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Abstract
The problem of resistance to organisational change has been highlighted through
the contemporary literature on change management. Endemic with change
programs are the reported failure rates, which suggest an unusually high
percentage of all change initiatives fail. The cited reasons for the failures abound,
from systemic management failure through to direct causes such as workforce
absenteeism. However, throughout the literature the catch all term of 'resistance'
to change is cited as the most dominant feature of change failure. The literature
however does not deal in any in-depth way with the nature of why people resist
change. The position of this thesis is that the literature on change is ill equipped to
conceptualise and deal with the resistance issue due to the historical development
of change management as a body of knowledge. This thesis argues that viewing
identity as a process (incomplete and unfinished) offers clear insights as to why
people resist change. Further, viewing identity as a process allows change to be
understood as interference in the identity process.
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Abstract
The problem of resistance to organisational change has been highlighted through
the contemporary literature on change management. Endemic with change
programs are the reported failure rates, which suggest an unusually high
percentage of all change initiatives fail. The cited reasons for the failures abound,
from systemic management failure through to direct causes such as workforce
absenteeism. However, throughout the literature the catch all term of 'resistance'
to change is cited as the most dominant feature of change failure. The literature
however does not deal in any in-depth way with the nature of why people resist
change. The position of this thesis is that the literature on change is ill equipped to
conceptualise and deal with the resistance issue due to the historical development
of change management as a body of knowledge. This thesis argues that viewing
identity as a process (incomplete and unfinished) offers clear insights as to why
people resist change. Further, viewing identity as a process allows change to be
understood as interference in the identity process.

7

Chapter 1 Introduction
This thesis concerns itself with the terms 'change' and 'identity' in relation to the
development of new and altered manufacturing practices in the Stoke-on-Trent
potteries industry; in general the effects of change on the individual. The
theoretical perspective proffered here posits that change interrupts the selfnarration process (drawing on the work of Ricreur, 1984; Ricreur, 1991) of
identity maintenance and thus makes necessary a period of transition (resistance).

The emergence of this as a topic of research was the confluence of a deep interest
in identity (deriving from studies in social theory and psychology) and the
opportunity to investigate a socially and historically rich site of human interaction
in the form of the Stoke-on-Trent ceramics industry, locally know as the
'Potteries'. The specific ceramic organisations in this case were Steelite
International and Spode. Both companies had been the subject of academic study
by previous researchers who had as their focus supply chains (Day, 2000), new
technologies (Weston, 2001) and agile manufacturing systems (Rigby, 2004).
Notably, all the previous studies centred on the manufacturing process, in terms of
systems and design, underpinned by systemic philosophy (a de-humanised
approach). This study however, presents a different perspective in that it has as its
focus the psychological reactions to change.

This thesis thus examines change in process, which allows identity in process to
be explicated. Two levels to identity need consideration here. One is the level on
which we partake in social exchange, with the social fabric where identity is
"people's source of meaning and experience" (Castells, 1997, pp. 6-7). In this

8

sense according to Calhoun (Calhoun, 1994, pp. 9-10), "self-knowledge is always
a construction derived from the social fabric". On a second level identity is
considered as 'owned' by the individual (an ethnocentric perspective) factors
emerge through interpolation; intermittent stages of identity development
(Althusser, 1971, p. 171) in a cultural/ideological context, something Munro
(Munroe, 2004) conceptualises as 'punctualization'.

It is the second level, which is the major concern here in the sense of the

psychological process of internalising from the social and the reaction, from this
perspective, to change as a disruption to the process of identity maintenance. In
this instance, identity is conceptualised as a site of resistance to external pressures
to change, as there are real consequences for people's self-perceptions and social
positioning in relation to self-knowledge. Within this context identity is
formulated, with regard to personal identity, as a specific site of psychological
exchange under which identities are internalised, maintained and projected, under
the broader contextualising thematic of organisation and society respectively.

The idea of personal identity draws on the notion of individuals 'owning,
projecting, developing and inhabiting' a specific identity related to working and
social practice. This is premised on Lucan's (1936; 1948 in du Gay, Evans, &
Redman, 2000, pp. 44-50) mirror Stage developmental model and on a derived
term of social exchange I refer to as social accretion from the corollary of the
mirror; in this instance a social historical narrative repository (see methodology
section). However I have not restricted the notion of identity purely to the
individual, but extend it to cover organisations as the research findings outline a
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particular case of change resistance, which required exploration and this was
ultimately connected to self-perception. Further to this, people inhabit a space
called organisation and subsequently create practices of maintenance and
exchange within and beyond it. This has broader yet connected implications for
change.

The notion of identity in change is then examined through the empirical
engagement of the Stoke-on-Trent ceramics industry, in specific companies,
namely Spode and Steelite International. There were other companies involved in
the research but they do not make up the bulk of the research data in this thesis.
These companies are specifically chosen as they represented the larger
engagement periods and were predominant members of the Manufacturing
Improvement Club (MIC) based at Ceram (a focus group of company leaders).

