CHAPTER 3. RESEARCH METHODOLOGY

3.1 The Research Objective

The object of the study is a leading private healthcare facility located in the
Klang Valley. The main method of assessment and data collection is via
participant observation, supported by key in-depth interviews with selected
persons of the management team. The main thrust of the project was to assess
the viability of the organisation using the model of viable systems proposed by
Maurice Yolles in his work on Management Systems (1999)*.

The assessment was done with the aid of the diagnostic framework
proposed by Cummings, as well as, the adapted soft systems methodology
techniques developed by Mohd. Yusof Omar. The measurement tools used were
the Likert scale systems developed by Mohd. Yusof Omar for the measurement
of self actuation system diagnostics, actor systems and dissipative structures
diagnostics®, and the six-level organisational diagnostics®.

In the study an adapted form of soft system methodology was used. The
modifications made, and their reference sources are shown in the following table:
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Exhibit 6: Soft System Methodology — an adapted approach

NO. CHECKLANDS SSM APPROACH RESEARCH MODIFICATION REFERENCE
PHASE 1 STAGE 1: FINDING OUT THE SITUATION | DIAGNOST!C PHASE
1 Forming Root Definitions and Rich Use of the Rich Picture Checkland
Pictures
2 Building a concept model Use of Diagnostic Measures Yusof Omar
developed by Dr M. Yusof
Omar;
Actor System Diagnostics
Self Actuating System
Diagnostics
Dissipative Structures
Diagnostics
Cummings 6-level Cummings &
organisational diagnostics Worley
Measurement Scale Yusof Omar
3 Identify Gaps identify Gaps SO 2000 Quality
System
4 Define changes Analysis of Findings Researcher
5 Taking Action
PHASE 2 COMPARING AGAINST THE INTERVENTION PHASE
REALWORLD )
6 Compare the model against reality | Specify possible interventions Cummings &
: to meet gaps requirements. Worley
Researcher
7 Draw up an intervention plan that Researcher
can be implemented
3.2 Sample Size

As the research focused solely on the interactions of the management

 team, the sample size was maintained at 15 individuals who comprised the
- senior management team of the medical centre. In the interests of providing
- some degree of confidentiality as to their individual identity, during the course of
the project, an identity code ( ID Code) is used instead of their personal names.
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The group comprises the following individuals.

Exhibit 7: The Sample Group

NO. | IDENTITY CODE | DESIGNATION

1 D-ED Executive Director

2 C-FS | Director of Finance

3 T-NS Director of Nursing & Support Services

4 A-OM Administrator, Outreach Management

5 C-QA Quality Administrator

6 L-MD Administrator, Medical Staff Services

7 M-SS Administrator, Support Services

8 Q-NA Administrator, Nursing Services

9 T-CA Administrator, Clinical Ancillary Services

10 | B-DA Administrator, Diagnostic Ancillary Services

11 | R-TE Administrator, Training & Education Services

12 | A-HR Administrator, Human Resources

13 | §-FS Administrator, Financial Services

14 | N-CS Assistant Administrator, Customer Support Services
15 | G-PA Assistant Administrator, Patient Administration Services

3.3 Use of Mean as a Measurement Instrument
Due to the relatively small size of the group, the research will be

approached from a qualitative stance, and as such, will employ the use of Mean
~as a measurement instrument.

Being aware of the shortcomings of using a small sample size and the
‘mean measure, the researcher notes that conclusions drawn from the mean
scores may not be validly applied to a larger sample. However, as the intent of
the research is to focus on the particular group identified, there is reason to
accept that such a method would capture the world-view and individual
paradigms of the group.
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3.4 Frequency and Its Implications

Frequency tables are used to display the collective perspective for the
group under study. The implications to be drawn from such tables are the degree
of similarity and positioning of the individuals on the various elements being
assessed. This would then assist the researcher in drawing conciusions about

group behaviours and the impact of individual's actions on the group and its
intemal working relationships.

3.5 Observation Period

Although the researcher worked closely with this team in a management
capacity for more than 8 years, the scope of this study covers only the activities
during the period Jan — August 2001, Within the 8 years, the organisation saw 3

major changes in leadership which had then culminated in the organisational

structure that existed at the beginning of January 2001. This paper covers the

developments within the management team since that time and their impact on
the organisation.

