by whom, and identify 'what type' of
learning supports this. This objective investigation of creativity, innovation and learning within the
Trusts will highlight its strengths and weaknesses, and will also provide an insight into how its
employees have successfully learned as an outcome of, or as a requirement for, innovative and creative
behaviour. The benefits of such an objective investigation are significant in supporting not only more
effective formal training and development of Trust employees, but in supporting and developing a
culture whereby creativity and innovation can flourish, supported by both formal and informal
learning. Cultivating and nurturing the innovative and learning potential of existing Trust employees
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could provide the Trust with invaluable access to developing unique processes,procedures and
technologiesand subsequentlyachieving 'competitive advantages'in a public sectororganisationthat
is operating in an area that is increasingly mirroring the competitive environment of a private sector
market arena. This, in turn, enriches the working environment for employees and, ultimately,
enhancespatientcare.
Methodology
This project will be approachedfrom a social constructivist perspective.As a consequenceof this data
will be collected and analysedusing qualitative methods.This approachhas beenspecifically chosen
to compliment the researchersphilosophical backgroundand the nature and situationalcontext of the
research. It is hoped that through the measuresoutlined below (seediagram), the researcherwill be
able to develop a deep understanding of employee creativity, innovation and learning through
exploring and analysing the many different experiencesand stories of employeeswho have found
better ways of working within Welsh NHS Trusts, and observingtheir behaviour. The diagram below
shows the expected progression of the research,which is described on page 4 of this proposal.
AS A8*)
(*DIAGRAM
From the initial meetings held with senior leads from various key departments within the Trust, I hope
to identify how strategy has been changed to deal the WTD (I will also look at another key driver of
change, if the Trust wishes). Also, as an outcome of these meetings, I hope to identify which groups
of employees, the senior leads believe have been affected the most by the WTD (this could be role
specific, based on proximity to the main acute hospital etc). From reviewing internal documentation, I
also hope to identify the formal procedures that have been implemented at operational levels as a
result of the WTD.
Once senior leads have identified specific groups (that have been affected by the WTD), I will then be
different
be
done
This
through
communication methods
them.
to
to
could
advertise
my
research
able
including:
E-mail
Posters
Word of mouth referrals

Theseemployeeswill be invited to participate in my researchand will be provided with a participant
information sheet,along with a consentsheetto sign. Interviews will last for up to an hour, and any
further names that emerge as an outcome of these interviews, will be followed up, and further
invitations to participate will be issued(a methodof researchcalled snowballing).
Finally, I will focus my research on five cases. I will invite these five participants to either'show and
tell' their better way of working to me ask if I can shadow them for up to two weeks. This will help
me to understand in much greater depth how and why this new way of working is better. It may also
help me pick up on any learning activities/ processes that the employee has experienced, but perhaps
they are not aware of, and therefore not been able to tell me about in the interview. I aim to analyse
interesting
findings
data
data,
6-month
so
any
throughout
the
can
period,
collection
my
and evaluate
be followed up immediately, whilst still on-site.

Ethical Issues (Data Collection and Analysis)
This researchexcludesemployeesthat are not on the Trust payroll (this does not mean that those
is
keep
it
interest
to
this
the
area,
merely
a
subject
measure
are
of
within
on
payroll
not
are
not
who
this researcha manageablesize)
My researchrequires the involvement of employeesonly, and does not require the involvement of
patientsor other membersof the public.
As the researcherI will not have any direct interaction with patientsin unrestrictedareasduring the
courseof my study.
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"I

"

"

"

"

"

"