1.1 Why identity?
The idea of identity transcends the research period in that it developed through a
long-term engagement with psychology through to organisation studies and social
theory from which emerged an interest in what Otto Rank (Tucker, 1971) refers to
as The Double; Der Doppelganger. Der Doppelganger is not to be taken in the
literal sense of a physical being in copy of one's own image. Rather a
psychological doubling in the wider psychosocial fabric. Rank, for example,
draws attention to the propensity to outwardly project, within a cyclical return,
drawing on Lucka's (cited in Tucker, 1971) duplication of the self, something
Laing (R.D. Laing, 1961, p. 24) referred" to as "depersonalising the person in
objectivity". Rank draws us to what he terms the ''universal human problem"
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(Tucker, 1971, p. 27), that of the relation of the self, "a site for which one
perceives the world and a place from which to act" (Harre, 1997, pp. 2-3). In this
sense the psychological doubling underwrites Lucan's contention of the Mirror
Stage of development, where we see ourselves before us, a psychological incision.
Rank outlines his contention further in literature, anthropology and society in
general in the ability to project and return a view of one's self.

From this, developed an interest in the term identity in its multiple meanings of an
identity, and identity as a process of becoming and becoming other. But the
question remained as to how it was possible to study such a process in an
empirical way. At Loughborough University along with my then supervisor we
agreed to use the terms genius and autism as counter points in a sense of context
preceding and co-constructing these very terms. The rationale was that each had
its own socially constructed position, which had as a common thread genius.
Genius figures were often co-constructed as autistic and predominantly male. The
gendering aspect is common to autism and related disorders such as Asperger's
syndrome to the ratio of 10: 1. During that time the research revealed a dislocation,
which allowed one form of identity, genius, predominance over the latter even if
autism were present. The context, and the inhabiting of an identity, was the basis
on which to examine identity in process. The logical step was thus to focus on one
particular area of identity and examine changes and the reactions to those
changes.

1.2 Why the ceramics industry?
The ceramics industry in Stoke, depending on the sources you examine, began
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c1653 (Duds on, 1999). Thus historically the industry has witnessed some of the
great historical events of the last few centuries. However, what has not changed
during that time is the essential element of ceramic manufacture, turning clay into
pot. Many subtle improvements to that process have of course taken place, such as
a move from coal to gas powered heating; automated turning of clay and in some
instances direct printing onto fired products rather than hand painting. Although in
the case of the two companies examined here, up to the point of closure this year
one still operated a hand-painting department. In essence here, what the ceramics
manufacturers represented was a mixture of tradition and amendment.

However, one of the underpinning reasons for a long-term engagement with the
'Potteries' was presented by chance. At the International Conference on
Production Research (ICPR) in Prague in 2001 I delivered a co-authored paper,
which postulated possible effects of virtual partnerships on the individual. This
broadly had an appeal to identity and the effects on it when traditional markers are
missing. In attendance at the conference was senior manager of Ceram (the
ceramic research body) and three researchers (mentioned above). As a result of
the paper, a joint research venture ensued funded by Ceram and Kee1e University,
which aimed to examine the 'human factor' issues of moving to cellular
manufacturing from the more traditional forms of pottery manufacturing.

The subsequent research found that change was rarely adopted as a company wide
issue. Furthermore, change was driven from an epistemology of systems and
engineering thinking, which often neglects the human factor (soft) issues. As such
a common response within the ceramic industry to worker resistance had
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invariably been a 'convince or remove' approach. There was, of course, little
surprise that systemic engineering led thinking drove change. After all, the
previous research in the industry had focused on process, which invariably has
lead to descriptive narratives that are infused with metaphors used in describing
conflicts. How are we to perceive change if it is only taken to be a conflict
reaction to systemic changes? How can we offer a different understanding of
resistance to change, which can accommodate both systemic thinking and human
issues without a default recourse to Marx's claim to the inevitability of conflict in
capitalist relations? My suggestion here was that identity could be a suitable term
in which to examine change from a more identity based psychological perspective

For the initial one-year period during 2001-2002, funds were provided by 'Ceram
UK' as part of their 'Fast Track II' research grant from the Department of Trade
and Industry (DTI). As part of the research arrangement members of the
Manufacturing Improvement Club (MIC, a body of senior people from pottery
manufacturers) were to give over their time in an 'in kind' relationship. This
secured access to the research field from the senior players to the shop floor and
established a long-term engagement with the respective companies over many
years. Thus facilitating a privileged engagement with an industry, rich in tradition
and story, which is now sadly all but gone from the area.

1.3 Chapter outline

Chapter two considers the methodological perspective and a reVIew of the
methods employed. This chapter outlines my methodological position; in this
case one of social constructionism, which privileges the way people interpret their
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lived experiences and react to create their own self knowledge. The reason for this
is twofold. Firstly, my development as a critical social psychologist led me to
question psychological knowledge as just another privileging discourse (K. 1.
Gergen, 1999). In turn, my exposure to management discourse finds the same
privileging and that knowledge itself is a mediated construction within a context.
The idea of social constructivism, developed further by Berger & Luckman
(Berger & Luckman, 1991; Berger & Luckmann, 1966) (originally developed by
Piaget in relation to child development), claims that in the social world objects are
not given but mediated constructions. In this sense, objects in the social mediation
have stabilities but they change over time. Thus identities are in some respects
ephemeral while other aspects have perceived stability. In order to facilitate a
clearer understanding of identity in process I offer a corollary to Lucan's mirror
by positing that the social fabric from which one draws meaning in two way
relationship is best conceptualised as a socio-historical Scriptura; literally a script
which is continually co-constructed in the social interplay. To examine this in
action I used participant observations and interviews under the umbrella of
ethnographic case study method. My position within this is then one of coconstruction of accounts.