However, the familiarity and knowledge of the researcher with the issues
involved, provides a certain depth of analysis to the paper. [t is noted however,
that the researcher is profoundly aware of the possibility of researcher bias due
to an identification with selected individuals and issues. To counteract this, the
researcher has made attempts to verify certain views and perspectives with key

individuals, who have chosen to remain anonymous due to reasons of
confidentiality.
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3.6 The Diagnostic Measures

The diagnostic measurements are based on a 5-point Likert scale with the

following descriptions:

Exhibit 8: The Measurement Scale

SCALE 1 2 3 4 5
SELF ACTUATION | Low Manifestation High Manifestation
SYSTEM
DIAGNOSTICS < >
Low Manifestation High Manifestation
ACTOR SYSTEM
DIAGNOSTICS < |
DISSIPATIVE Conservative Dissipative
STRUCTURE
DIAGNOSTICS
CUMMINGS 6-LEVEL Poor Fair Satisfactory Good Excellent
DIAGNOSTICS < >

This simple scale is used throughout the 4 measurement tools to ensure

comparability and ease of interpretation.

Consistency is also maintained as the

rating is done throughout using the same unit of measure. It is proposed that
ratings of 4 and above indicate good standing whilst ratings below 4 were

indicative of critical areas to be addressed in the intervention stage.

The propositions made in this paper relate to the viability scores of the
organisation on the diagnostic measurements that are being used. A mean
score of 4 and above, (2 4) on a 5-point scale would indicate a healthy, viable

state whilst scores less than 4 ( < 4 ), would indicate critical areas that need to be
viewed for intervention.
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3.6.1 The Self Actuation System Diagnostics

In this measurement scale, the dimensions measured are based on the
ability of the system to self-requlate, self generate and self-actuate. The
elements as identified by Yolles (1999)%, are as follows:

Exhibit 9: Self Actuation System Diagnostics

CHARACTERISTICS OF SELF
ACTUATION

EXPLANATION

RATING

LOW MANIFESTATION -1
TO

HIGH MANIFESTATION - §

SELF-INFLUENCING

Circular causality and causal loops, circular patterns of
causation

SELF-REGULATING

Maintenance of a particular variable to keep essential
variables within limits, via negative feedback and
specified limits.

SELF-ORGANISING

Self ampiffication of fluctuations generated in the
syslem as a consequence of perfurbations from the
environment

SELF-SUSTAINING

Operations that are organisationally closed, when all
possible states of aclivity generate or lead to activity
within itself. Once an organisationally closed process
Is started, it is self-sustaining.

SELF-PRODUCING

Autopoietic systems that self produce both their
components and their boundary

'SELF-REFERENTIAL

Symbolic reference to self. These systems refer to
themselves in terms of themselves, or their
companents, through image, expressed symbolically.

SELF-CONSCIOUS

Able to interact with descriptions of self.

The dimensions of self actuation are used to assess the organisation and

ascertain if it is indeed self actuating and to what extent it exhibits and practices

these characteristics of self actuation.

The proposition for Self Actuation System Diagnostics for SUMC would be
that SUMC would have a mean score of 4 and above on the Self Actuation

System Diagnostics.

Prop #1 SJMC will score 4 and above in the Self Actuation
Dimensions demonstrating the capacity to be a viable, self
regulating system.

A score of less than 4 in these dimensions would indicate critical areas

targeted for intervention.
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3.6.2 The Actor System Diagnostics

Actor systems are measured on the elements as listed in the following
table. The organisation is rated on its status in each of the dimensions listed
using a 1-5 Likert scale with 5 being the highest desired score and 1 the lowest.

This diagnostic measures both the individual and the organisational
system against dimensions relating to the way they interact with the meta-system
both individually and as an organisation.

Using the Likert measurement, the organisation would have to score 4
and above to exhibit a healthy actor system.

The diagnostic addresses the questions:
» What are the gaps that exist in the individual Actor system identity?
» How closed and boundary forming is the system?

The proposition for actor system identity diagnostics, individual and group,
is that SUMC would score 4 and above on the Actor System Diagnostics A
mean score of less than 4 for this measurement would indicate gaps in the actor
- system identity, and weaknesses in its closure and boundary.

For the individual actor identity measures, the dimensions studied are self-
referencing, egocentrism and self-reflectiveness. The group identity measures
the capacity of the group members to act as a group actor system by identifying
more with the generic identity than the individual identity. The propositions are:

Prop #2 SJIMC will score 4 and above in the Actor System Diagnostics at
the individual level demonstrating minimal gaps between the
individual and generic identity of the actors.