"

will not observe an 'employee at work' if the act of observationmeansthat I will be interacting
with vulnerable patients. In these instancesI will invite the employee to attend a more in-depth
interview, insteadof observingtheir behaviour.
Consent will be obtained in writing from all participating employees. Consent forms will be
bilingual (Welsh and English) and participantswill be askedto sign three copies (one to be kept, one
for the researcher,and one for the Trust - if they require a copy)
The participant will be sent (either through e-mail or internal post) an invitation and associated
consentform two weeksprior to the interview sessions.The signedforms will either be collected, (or
re-issued if participants have forgotten to bring their copies with them) on arriving at the initial
interview. They will be left to read the form and offered an opportunity to ask any questions. If they
are happy with everything, they will be invited to sign 3 copies of the consent form (if this has not
alreadybeendone) and given a copy for their own records.
All transcripts will be anonymous (participants will be offered the opportunity to pick their
anonymousname),and any direct quotationsfrom participantsmay be published in either the report or
the PhD thesis, but the participant's anonymity will be strictly retained. These quotes will be kept
strictly anonymous,if requestedso by the participant. This code of privacy will be offered to each
participant at the beginningof his or her communicationswith the researcher.
All data will be held on a password-protectedhomecomputer. Interviews will be recordeddigitally
on a Dictaphone. This interview will be stored immediately onto the home computer using a USB
connection,and will be erasedfrom the Dictaphone.
Any paper information relating to the study (any notes taken during interviews, any notes taken
during observations)will be stored in a locked, fixed draw at the home of the researcher(myself).
Once the PhD study is completeall papernoteswill be shreddedand baggedfor recycling.
Once a session(1 day) of interviews has beencompleted,the electronic Dictaphonerecordingswill
be downloaded immediately onto my home PC and will be deleted from the Dictaphone. Once the
PhD study is completeall recordingswill be deletedfrom the PC.
Professionaladvice has been soughtwith regardsto the installation of encryption and other secure
facilities onto my PC. The IT departmentat the Schoolfor Businessand RegionalDevelopmentat the
University of Wales, Bangor will be ensuringthat my PC is madeas secureas possible.

"

All the electronic data collected at the interview stages, will be stored on a home PC. Each Trust
will be allocated with an alias colour, 'Red', 'Blue' or 'Black' (these have been listed in no particular
order). Data collected for each Trust will be saved within the appropriate 'Red', 'Blue' or 'Black'
folder. Only my supervisor and I will know which folder represents which Trust. This will ensure
that the data collected from each Trust cannot be attributed to any Trust in particular.

"

At the interview stage,the participantswill be allocatedan alias name,andeither associatedwith the
colour Blue, Red or Black dependingon the Trust s/he is from.

"

Trust organisations will not be named if any one of the Trusts requests anonymity. Care will be
taken when describing the geographical and demographical data surrounding each Trust, that it does
not reveal the Trust's identity (i. e. it is not unique to that particular Welsh Trust)

"

It is emphasisedthat this researchproject does not seek to describe in full detail the 'end product'
innovation which is the outcome of an employee's creative and innovative behaviour. More
specifically, it intends to analyse the creative and innovative behaviour (or process) itself (for
example,how was the innovative idea initiated and taken forward within the Trust). Furthermore,it
intends to look at the creative and innovative processin relation to any learning that has assistedthe
employeeduring this innovative period. It is thereforebelieved that Intellectual Property will not be
an issue. However, if as an outcome of the research,an innovative practice, procedureor process
emerges,which may be of financial assetto the Trust, then the researcherwill advisethe participantto
contacthis/herR&D departmentin order to protectthe innovation,and the interestof the Trust.

Reporting the Results
The resultsand analysisof this researchwill be drawn up in threeformats
A detailedPhD thesis
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From this journal articles may be published, and conferencepapersmay be presented(all
strictly anonymous).
An anonymousreport exploring all of the Trustswill be drawn up for all of the participatingTrusts
A confidential report will be drawn up for eachTrust focusingon the resultsspecific to eachTrust
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Research Proposal Briefing