Chapter three concerns itself with the tenns 'change' and 'change management'.
The first part, change, examines the change literature and then clarifies its modem
day emergence as a discrete body of knowledge taking in the period from the late
1940s through to the present day. As an emergent thematic of the literature
review, it is noted that although change has been an important topic for the last six
decades the one thing upon which there is agreement is that partial or complete
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failure of change initiatives is due to resistance. Furthermore, although there are
reports of up to eighty per cent failure rates of such initiatives with resistance
cited as the main cause, the literature is disproportionate in this regard. Resistance
is consigned to a catchall 'human factors, soft issue' category, which becomes
something to be dealt with. The literature in this regard proffers solutions to
change problems that offer simplistic strategies and programmatic solutions, an
approach which largely leaves 'human factor' issues to others. The questions that
arose here were why is this the case? Why has resistance received relatively
disproportionate consideration even under such complex situations? Why is there
little consideration of the reaction of individuals to change within the change
literature, which has a more psychological underpinning in terms of an
explanatory framework? The change literature of the past is replete with
descriptions utilizing the language of control (system thinking). Further, the
contemporary change literature is dominated by systems thinking and managerial
discourse, which holds personnel in such subordinate positions of inconsideration,
typified in the ceramics industry as they adopt a do it or leave mentality.

Chapter four examines the theme of identity. Identity has been conceptualised as a
fabric from which, we extract, create and exchange meaning from the Scriptura.
We can think of identity in a localised way as that which identifies us, such as job
title, social class, gender, ethnicity and so on. However identity can also be
thought of as a process of becoming, any subject in organisational or social life is
a subject working at and through identity, "an existential project of becoming, but
one consistently exposed to points of discursive disruption and resistance" (Dent
& Whitehead, 2001, p. 205). Through this chapter, I examine identity and move
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from the pnmacy of context through the poststructuralist perspective to the
individual in becoming. In this we can conceptualise change as a disruption of
cyclical process of becoming which culminates in psychological violence by
imposed changes. Notions of subjectivity and the self are covered in this section.
Further, it would be remiss should this chapter not also consider labour process
theory.

Chapter five is the first of the two ethnographic case studies. In this initial study I
offer an ethnographic description of Steelite International. Through this we can
see how themes of 'old', 'new', 'fear', 'macho', 'masculine', 'honesty', 'respect'
have developed in a specific cultural way through historical process pertinent to
its specific historical emergence. This then provides the socio-historical script
from which the participants' voices are allowed to give meaning to their actions
and words within the organisation. In this particular instance we encounter an
overarching theme of interplay between fear and respect as the predominant
context from which to draw meaning. This is captured in the oft-used expression,
epitomised by the then general manager, "do it or fuck off'.

Chapter six then runs counter to the themes posited by the Steelite case as in this
we see a company who's predominant themes are of 'nothing has changed', 'it's a
family here'. This is again examined through an historical exhumation of the
development of the company. In this way we can again see how the cultural
Scriptura, radically different from Steelite, again allows the participants to
vocalise and respond in specific ways to change implementation.
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In chapter seven I go on to develop the analysis of the case material in light of the
development of the identity literature and the positing of Scriptura. In this we can
understand resistance to change as reaction to changes in the Scriptura as it
interrupts the cyclical mediation on self-narration. Moreover, the re-working of
the individual's self identity, in relation to changes, is tempered in terms of
response by the locally as well as globally available narratives. In short, change
initiates a period of time given over to a re-examination and subsequent rebuilding
of a coherent self-narrative.
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Chapter 2 Methodology
This chapter discusses the issue of knowledge per se with a specific focus on the
topic at which is an identity-based perspective applied to the resistance to change
question. The nature of the topic, in this case identity, is intimately entwined with
people's lived lives in terms of their understanding and interpretation of events. As
such, the research takes a social constructivist perspective thus privileging the
voices of respondents and focusing on their interpretation of events and their
construction on the world around them. Naturally, this research sits in a broad
inductive camp with primary research tools aligned with a qualitative position set
to generate theory from observation.

In the following section the nature of research is discussed before a critical account
of the research tools are offered. From there I introduce a theoretical position with
regards to an analytical method derived from the Lacanian mirror stage of
development. In this I postulate that while the nature of self is concretely
established in separation through seeing one's self in the reflection, the process of
self-identity development and maintenance is achieved through an interaction with
the social world in a similarly reflective way. Here, I offer a corollary of the mirror
and posit that an individual draws on a social-historical script in order to create and
derive meaning. This I term Scriptura in order to distance the concept from
ecclesiastical scriptures and suggest that meaning, understanding and selfknowledge is mediated by both a global and a local Scriptura. This then forms one
aspect of the analysis in chapter seven.
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2.1 Nature of research
The ontological question asks what is the form and nature of reality and, therefore,
what is there that can be known about it (Guba & Lincoln, 1994, p. 108). The
epistemological question asks us to consider the relationship between the knower
(would-be-knower) and what can be known Obid). Further, how do we as subjects,
individuals, and beings acquire knowledge of the external (objective/objectified)
world? This leads to the third question, that of methodology - how can the inquirer
go about finding out whatever he or she believes can be known? This hierarchical
sequence of term resolution that Guba & Lincoln (Guba & Lincoln, 1994) propose
(ontology - epistemology - methodology) forms the fundamental basis of
knowledge creation within a field or discipline. This is not to say that successful
resolution of such terms solves the problem of knowledge (M. M. Gergen &
Gergen, 2003, p. 12) per se, but leads to a more localised resolution applicable to
the topic of study within a coalition of understanding and shared meanings.