Prop #3 SJMC will score 4 and above in the Actor System Diagnostics at

the group level demonstrating the capacity to form boundaries and
have closure as a viable system.
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The table below presents the dimensions that are used in the diagnostic.

Exhibit 10: Actor System Dimensions

DIMENSIONS TO BE ASSESSED FOR ACTOR SYSTEMS ( REF.YOLLES, P

W hat needs to be done to change the Actor sys tem identity - indiv
How enclosed is a system (boundary forming)?

INGIIBOAL:::

SELF REFERENCING CLOSURE ) -
Athmptb interact wih others as a reflecion of hemselves

RATING - SCALE (-5}

ALTRUISM VS EGOCENTRISM
Maintein own idenfity againstworld

SELF REFLECTIVE EVOLUTION
Sees organlsaﬁonal change asan evolution of the idenily ‘
in relaton o the wider world.

wo'rkswas‘wr.\‘o‘lveﬂih‘ éof\héctidri with
cogniive purpose fom he metasysem

PROPOSITIONAL
The charachrisics loe proﬁle are detarmmed
by te metasyspmlc propositions.

NORMATIVE o
The setofcharacterlsics are normaﬁvely o
agreed b deﬁne dishnct classes of behaviour

EXTENSION 4 ;
There is a commensurabilly betweeen he sysems | =
within he metasystem, and a generic idenly.

QUALITIES e
There are paﬂhrn distmcions in quallﬂes ofthe
systems which are fixed and varlable

GENERIC IDENTITY
Strong sense of idanlty thatlndicahes
no loss of normaive coherence.
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How the system acts will eventually impact on its boundaries and the way
it actuates and re-generates. An actor system is part of a holarchy of systems
and to be viable systems, they must have some degree of closure.

3.6.3 Dissipative Structure Diagnostics

The dissipative structure diagnostics evaluates the system on a continuum
ranging from conservative system to dissipative systems. The premise is that
increased dissipative characteristics result in the system finding a new and
higher equilibrium, i.e., a growth of the system. Building on the work of Prigorine
and Stengers, Yolles defines dissipative systems as those that

» Have dissipative structures
» Are globally far from equilibrium
» Are inherently dynamically unstable

» Use energy to maintain order through negentropy beyond any thresholds
of instability

Whilst both conservative and dissipative systems have definable form and
state of behaviour, with dissipative systems, the energy changes are large.
Dissipative systems are continuously in fluctuation, from one state to another,
with new forms occurring when the system fiuctuates beyond the levels of
stability. The system then enters negentropy and creates a state of order. In
this sense the dissipative system is seen as an evolutionary system which is
adaptable and changes its form.

The cycle of change in a dissipative system is shown in Exhibit 11 below:
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THRESHOLD INSTABILITY, FORMATION OF A
NEW DISSIPATIVE STRUCTURE

INCREASE IN ENTROPY PRODUCTION
Exhibit 11: The Evolutionary Cycle Of Dissipative Structures.

The measurement scale evaluates the relevant dimensions as listed:

Exhibit 12: Dissipative Structures Diagnostics

FLEMENTS: L B L bt

STRUGTURA, ORIENTATION ety | Fsmcrry

ACTION TOWARDS. DEVIATION (Counteracting .| . . . (Am‘plficaion

ODYNAMIC ... ....|Nearzeroenergy/sieady siatentme| [Farm zero, change with changein lme
TENDENCY_C‘JF FORM Mophostasis .} . . |Mophogenesis

NTERNAL CONDITION o [Newwosweedy .. .[Farkomsteady

REFERENT .. . . [Relloseadyswe | Sellreference
LOGICAL ORGANISATOIN ~  lwreversiblelostesdy | [Cyclicalimeversble

SYSTEMTYPE . .. fopen with poss growth

open, coninuous, balanced energy exchanged.

The proposition for Dissipative Structures Diagnostics would be that
SJMC would score 4 and above on the Dissipative Diagnostics.

Prop #4 SJMC will score 4 and above in the Dissipative Structure
Dimensions demonstrating the capacity to be a viable, complex,
adaptive dissipative system that will advance from the far-from
equilibrium state to a new state.
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3.6.4 Cummings Six- Level Diagnostics

The six-level diagnostic goes beyond the system behaviours and looks
intemally into the individual, group and the organisation culture and its
relationship structures both internally and externally.

The model on which this diagnostic is based is developed by Cummings &
Worley in their approach to Organisational Development & Change’. The
framework of this approach is based on the understanding of the organisation,
group and individual levels in the dynamics and strategic orientation of the
organisation. The outline is presented in the following discussion.