sheet

An investigation of workplace changes in response to the European Working Time Directive in
Welsh Trust Hospitals: Ho have Trust employees found new and better ways of working
(through being creative and innovative) and what is the role of learning within this creative
and inno\ative process'
My research will take place within the three North Wales
Trusts. The primary aim of my research is to learn more about
the relationship between employee learning and creati, e/
inno%ati%e(or entrepreneurial) behaviour. The potential scope
of my project is extremely large, as there is so much
creative and innovative behaviour occurring throughout
each trust. To make my project more manageable
(especially since I have only six months in which to collect
my data) I have decided to explore the creative and
innovative behaviour that has emerged as an outcome of a
large external drier
of change. The driver I have
selected is the European %%orking Time I)irecti%e
WWII))
Using the EWTD as a driver and guide to pockets of creative
and innoºatiºe actiºit 'N.I hope to identify and interview
creative and innovative employees so I can learn more about
hoºº the role of learning may help (and hinder) this process.
Even though the EWTD is aguide to focus and help manage my
project, I will also be interested to hear about any other examples
of creative and innovative behaviour, particularly if they help me
to understand more about the role that learning plays.

This research will examine the
relationship between three
organisational phenornena.
Organisational chaiiL-e
The European working Ii nk"
Directive has been selected a. a
driver u( chance " ithin this
research. 'I'll is (Iri\er call lead tu
Planned oop-dm% n) and unplanned
(hr, Hrmi-ill)) thanes.
Corporate
entrepreneurship
I his ran he tiermal (planned
informal

l on

(unplanned)

(cleati\ il
entrepreneurship
nnusatiun and risk-Lakin, I
occurring in a large (aeaili, anon
(stich as an NHS "trust ).
Entrepreneurial
ernnhryecs ran he
better wa\
those that find neý+ .111(1
tasks
of doing their joh. 1xrfurrnine
and processes.
Learning

Organisational
his is an)

learning

001111,11/

and planned/unhlannr
that occurs
V. ithin the orlani.
from-line
trans.
i rnlis idtials.

l)

informal

\curkers.

lul

nrin;

ation

iCu'llk'lltl

I do not want to locate ALL, creative and innovative
employees! I seek a number of examples, so I can explore indepth the relationship between learning and creativity and innovation. Examples of the questions
I will be addressing in my research are:
" What formal and informal training has supported the 'entrepreneurial' employee?
innovative
developed
learning
the
How
has
with
creative/
"
the entrepreneurial employee's
process?
" What has supported the entrepreneurial employee?
" What has hindered him/her/ them?
Trust
employees
innovative
more
How
of
potentials
"
can we realise the creative and
through cultivating their learning?
The ultimate goal of this research is to proside recommendations and a framework %ihich
innovative
the
help
he
Trust
and
potential
developed
by
to
creative
the
can
realise
used and
of its employees.

This research has si Inificant implications
for many key areas within NHS Trusts ineludinr
Training
Human
Modernisation,
and Research
and
Resourcing.
Governance.
Clinical
Des eh pment. Realising the innovatise and learning potentials pit ernployees could also pro\ide
the Trust with insaluable access to des eloping pro esses. procedures and sersices. Such access
could enrich the organisation. its employees and ultimately lead to enhanced patient care.
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An Invitation to Participate into Research (for Strategic Participants)

Version 3 Step 1 interviews
An Invitation

to Participate

22/12/2004
into Research

You are being invited to take part in a research study. Before you decide it is important
for you to understand why the research is being done and what it will involve. Pleasetake
time to read the following information carefully and discuss it with others if you wish.
Please contact myself, Clair Roberts (see contact details at the bottom of this form) if
there is anything that is not clear or if you would like more information. Take time to
decide whether or not you wish to take part.
Thank you for reading this
Title
An investigation of workplace changes in Welsh Trust Hospitals: How have Trust employees
found new and better ways of working (through being creative and innovative) and what is
the role of learningwithin this creative and innovative process?