The ontological and epistemological questions are closely intertwined (A. B.
Thomas, 2003, p. 36). Resolving the ontological question, for instance, constrains
the subsequent answer to the epistemological question. For example if we take the
position that the world of the 'real' is a social-construct then the epistemological
stance places emphasis on the examination and deconstruction of that construct or
an explication of that construct in-action (process of construction) with the
researcher intimately involved in the process in a reflexive way (Holland, 1999).
The constructionist position then has consequences for the idea of 'knowledge' in
that it is ultimately provisional (Isaac, 1990, p. 1; Willig, 1998, p. 92) , a coconstructive process (K. 1. Gergen, 2001) and further, that fundamentally
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arguments for a particular approach "have a moral, ethical and ideological
dimension" (Hacking, 2000, p. 62), which requires a "set of shared understandings"
(M. M. Gergen & Gergen, 2003, p. 81) broadly interpreted as a humanistic stance.

If on the other hand we adopt a position where there are 'real' things out there,
which are observable through social surveys, experimentation, official statistics,
structured observation and content analysis (Bryman, 1998, pp. 11-12), then we can
fall to positivistic positioning - aligning with the natural sciences. Here we find
claims of objective 'fact' based on sound practices of distancing, i.e. discounting
the role of the observer, or at least minimising hislher impact lest the relationship
contaminate the results (M. M. Gergen & Gergen, 2003, p. 60). Within this, the
notions of morality, ethics and ideology mentioned above, are allotted the position
of reflection upon the use of the derived knowledge within a positivistic position,
rather than the knowledge itself. However, irrespective of the morality and ethical
considerations there have been many contentions as to the supposed objectivity of
derived knowledge within the positivistic trend.

Haraway (Haraway, 1989, 1991, 1997) and Hacking (Hacking, 2000) have taught
us that the results of primatology studies bear strong traces of their discoverers.
Specifically here, accounts of the behaviour of primates reflect the societies of the
scientists who study them. In such instances the notion of 'objectivity' and by
implication positivism, become a much more contentious issue with regard to
claims of 'fact'. Critiques of factual claims abound even attacking the disciplines of
mathematics, physics, molecular biology and chemistry for example. Criticisms of
facticity (factual creation in discourse) (Potter, 1996, p. 112) revolve around the
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notion of referential talk in terms of citing and constructing 'truth' claims. In
essence here, both a positivistic and a constructionist perspective are open to
subjective bias.

Acknowledging then the inherent bias in any research into social phenomena this
thesis proffers a social constructionist perspective when dealing with the subject
matter of identity and change. The rational here is that social phenomena, such as
self and identity, are mediated in everyday discourse constructed in the social
world. With this in mind, I review the methods of data collection in the following
sections as they applied to the research.

2.2 Case study research
There is some confusion over the definition of 'case study'. On the one hand, a
case study is a methodological approach to a particular object of study and
incorporates multiple data collection methods (Bell, 1999). In this sense, it is an
umbrella term under which mUltiple investigative methods belong. For example,
Abercombie, Hill, & Turner (Abercombie, Hill, & Turner, 2006) view the case
study as "the detailed examination of a single example or a class of phenomena" (p.
41) incorporating mUltiple modes of investigation. Scott & Marshall more broadly
define it as "a research design that takes as its subject a single case or a few
selected examples" (1 Scott & Marshall, 1998, p. 56) utilizing suitable tools. Yin
(1989) extends this definition and suggests that it is "an empirical inquiry that
investigates a contemporary phenomena within its real life context (Yin, 1989, p.
23) using six discernable tools of investigation (interview, document analysis,
direct/indirect observation, participant observation, physical artefacts and archival
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records).

On the other hand, the 'case study' denotes a bounded object of interest. Stake
(1994) for instance, claims that a case study is "not a methodological choice, but a
choice of object to be studied" (Stake, 1994, p. 236). In this sense, the case study
definition falls on an "interest in individual cases, not methods of inquiry" (ibid).
Examples of cases (bounded objects) can be organisations or departments therein.
Cases can be whole "industries or smaller units such as work groups and
individuals" (Berkeley, 2003, p. 127). However, defining a case is not restricted to
a description of physical entity, it can focus upon management' 'decision making'
within a particular industry or department, or on new management' imperatives
such as agile manufacturing within a given industry.

In practice, however, the case study is a mixture of methods and boundary
definition. Here I take 'case study' as a term that denotes a rich descriptive and
analytic process applied to a particular "entity (object, person, group, event, state,
condition, process or what ever) ... with definable boundaries ... within a context of
surrounding circumstances" such as the two companies and their embedded
position (Bromley, 1986, pp. 7-8). The ability to understand any particular case
then is defined by its bounded-ness, its context and the investigative tools used to
collect data (interview, observation, document analysis etc.). As such, the case
study approach has been significant in fields of study such as anthropology, social
policy, management and organisation studies. However, despite its widespread use,
it has attracted, more than its fair share of criticism.