3.6.4.1 The Organisational Level

At the organisational level, the key task is to understand the different
elements that make up the culture and strategy of the organisation, how they
compare against each other, and whether these support the alignment of inputs

and desired outputs for the organisation. The levels are presented as in
Exhibit 2.

3.6.4.1.1 General Environment

Inputs at organisational level are characterised by the general
environment and the industry structure. The general environment represents the
external forces that act on the organisation, and can be described as the level of
uncertainty present in the social, technological, economic, ecological and political
forces. These forces act on and impact the strategic orientation of the company
and support the development of the company culture, leading to organisational
effectiveness.

36.4.1.2 Industry Structure
The next level of the organisational diagnostic focuses on the

organisation’s industry structure or task environment consisting of the five forces
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as described by Micheal Porter, i.e., supplier power, buyer power, threats of
substitutes, threats of entry, and rivalry amongst competitors.

These forces act on the design components at organisational leve|

resulting in a cuitural perspective and resultant productivity and performance
outcomes,

The effects of these forces on the design components are assessed on
the Likert scale to determine how far they are aligned to each other.

3641.3 Strateqic Orientation

The strategic intent of the organisation is determined by its mission, goals
and objectives, and how it designs and implements its policies.

The strategic orientation of the organisation is assessed by evaluating the
strategy, core activity systems, human resource systems, structural systems,
measurement systems and the organisational culture.

The proposition here is that SIMC would score 4 and above on the
Organisational Level Diagnostics. Scores of less than 4 would indicate critical
areas for intervention,

Prop #5 SJMC will score 4 and above in the organisational level
diagnostics of the Cummings model, demonstrating the
capacity to maintain performance and prqduthﬁy and
hence, its position and viability as an organisation in the face
of competition.
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3.6.4.2. The Group Level

At the group level, the major input is the organisation design. The main
elements within the group that need to be assessed are presented in Exhibit 2.
As is seen, the elements of organisation design become the inputs to the Group
whilst the Group outputs are team effectiveness, good decisions and team
cohesiveness. Elements within the Group are:

» Goal Clarity,

» Performance Norms,

» Task Structure,

» Group Composition and
» Team Functioning.

These elements are rated on the 5-point Likert scale to determine how the
organisation rates, and if its outputs are aligned to its inputs.

The proposition is that SIMC would score 4 and above on the Group
Level Diagnostics.

Prop #6 SJMC will score 4 and above in the group level diagnostics of the
Cummings model, demonstrating the capacity to maintain its group
team effectiveness, cohesiveness, strength and performance in the
face of competition and organisational growth.
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3.6.4.3. The Individual Level

Three major inputs affect job design at the individual level. These are

organisation design, group design and the personal characteristics of the job
holders.

(i) Atthe individual level:

« Skill Variety refers to the range of skills that are required to do the job

« Task identity is the degree to which the job aliows for a completion of a
whole identifiable piece of work.

« Task significance is the degree to which the job has significant impact
on other people’s lives.

« Autonomy is the degree to which the job provides the worker freedom
and discretion in scheduling their work.

. Feedback about results refers to the degree in which the job provides
employees with direct and clear information on task performance.

These elements are measured for the targeted senior management team
to assess the individual levels of fit between the job design and group and
organisational design, and the job fit against the personal characteristics.

The proposition is that SIMC would score 4 and above on the Individual
Level Diagnostics.

Prop #7 SJMC will score 4 and above in the individual level
diagnostics of the Cummings model, demonstrating the
capacity to maintain its individuals’ position and commitment
to the job functions within the organisation.
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CHAPTER 5. RECOMMENDED INTERVENTIONS & CONCLUSION

The process of intervention into an organisation requires sensitivity and
skill and confidence in the steps to be taken. The following recommendations
are taken in the light of the discoveries made and the use of the Cummings
Model of Intervention. However, we note that there may be other modes of
intervention possible, not within the current framework that has been selected for
the study.

It is to be understood that the recommended interventions are made in good faith

based on the data analysed and observation and analysis of the researcher.

5.1 Recommended Interventions

Based on the findings above, and after considering the implications of the
current situation, the researcher has arrived at the point of recommendations for
improvement for the organisation.

The Cummings Model presents 4 main intervention strategies, as follow:
« Strategic Interventions,

» Human Resource Management Interventions,

« Human Process Interventions and

e Techno-structural Interventions.