"
"

My research will take place within the three North Wales Trusts.
The primary aim of my research is to learn more about the relationship between
(or
behaviour.
learning
innovative
entrepreneurial)
and
creative/
employee

The potential scope of my project is extremely large, as there is so much creative and
To make my project more
innovative behaviour occurring throughout each trust.
manageable (especially since r have only six months in which to collect my data) I have
decided to explore the creative and innovative behaviour that has emerged as an
outcome of a large external driver of change. The driver I have selected is the
European Working Time Directive (EWTD)

Usingthe EWTD as a driver or guide to pockets of creative and innovativeactivity, I hope
to identify and interview creative and innovativeemployeesso I can learn more about how
the role of learning mayhelp (and hinder) this process.
Even though the EWTO is a guide to focus and help manage my project, I will also be
interested to hear about any other examples of creative and innovative behaviour,
learning
help
that
the
if
they
to
about
role
plays.
more
me
understand
particularly
I do not want to locate ALL creative and innovative employeeslI seek a number of
learning
between
I
in-depth
the
and creativity
examples, so can explore
relationship
and innovation.
Why have I been invited to take part?
You have been invited to participate in this study, as you have I have been recommendedto
interview you during the Internal ReviewPanelR&D process.
What will happen to me if I take part?
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If you take part in this research I will invite you to attend an either a group interview or an
individual interview, dependingon your preference and availability. This interview will be
held at a time and place convenient to you, and last for up to one hour.
The purposeof this interview will be to learn more about the following:
Who (individuals/ groups) have been affected by the WTD, and in what way?
Who (individuals/ groups) are being creative and innovativewithin the Trust?
Who (individuals/ groups) have found newand better ways of performing tasks/ their job?
(I will focus on those that have been affected also by the WTD, but I am open to hearing
about other unrelated creative and innovative individuals)
The interviews will be recorded usinga digital Dictaphone,and will be downloadedonto my
computer until the end of the project.
Will my taking part in this study be kept confidential?
All information that Is collected about you during the course of the research will be
kept strictly confidential. Any information about you will have your name and address
be
from
Interview
it,
be
that
all
recordings
and
will
cannot
recognised
you
removed so
given a false name.
What will happen to the results of the research study?
The results of this study will be used as part of a doctoral thesis for the Business
School at the University of Wales, Bangor. Also a report will be complied for the
Trust, which participants and the public will have access to.
Who is organising and funding the research?
The research is funded by the University of Wales, Bangorand is a joint collaboration
between two academicdepartments; The School for Businessand RegionalDevelopmentand
the School of Nursing Midwifery and Health Studies.
Who has reviewed the study?
The North Wales Central ResearchEthical Committee has reviewed this study
Contact for Further Information
For further information, pleasedo not hesitate to contact myself, Clair Roberts on 01248
354930, or 07838 136429 or e-mail abpc56@bangor.
ac.uk
Thank you for your time
Clair Roberts BA(Hons)
PhD researcher.

University of Wales, Bangor
joint
a
between
the
collaboration
for
Business
School
and
Regional Development and the
School of Nursing, Midwifery
and Health Studies at the
Supported

by
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Participant Consent Form

Version 2
Centre Number:
Study Number:
Participant Identification Name for this research:

19/10/2004

CONSENT FORM

Title of Project
'An investigation of workplace changesin responseto the EuropeanWorking Time Directive
in Welsh Trust Hospitals: How have Trust employeesfound new and better ways of working
(through being creative and innovative)and what is the role of learning within this creative
and innovative process?'
Name of Researcher: Miss Clair Roberts
Please initial box
1. I confirm that I have read and understand the information sheet dated
............................
Q (version
) for the abovestudy and have had the opportunity to ask questions.
............
2. QI

understand that my interview will be strictly confidential, and I will remain
anonymousthroughout the study.

3. I understand that my participation is voluntary and that I am free to withdraw at any
time, Q
without giving any reason, without my employmentor legal rights being
affected.
4.1

Q

agree to take part in the abovestudy.