22

Criticisms of the case study as a mode of enquiry have been intense. Indeed
critique was at such a level that talk of a "case study crisis" (Yin, 1981, p. 59)
emerged. Most criticisms stem from epistemological differences, which arise from
the preference for quantitative qualitative methodologies (Berkeley, 2003). The
root of this argument revolves around the problems with internal and external
validity. The implication being, that quantitative examination, with its greater
ability to claim 'objectivity' belays larger concerns of researcher bias and provides
greater support for study replication and externalising to the greater population
(positivism). Attending to these issues assumes, within the quantitative realm,
internal and external validity is more rigorously supported than in the qualitative
case study.

There have been various responses to such critiques, one counter attack centres on
objectivity (Stoecker, 1991), and the other on the nature of case studies in general.
As to the first critique, Stoecker suggests that the problems of researcher bias are
not specific to the case study but general to the social sciences. Secondly, even in
rigorous laboratory experiment the elimination of bias is an illusion at best
(Berkeley, 2003, p. 131; Jung, 1971). Thirdly, and a more fundamental issue with
regard to the notion of objectivity, is given to us by Laing (R.D. Laing, 1990). Here
he suggests that any notion of objectifying in the sense of depersonalising the
'human', under the impression that "one is being scientific, should be resisted"
(R.D. Laing, 1990, p. 24) as the tools of objective representation create distance
and become self representative not representative of the objects of study.
Therefore, any description in these terms is "just as [illusory] a fallacy as the false
personalisation of things" (pp. 24-25).
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As to the nature of case studies, critics argue, "that it is impossible to generalise
from a single case and as such the studies are flawed" (Berkeley, 2003, p. 131).
From this perspective, case studies are exploratory at best, secondary and trivial in
comparison to the surveyor experiment (ibid). Arguments against this claim focus
on the misunderstood nature of the case study. For example, the need for study
replication and extrapolation of research is a premise, which underlies the
experiment and survey method. While this is a general concern, it is not a specific
concern to the case study approach. For instance, Stake argues that the real
business "of a case study is particularisation (a counterpoint to objectivism in its
critique of case studies), not generalisation" (Stake, 1994, p. 8). Schofield
(Schofield, 1992) informs us that the "goal is not to produce a standardised set of
results that any other careful researcher in the same situation or studying the same
issue would have produced. Rather, it is to produce a coherent and illuminating
description of, and perspective on, a situation that is a detailed study of that
situation" (p. 202).

However, this does not negate the possibility of generalization, it just places
emphasis on the use of case studies and the possibilities of generalisation within
such defined usage. For instance, Yin (Yin, 1994) argues that while case studies
cannot be generalised to populations per se, they can generalise to theoretical
propositions. In this way, they have a greater degree of generalisation when used
for theory building (Eisenhardt, 1989), which is pertinent to the topic of study. Bell
(Bell, 1999, p. 35) argues, "if by publication of the results, the case extends the
boundaries of existing knowledge then they are valid forms of research".
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Furthermore, as a method of enquiry Hakim (1997) reminds us that the case study
is, as well developed as any method (Hakim, 1997, p. 37) in the scientific field.
Also, the preoccupation of generalization could well be the fear of "respectability
in the eyes of positivists" (Lee, 1985; cited in Berkeley, 2003, p. 133). However
one views the case study, it is an approach suitable for social research and has three
discernable types; intrinsic (exploratory), instrumental (explanatory - theory
testing/building) and the collective case study (rich theory testing/building) (Stake,
1994, p. 237; Berkeley, 2003, pp. 128-129).

The intrinsic case study is undertaken when a better understanding of a particular
case is required. It involves exploration of a particular case where "little, or nothing
is known, about the phenomena of interest" (Berkeley, 2003, p. 128). In essence,
the researcher allows the multitude of inputs from the case to illuminate its own
story. It mostly involves detailed description and its main purpose is not theory
testing or building. The study "is undertaken because of an intrinsic interest in it"
(Stake, 1994, p. 237). However, it has use as a basis for some theory building. In
this sense, the definition of instrumental (explanatory) case study is just that, where
a particular case is "examined to provide insight into an issue or refinement of
theory" (ibid). The differentiation between intrinsic and instrumental lies in the
focus of study. The case plays a secondary role, which "facilitates an understanding
of something else" (ibid). Stake's third consideration, collective case study is an
extension of the instrumental definition applied to a number of cases.

In research I take the later stance proffered by Stake (1994) and Schofield, in
combination with suitable tools of investigation which is more broadly akin to an
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ethnographic approach to data collection. For the current research, the overall case
was the ceramics industry with two suitable sample organisations.

2.3 Case study data collection tools
Within the case study framework, according to Yin (1994) and Stake (1994), six
identified evidence sources warrant consideration. These are archival records,
documents,

interviews,

direct/indirect observation,

physical

artefacts

and

participant observation. Each has its relative strengths and weaknesses and their use
is often contingent upon circumstances and the nature of the research rather than a
preferential desire. As Bryman notes, "many methods are useful in obtaining
reliable and valid case data, they rely on cunning, opportunism and persistence
(Bryman, 1998, p. 101). A brief description, including an examination of their
relative strengths and weaknesses, provides some indication of their applicability
and application in the current research. It is important to keep in mind that not all
sources are relevant for all case studies (Yin, 1994).