From the findings, it is clear that SJMC needs to look at interventions in all
the 4 areas. However, the critical success factors fall more in the area of human
process and human resource interventions and how these in tum affect the
strategic and techno-structural focus of the organisation.
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The intervention approach recommended by the researcher is therefore in
the following phases:
A. Begin with the Human Process interventions at the Management
Team level to resolve the personal and group issues that exist.
B. Next work on Strategic Planning issues when the management
team has resolved its basic differences of opinion.
C. Flowing from the Strategic Plan, a review of organisational
systems and operations incorporating a review of Human

Resource and Techno-structural issues that remain to be
addressed.

5.1.1. Phase A: Human Process Interventions for the Management Team

There are 7 possible options for human process interventions and they are
listed below.

T-Groups

Process Consulitation

Third Party intervention
Teambuilding

Organisation Confrontation Meeting
Inter-group Relations

Large Group Interventions

o o o ¢ » & o

Not all of these options would be appropriate for SJMC given its
conservative culture and the need to defend its image. It is preferred that the
intervention steps taken meet the individuals concerned within their comfort
zone, in order that they will respond more quickly. It will be up to the skill of the
facilitator of the intervention process to draw them away from their comfort zone
to a discussion of the real issues that exist within the management team, and
their need to confront them and deal with them effectively,
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The table below presents the selection of human process interventions
possible and what has been considered appropriate for SIMC and why. Also, a
priority listing is shown with Priority | being for immediate action and Priority 11 for

developmental activity to sustain and maintain the new equilibrium achieved after
the first intervention.

Exhibit 30: Human Process Interventions

NO. | HUMAN APPROPRIATE | REASONS PRIORITY
PROCESS FORSJMC 1 - immediate
INTERVENTIONS I - development

1 I
A well conducted T-Group could help the individuals to sort
out their relationship and communication patterns. However
much would depend on the skill of the facilitator and the
T-Graups YR degree of acceptance of the team itself to such an
intervention. However, it might be difficult to get the team to
accept this intervention.
2 This is the most likely option as itis justifiable in the light of I
improving the process of Management Review, and it would
S be eash( to getthe commitmentgf the team to be invo!ved in
Eownditation YES the exercise. Also, itis the most iikely to gain & champion to
suppart the effort, Le. the QMR, who would be able to
provide reasons for such an action.
3 This could be combined with the Process Consultation, i.e. to |
have the 3+ party function as the facilitator for the whole
Third Party YES exercise - thus enabling the different factions to act
Intervention indepandently without being responsible for the flow of the
discussion.

4 ' To support the commitment builtup in the first steps and 1]
Teambuilding YES promole bonding.

5 | Organisation
Confrontation NO The aulture will not support this.

Meeting

6 To encourage better working relationships and Il
Inter-group YES communicalion styles within the management team and
Relations promate understanding..

7 | Large Group NO The oullure will not support this and it is not necessary at this -
Interventions time.

As seen from the table above, the recommended action would be the use
of Process Consultation and 3™ Party Intervention, in combination, first, followed
by support activities like Teambuilding and Inter-group Relations exercises.
Whilst the T-Group could be useful, there is doubt that it would be the best
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3.7. Summary of Propositions

The list below presents a summary of the propositions to be verified:

Prop #1

Prop #2

Prop #3

Prop #4

Prop #5

Prop #6

Prop #7

SJMC will score 4 and above in the Self Actuation Dimensions
demonstrating the capacity to be a viable, self regulating system.

SJMC will score 4 and above in the Actor System Diagnostics at
the individual level demonstrating minimal gaps between the
individual and generic identity of the actors.

SJMC will score 4 and above in the Actor System Diagnostics at
the group level demonstrating the capacity to form boundaries and
have closure as a viable system.

SJMC will score 4 and above in the Dissipative Structure
Dimensions demonstrating the capacity to be a viable, complex,
adaptive dissipative system that will advance from the far-from
equilibrium state to a new state.

SJMC will score 4 and above in the organisational level diagnostics
of the Cummings model, demonstrating the capacity to maintain
performance and productivity and hence, its position and viability as
an organisation in the face of competition.

SJMC will score 4 and above in the group level diagnostics of the
Cummings model, demonstrating the capacity to maintain its group
team effectiveness, cohesiveness, strength and performance in the
face of competition and organisational growth.

SJIMC will score 4 and above in the individual level diagnostics of
the Cummings model, demonstrating the capacity to maintain its
individuals' position and commitment to the job functions within the
organisation.
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