Nameof Employee

Date
Signature

Date

Researcher
Signature

I for participating employee;1 for researcher
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Example of Posters

Version1 17/09/04

found
befter
doing
Haveyou
&
a new
way of
last
6*
the
in
some aspectof your work

months?

hear
like
to
Then I would
If the answeris
about it - no
feel
how
it
is!
you
matter
unimportant

to tell me about this new way of workin(, dtfd participate in my research into
C_re,
3tivity, It)t)ovatiO

;incj ic jimr)y

with{t

NI 15 'I nv't5'

Pleaseget in touch with me..........
)ust rip off ne of the tags below, and contact me using the
detailsshown!

from
forwrc1
hearing
to
Look
you
Clair Roberts

(or
Business& Regional Development-University of Wiles, Bangor
School
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An Invitation to Participate into Research (for Corporate Entrepreneurs)

Version 3.1 Step 2 interviews

22/12/2004

An Invitation to Participate into Research
You are being invited to take part in a research study. Before you decide it is important
for you to understand why the research is being done and what it will involve. Pleasetake
time to read the following information carefully and discuss it with others if you wish.
Please contact myself, Clair Roberts (see contact details at the bottom of this form) if
there is anything that is not clear or if you would like more information. Take time to
decide whether or not you wish to take part.
Thank you for reading this
Title
An investigation of workplace changes: How have Trust employees found new and better
ways of working (through being creative and innovative) and what is the role of learning
within this creative and innovative process?

"
"

This research will focus on individualsand groups of employeesworking within North
Wales NH5 Trusts.
The primary aim of this research is to learn more about the relationship between
learning and creative & innovativebehaviour.

I hope to identify and interview creative and innovativeemployeesso I can discover more
about the role learning has played in this process. I will also be interested to hear about
any other examplesof creative and innovative behaviour, particularly if they help me to
understand more about the part that learning plays.
Why have I been invited to take part?
You have been invited to participate in this study, as you have I have been identified as a
creative and innovativeemployee. You may be part of a team that has developeda new
technology, or you may be an individual who has found a better way of doing some part of
your job.
What will happen to me if I take part?
If you take part in this research I will invite you to attend an interview. This interview will
be held at a time and place convenientto you, and will last for up to one hour.
The purposeof the interview will be for me to learn more about all of the things that have
led to you being successfully creative and innovative.
" The first half of the interview will involveyou telling me 'your story of how your
idea cameabout and what inspired you.
will be interested to listen to your account of how the idea becamea
oI
reality.
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will also be interested in what may have helped you and hindered you along
the way.
The secondhalf of the interview will give me an opportunity to 'home in' on areas
that I have found particularly interesting and relevant to my research.
I will also use the secondhalf an hour to find out a bit more about your vocational
background,training and other skills and attributes that feel have helped you along
the way.
oI

The interviews will be recorded usinga Dictaphone,and will be transcribed and stored onto
a PCuntil project expiry
In somecases I may also ask if I could view the new/ different way of working in action.
Again this will be entirely up to you.
Will my taking part in this study be kept confidential?
All information that is collected about you during the course of the research will be
kept strictly confidential. Any information about you will have your name and address
removed so that you cannot be recognised from it, and all interview recordings will be
given a false name.
What will happen to the results of the research study?
The results of this study will be used as part of a doctoral thesis for the Business
School at the University of Wales, Bangor. Also a report will be complied for the
Trust, which participants and the public will have access to.
Who is organising and funding the research?
The research is funded by the University of Wales, Bangorand is a joint collaboration
between two academicdepartments; The School for Businessand RegionalDevelopmentand
the School of Nursing Midwifery and Health Studies.
Who has reviewed the study?
" North West Wales ResearchEthics Committee
" North Wales Central ResearchEthics Committee
" North East Wales ResearchEthics Committee
"
"

North West Wales Trust Research Governance Committee Internal Review Panel
North Central Wales Research and Development Internal Review Panel

"

North East Wales NHS Trust Internal ReviewPanel

Contactfor Further Information
For further information, pleasedo not hesitate to contact myself, Clair Roberts on 01248
354930, or 07838 136429 or e-mail abpc56@bangor.
ac.uk
Thank you for your time

Clair Roberts
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Introductory e-mail to corporate entrepreneurs

Clair Roberts
Reply-To:
To:

Cc:
Subject:
researchinto learningfrom innovativepractice
Attachments:
Securityscan upon download
An Invitation to Participate into Research Step 2.doc (39.0 KB)
Dear Sian,
My name is Clair Roberts and I'm from the School of Business at the
University of Wales, Bangor. I am writing to you as I have been recommended
to contact
in relation

Black regarding some research that
you by Geraldine
to creative and innovative
practise within the Trust.