2.4 Documents
Documents are social and organisational 'artefacts', the products of human actions
in organising and documenting (Berkeley, 2003, pp. 188-189). As such, they
provide the researcher with detailed sources of data. The sources are many and
include newspaper articles, letters, company promotional literature, internal
memoranda and other such administrative documentation. As a research tool, they
can provide corroboration with evidence from other sources in the interests of
triangulation. They are also useful in making inferences about observed events. The
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use of documents however depends upon the epistemological orientation.

For example, treating documents as a resource focuses the researcher's attention on
the contents of the document. In this sense, the document simply carries data and
concerns centre on authenticity of information therein. As a topic however,
documents become a focus of analysis centred on human interaction (Hammersley
& Atkinson, 1994, 1998). In this sense, the usage of documentation in an
organisation becomes the focus. Hammersley and Atkinson, for example, suggest
that documents have use when viewed from the perspective of "how they are read,
interpreted and used" (1994, p. 168). Further questions thus centre on their
construction and the effects they have and "what is left unrecorded by the
document and why?" (Berkeley, 2003, p. 189).

This suggests an epistemological divide around documentation as topic or resource.
The divide denotes an appeal, in some sense, to positivism or constructionism. For
example, positivism treats documentation as unproblematic, in that it coveys
information only in the sense of contents. This is especially the case if the
documentation lists numerical data (Morgenstern, 1963, Cited by Berkeley, 2004,
p. 189). Constructionism however, treats documentation as a human construction
within a context. As such, they only avail themselves of understanding if treated as
a social production. "The facts they point out, are in part constructed in the process
of record keeping and so are onto logically contingent on those processes" (ibid).
As outlined above, the philosophical approach taken here is one of constructionism,
however this does not demand that all documentation is subject to such analysis or
used in such a way. To clarify, I offer a short account of the use of documentation
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in this research, notably promotional literature (paper and electronic).

In the course of this research, documentation (promotional literature) became a
source of contextualisation and orientation. The company promotional literature
offered product and historical information. In this regard, case company
promotional literature provided a site of product familiarisation and historical
contextualisation. The necessity of which became obvious after initial talks with
prior researchers. They had a familiarity with the vocabulary used in the ceramics
industry and an overall knowledge of general product shapes and styles. For
example, Steelite has a distinctive mug design, which is easily recognised once
familiarised with it. Familiarisation with product and historical information thus
helped to embed myself in the industry to a degree and enabled nodes of
connectivity when conversing with organisational staff. As such using documents
in this way permits entry into the historical and social culture of the particular
organisation during research activities.

2.5 Archival Records

Archival records can form a substantial part of case study research. These come in
the form of service records, name lists, survey data and organisational records. The
strengths lay in their precise and quantitative nature. However, they are often hard
to retrieve due to the issue of privacy. The use of such archival records was not
considered for this study and as such will receive no more attention here.
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2.6 Interviews
In combination with participant observation, recorded interviews were conducted
with a variety of people from the case companies. The interviewees included
company directors, senior management, personnel managers and shop-floor staff.
The majority of interviews were pre-planned, however there were opportunities to
explore areas with other members of the organisations as and when opportunities
presented themselves (unrecorded). All interviews were unstructured and loosely
guided by the theme of change. The length of the interviews varied depending upon
interviewee responsiveness and time available. Typically, they lasted an hour but
on occasion, they extended to two. On such occasions, satisfactory examination of
central topics and emergent themes dictated interview duration. Subsequently
interviews varied in scope and depth, depending further upon the interviewee's
forthrightness, their interaction with the researcher and their time served in the
organisation. However, this process was problematic and presented some
unexpected challenges for the interviewer.

For example, some interviewees had been in the same factory for forty years. They
had seen many changes to the factories and working practices. Their experience of
such changes made them ideal interview candidates from my perspective.
However, they were suspicious of 'another bloody suit' (a common parlance used
by shop floor personnel to describe consultants and has a derogatory meaning)
interfering in their affairs. They were initially less forthcoming with responses,
which made interviewing difficult at times. On such occasions, the interviewees
required more information about the interview and interviewer, specifically
concerning confidentiality even though they received assurance of such at the
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initial stage. They were concerned about information getting back to the 'powersthat-be'. The structure and culture of some organisations warranted such fears (see
analysis below for an outline of the organisations).

For the interviewer here one of the obstacles was a historical artefact, where the
presentation of 'another bloody suit' represented interference and upset. This
increased the level of suspicion as to the nature of the interview and only abated
after lengthy introductory conciliatory chats. However, other employees with less
time served were not that concerned with such issues and were less suspicious. For
me (my interpretation), they had less connectivity and historical investment
(identification) with the organisations (less to lose). In such instances, they had a
tendency to be more open throughout the interviews.

Therefore, all the interviews represented a particular challenge, of a variable nature,
co-dependant upon a multitude of variables not all of which were open to either
exploration (guarded responses when probed) or explanation (multiple possible
rationales for question responsiveness).