The working title of my project is

I am conducting

An investigation
changes : How have Trust employees
of workplace
and better ways of working (through being creative and innovative)
is the role of learning within this creative and innovative
process?

within

the Trust

found

new
and what

I have attached an Invitation to Participate in Research and an Information
Sheet I would be extremely grateful if you could spare the time to have a quick read and get back
to me if you would like to participate in an interview (normally 1/2 hour to an hour maximum)at a
time and location convenient to you.
If you have any questions in relation to this, please do not hesitate to contact me on 07838
136429
Many thanks for your time
Kind Regards
Clair
Clair Roberts (BA Hons)
PhD Researcher
University of Wales, Bangor
Hen Coleg, College Road
LL57 2DG
E-mail abpc56®bangor. ac. uk
supported by a joint collaboration between the
School for Business and Regional Development
and the School of Nursing
Midwifery and Health Studies
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Strategic level Interview Template
Interview Palette for Step 1

Introduce myself
Introduce purpose of interview:
a. Thank you
b. Recap why I have invited you
c. Areas that I hope to address.
2

Who has been affected by the WTD and how has it affected their working practices?

3

Can you tell me about any creative/ innovative activities that have emerged or that is
emerging from these groups?

4

Can you tell me about any other unrelated creative and innovative behaviour?

5

Do you know of anybody else that I could contact within the Trust that would be useful
for my research?

6I

have asked all the questions that I thought were important. Is there anything else you
would like to tell me about this topic that I have missed?

7

It seemsthat we have reached the end of the session! Thank you very much for giving uF
your time to participate. I will be providing the Trust with a detailed report of my
research and will let you know once I have submitted it.
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Corporate Entrepreneur Interview Template

Alias Name (s):
--------------------------------------------------------------------------------------------------Section 1
1.1 Introduce myself
1.2 Introduce purpose of interview:
1.3 Why I have invited you
1.4 Areas that I hope to address.
1.4.1 To learn more about creative and innovative behaviour, and in particular the role tha
learning plays within this.
1.5 Layout of interview
1.5.1 1ST' 'your story'
1.5.2 2NDV2`home in' & skills and attributes'
Section 2
2.1 Tell me about your creative/ innovative behaviour - `your story' -;
2.2 People or things that have supported you
Examples
Think about:
how,
in
lifePeople
why
your
"
freedom
Trust
time,
techn,
things,
access,
comms,
"
- what
" Learning - easy
2.3 People/ things hampered or hindered your progress?
Examples
Have a think about:
influence,
how/
in
life
People
why?
negative
your
"
freedom
Techn,
to experiment.
Trust.
Your
time,
resources,
access,
comms,
"
" Learning
Section 3
Career history, work experiences that have helped and supported personal (creative
3.
innovative) development
4.

Personal strengths, weaknesses,personal qualities and business skills that have helped.

Did you have to find out new things or learn new things during this experience? Can yoi
5.
talk me through what you had to learn and how went about doing this?
If you met someone in work who wanted to be more creative and innovative, what advice
her/
him/
them?
give
you
would
6.
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If you could turn back-time how would you have prepared yourself for this process better'
7.
Would you have learned certain skills or developed certain aspects of yourself?
8.
"
"
"
"
"

Concluding Question and Statement
Any further questions/ comments?
Anything you would like to add?
Reached the end
Thank you sharing experiences
Thank you, for giving up time
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18 Interview Plan

THE PERSON
The Past
Training, Transferable skills
&Goals. Job satisfaction
The present
Training, Transferable skills
&Goals. Job satisfaction
The future
Training, Transferable skills
&Goals. Job satisfaction

THE TEAM
The Past
Group formation
(formal/informal) Principle
group purpose
The Present
Emergent activities, norms,
satisfactions, dynamics
The Future

LEARNING
THE PROCESS
The idea - insight
formal/informal
Underpinning motivations
The innovation

Types of Learning
Tacit/ Explicit
Surface/ Deep
Formal / Informal
Training/ On-the-Job
Individual
Learning
Instrumental
Dialogic

The dissemination
Informing

THE ORGANISATION

Policy

PESTER
Management
Goals
Strategy
Structure
Technology
Operations

People
Communic
ation
Culture
politics
Leadership

Self-Reflective
Team Learning
Contained learning: learning contained within individual members.
Collected learning: Individuals share information and meaning. Group knowledge is an
aggregate of individual knowledge
Constructed learning: Individual's knowledge and meaning perspectives are integrated, not
aggregated.
Continuous learning: the group habituates processes of transforming its experience into
knowledge
Instrumental Knowledge -> Co-operative Team Learning is structured.
Communicative Knowledge -> Collaborative Team Learning
Emancipatory Knowledge -> Transformative Team Learning
Organisational

Learning

Single-loop
Double-loop
Deutero-Learning

Congenital, Experiential, Vicarious, Grafting, Searching &
Noticing
Intuiting, Interpreting, Integrating, Institutionalising
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INITIALS

Example of Interview Summary Sheet for all Interviews (1stversion)
CODE
DATE
TRUST

Recommended by

1" Contact

2" Contact

Interview 1
Interview 2

3 Contact

4th Contact

Interview 3
Interview 4

Description and observations of meeting

THEMES (CONTINUE OVERLEAF IF REQUIRED)
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1.Name

Example of Interview Summary Sheet for all Interviews (2nd version)
3.Date of Interview

2.Code

4.No of meetings arranged
7.Role

5.Trust

6. Recommended by
9.Grade of Nurse

8.Champion/ CE/ other/ none

10.Gender

11. Age

12.Location

Site A

Site B

D
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21 Example of Interview Summary Sheet for Corporate Entrepreneurs (3'd version)

1.Name

2. Code

4. No of meetings arranged
7. Role
tO. Gender
'

o4rVps

8. Champion/

3. Date of Interview
S.Trust

CE! other/ none

by

9. Grado of Nurse

12. Location

11. Age

Site BQA

Site A

1ýou-ý
C'ý'°urý¢

6. Recommended

F
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22 Inventory of Documents Analysed
Description of Document
I. Aberash: Statement of Internal
Control (downloaded from
HOWLS)

Notes/ observations from document
4.4.5 Managers are encouraged and supported in
attending conferences
4.4.6 All non-medical staff supported in CPD
4.5.1 mistakes learned from through adverse
incident reporting, complaints and litigations
systems & proactive approach to learning adopted

2.Aberash: Emergency Planning
and Performance Targets
(downloaded from Trust
website)
3.Aberash: Clinical Governance
(downloaded from Trust
website)
4.Aberash: Aberash NHS Trust
(downloaded from HOWIS)

£2mn allocated to Trust to tackle waiting times and
lists
Aberash have won funding from Innovations in
Care team for an administrative innovation
Reports on the areas that have received positive
feedback, the number of new research studies and
the number of compliments (but not complaints)
Describes Trust, includes breakdown of each
directorate using terms such as 'improve its
innovative
`reduce
times',
new
waiting
services',
developments, recently built, innovative new
services, continuous improvements, new projects.
Document emphasizes Trusts commitment to
learning and CPD.

5.Aberash: Annual Report
(downloaded from HOWLS)

Capital Developments, Service Developments,
Education & Training, Modernisation. *

6.Aberash Annual accounts
(downloaded from HOWLS)

Expenditure on Education, training and research
over £5000,000
Losses from Clinical Negligence over £9000,000

7.Aberash CHI
(downloaded from HOWIS)

No overaching strategies in Aberash for clinical
is
in
but
place to manage
structure
a
effectiveness,
it.
Staff generally feel supported and valued
Staff feel that their development is very well
supported by the Trust*
Information needs to be made more accessible to
staff
As above