The above difficulties are symptomatic of any interchange between people. The
'interview' is, after all, an artificially structured social exchange, where 'insider'
meets 'outsider' for the purpose of directed discussion; "a conversation with a
purpose" (Burgess, 1984, p. 102). As such, the artificial nature of interview
exacerbates (increased suspicion for example) the inherent difficulties already
embedded in social exchanges. The complex governing variables that influence the
interview render total explanation impossible. The best one can hope for is a rich
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reflexive descriptive account, which brings out the voices of those interviewed and
interacted with. Whatever the difficulties inherent in such allowances, the interview
remains a consistent and valid tool in qualitative research. What is important is to
consider the interview as a unique instance of social interchange, in which the
result is a mutually constructed authentic experience (Silverman, 2001, p. 87). In
the following, I examine some of the literature regarding interviews. This serves to
highlight further the problems associated with interviews and locates them as a
valid means of social inquiry under the broad social constructionist perspective.

In qualitative research, interviews are a central tool for data collection. Frequently
in the social sciences, the expression 'interviewing' is a catch all term, which
denotes a general process of asking questions. In this regard, it is suggestive of
simplicity. The implication being, that conducting interviews and extracting
information is not as complicated as a well-structured experiment where the
limitation of extraneous variables is paramount. However, as the brief introduction
above suggests, interviews are not without significant problems associated with
human interaction, especially in the research setting. To suggest in such a situation
to have limited extraneous variables would be misleading at best. In this regard, the
claim that interviews are mutually constructed authentic experiences is not without
weight.

For example, Silverman (2001, pp. 85-87) argues, "Interviewing is, in primacy, an
establishment of a human-to-human relation where the aim is to understand". The
level of latitude granted for topic exploration depends on the type of interview,
structured or unstructured, and the interviewer and interviewee's experience. In the
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structured interview, the questions constrain and limit responses to some degree. In
the unstructured interview, there is wider latitude in respect to subject direction and
exploration. The government of subject direction is dependant on the interviewee's
experience and their reaction in the interview, and this allows for a multitude of
possible subject directions (Bryman, 1998). However, whether structured or
unstructured, each interview has a dependency upon experience and reaction,
which is specific to that situation (variable variability). Each interview actively
constructs meaning and is unique in the way it develops understanding for the
researcher.

Fontana & Frey (Fontana & Frey, 1994, p. 361), for example, remind us that asking
questions is a much "harder task than it may seem at first". Interviews, and
interviews in process, can lay themselves open to political interpretations within
the interviewer-interviewee relationship (Finch, 1992). This can aid the interview
process or hinder it. It also provides a site for refutation of resultant data if
extraneous variables are not accounted for, such as the perceptions of the roles
interviewer and interviewee. Utilizing Finch's work here we can draw on a
particular form of relational positioning, within the current research, to show how
gender and occupation politics (here I refer to my gender and my occupation
playing a role in gaining access) opened many doors and elicited favourable
interactions.

Finch (1992) makes much of the female relations in interviews where "women are
almost always enthusiastic about talking to a woman researcher, even if they have
some initial anxieties" (Finch, 1992, p. 167). In most of the interviews she
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conducted, tea/coffee was proffered and even meals on some occasions. These acts
were interpreted as connectivity around the gender axis, in relation to cooperation
and forthrightness of the interviewees. For Finch this is where one's "identity as a
woman provided the entree into the interview situation" (Finch, 1992, p. 173).
Furthermore, the interviewees in this case were married to clergymen, as was the
interviewer. This provided another node of connectivity, which Finch suggests
enhanced the interview situation. Finch does not claim that interviewers whose
"life circumstances are exactly the same as their interviewees can conduct
successful interviews" (ibid), although multiple points of connectivity are bound to
help the process even if only a little.

The important point to take from this is the implication for the interviewer in such
situations. For Finch, the inference was that she had to be prepared to expose
herself to being 'placed' firstly as a woman and secondly that she was willing to be
treated accordingly. In this case, the specificity of gender and the act of being
'treated' or 'placed' in a particular framework forms the basis of connectivity and
establishes mutual grounds for recognition and co-construction throughout the
interview process. Furthermore, it also denotes a reflexive process where
categories, such as 'woman', act as influencing parameters.

This is something Bourdieu (Bourdieu, 1999, p. 608) makes clear when he talks of
knowledge generation through interviews as "one particular instance of social
relationships, which are guided by influencing parameters", in this case gender and
occupation to name a few. As such the given social context, where reciprocation
and negotiation of such categories as interviewee, interviewer, male, female and
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engmeer can act as influencing parameters as well as providing nodes of
connectivity. The point here is that there is no claim to objectivity in the interview
setting but an "aim to understand one's self in process with others and an
understanding of the guiding/limiting parameters" (ibid) as influencing the social
relation in the context of the investigation. This awareness facilitates a critical
analysis of the interviews and allows the interviewer to take into account the
complex social processes with specificity to the topic of research. The specificity to
the topic is premised on being placed as 'something', and an awareness of the
limitations of that placement.

In the case of my research I had to be willing to be placed as a 'male' and as
'engineer'. I do not claim to privilege one category of gender over another but
merely suggest that they have distinctive modes of operation. For Finch being a
woman and married to a clergyman connected with the interviewees who shared
these categories. For me being a male and an engineer (at least for the
interviewees) had similar effects but they also held limitations. These points
become clear when we consider the specific context of the interviews carried out
for this research.