8.Aberash: Annual Audit Letter
(downloaded from HOWLS)
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9.Aberash X Ward admission
details (internal from CE)

Count of admissions by month

10.Aberash: Hospital Force Field
analysis for A&E ward (internal
from SP)

Significant forces for change: 4 hour target, Patient
Charter Standards, Patient experience (Risk
management & complaints), PDP Staff
development/ Role enhancement & Practice
evidence based practice. Forces resisting change:
Funding for ENP, No guidelines, Limited training,
Infrastructure & accessto service out of hours.
Highlights the values that Trust desire from new
manager; includes references to leadership, EI, OL
and CE
Flowchart of HR Comunications strategy. Many
meetings. 8 tiers high

11.Aberash: Interview template
for manager post (Internal from
SP)
12.Aberash: HR Strategy
Communications structure
(Internal from SP)
13.Aberash HR Newsletters
(Internal from SP)
14.Aberash: Clinical Audit
document (Internal from SP)
15.Aberash EWTD document
(internal from SP)
16.Brynbeth: Trust General
Information
(from Intranet)
17.Brynbeth Annual Audit letter
(downloaded from HOWIS)
18.Brynbeth CHI report
(downloaded from HOWIS)

19.Brynbeth Annual Accounts
(downloaded from HOWIS)
20.Brynbeth OD Strategy
(from Intranet)
21.Brynbeth HRD Strategy
(from Intranet)
22.Brynbeth HRM Programme
(from Intranet)
23.Brynbeth Leadership
Development Strategy
(from Intranet)

Bullet points about activities, government policies
ets. A couple of references to courses and one to
innovative thinking
Risk averse audit form
Well written document on some innovations
implications
EWTD,
policy
out
of
etc
emerging
General info - one of the largest employers within
the region
Trust has been named in good hospital guide
Trust is collaborating with Aberash
Highlights innovative flat communications
structure within trust, and gives evidence of
knowledge & innovation has been used to improve
the Trusts services
£7272,000Clinical negligence
Very useful document, lots of information to
facilitate construction of cases.
Very useful document, lots of information to
facilitate construction of cases.
Very useful document, lots of information to
facilitate construction of cases.
Very useful document, lots of information to
facilitate construction of cases.

424

24.Brynbeth Postgraduate
Education Centre Events Diary
(from Senior Participant)

Very useful document, lots of information to
facilitate construction of cases.

25. Brynbeth: Mandatory
Training
(from Intranet)
26. Brynbeth CPD Lectures

My training on entering on an Honorary contract not useful or relevant

27. Brynbeth Therapy services
(from Intranet)

Very insightful re: culture

28.Brynbeth Therapy services,
recruitment and retention
(from Intranet)
29. Brynbeth Therapy services
Annual Report
(from Intranet)

Very insightful re: culture

R&D lectures

Provides detail on culture, structures etc

30.Brynbeth Trust Committee
reporting structure
(from Intranet)

insightful re: culture & structure

31.Brynbeth: Briefing paper on
Chronic nurse staffing
(from Senior Participant)

Informative

32.Brynbeth: Briefing paper on
staffing pilot
(from Senior Participant)

Very insightful re: OL, culture

33.Brynbeth: Draft paper on an
innovation
(from Senior Participant)

Very insightful re: CE, OL

34.Brynbeth: Paper on the
modernisation of a service
(from Senior Participant)

Informative

35.Brynbeth: Briefing paper on
the Modernisation of Nursing in
a Directorate
(from Senior Participant)

Very important - themes

36.Brynbeth: Briefing paper on
innovative administration of

Informative

patients
(from Senior Participant)
37.Brynbeth: Briefing paper on
staffing requirement on a ward
(from Senior Participant)

Informative
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38.Brynbeth: Powerpoint
handout of R&D
(from Senior Participant)

Very insightful into culture and CE

39.Brynbeth: Perceptions
towards R&D in Brynbeth trust
(from Senior Participant)

Culture, CE and OL

40. Brynbeth: List of nurse led
research projects in Trust
(from Senior Participant)

CE (nurse led) culture
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