The Stoke-on-Trent ceramics industry by companson to Finch's study is
predominantly patriarchal and engineer driven with 'systems' of operations
governed along the lines of efficiency and price. Almost all senior people within
the industry were male, with an engineering/systems background and what can be
loosely called a 'patriarchal perspective' on human relations. For example, it was
common to encounter a 'knowing' smile when female staff members became the
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subject of derisory discussion. The only senior women I encountered were in the
personnel department, a somewhat parochial designation with the inference of
caregiver. On a shop floor level, women formed the largest section of the
workforce but even here the lines of demarcation were evident. One of the factories
I visited still had male and female clocking on machines. The male and female
charge-hands, even on the same level, had different coloured uniforms to mark
them as male and female. Male charge-hands wore brown overcoats while female
counterparts wore blue. As such, in this setting my being male and engineer of
twelve years yielded significant initial connectivity with most of the interviewees
who were male and on a senior level. This was not without some work on my part.

For example, in Steelite I had to explain my past to the Managing Director (male)
and make general chat about engineering problems that we (there is a sense of
community around the category engineer) had faced. After some time making
connections this way, we established trust and he became one of the more
forthright respondents during my engagement with the industry. However, once my
credibility was established at the senior level this then held implications for the
shop floor level. As outlined above, there was a mistrust of people in suits. I had
initially engaged with the industry as a consultant and as' such had been one of the
'suits'. As such, when I returned to the factory to shadow some of the line
managers, staff recognised me and were 'mistrustful' and reticent to talk at first,
which was understandable.

When the interviewees were with shop floor personnel (male and female), the
patriarchal network provided an impetus of cooperation by proxy from an
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authoritarian perspective. The patriarchal makeup favoured a gender bias at the
level of control. As such, my being male played into the preordained patriarchal
network, which provided points of connection on the one hand and guarded
responses on the other. Not only was I treated and placed upon the gender axis but
also on the perceived status I held in relation to the hierarchy. The parameters and
categories held different meanings with regard to the interviewees within a specific
relational context to the organisation and myself. As such being aware of the
parameters, and the perception of such, makes the researcher more aware of the
specifics of any particular interview and takes account of their possible influences.
In essence, the nature of the responses was guided by the limiting parameters of
gender, engineer, hierarchy and so on.

What we can take from this with regard to the nature of interviews is that simply
asking questions is an extremely small part of a complex social process. The notion
of parameters (Bourdieu, 1999) and politics (Finch, 1992) forces us to examine
"our selves in the process of examining others" (Lafitte, 1957, p. 17). This act of
turning back denotes a level of reflexivity consistent with the constructionist
approach. It also suggests that the results of inquiry are "limited in some measure
by the knowledge of one's self' (Lafitte, 1957, p. 21). The researcher cannot be
considered as neutral, distant or emotionally uninvolved (Rubin & Rubin, 1995, p.
12) but intimately connected to the process, "as such the researchers' empathy,
humour and sensitivity are important tools" (ibid) as is their level of reflection.
Having outlined the complex nature of the interview, in context, we can now
examine the available approaches to interviewing and the limitations and
applicability of different approaches.
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2.7 Interview techniques
Interviewing techniques fall on a continuum from structured interviews, where the
content is pre-designed and ranges in formality, to semi-structured through to
unstructured (King, 1994, p. 16). Between these categories, and related to which
ever is selected, sit several other considerations specific to the questioning
technique: - open, focussed, closed, standardised, informal conversation, partially
structured, in-depth, and open-ended questions (Denzin & Lincoln, 1994). In this
section I outline some of these factors with regard to structured, semi-structured
and unstructured interviews and clarify my particular method.

Structured interviews seek responses to pre-established questions with a limited set
of response categories (Fontana & Frey, 1994, p. 363). The questions are often
closed and there is a predetermined coding scheme. There is a little flexibility, in
the sense that the interviewer can ask some open-ended questions, but "these tend
to be for response clarification rather than the pursuit of another topic" (ibid). This
type of interview leans towards a positivist-empiricist methodology in the sense of
the desire of response limitation and interviewer neutrality. For example, Fontana

& Frey (1994, p. 364) outline a notion of the 'ideal' interviewer who should: -

• "Never get involved in long explanations of the study; use standard
explanation provided by supervisor.
• Never deviate from the study introduction, sequence of questions, or question
wording.
• Never let another person interrupt the interview; do not let another person
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answer for the respondent or offer hislher opinions on the question.
• Never suggest an answer or agree or disagree with an answer. Do not give the
respondent any idea of your personal views on the topic of the question or
survey.
• Never interpret the meaning of the question; just repeat the question and give
instructions or clarifications that are provided in training or by supervisors.
• Never improvise, such as by adding answer categories, or make wording
changes".

The inference here is that knowledge gained through such interviews, where the
experimental desire to limit variability is evident, would represent some form of
objective 'fact'. And underpinning this is the belief that the world can materialise
as a set of cause and effect relations (M. M. Gergen & Gergen, 2003, p. 63).
However, the structured interview is not without criticism, not least of which are
those general points outlined above.

Structured interviews take place in specific context, which can influence the
respondent and the subsequent analysis. Common influences involve interview and,
social desirability bias, which have been a long-standing criticism of qualitative
research (Olesen, 2003, p. 165). Interview bias within the structured interview
examines intonation in questioning the interviewee as a leading strategy. In turn
this can be perceived as a cue to give a certain response, in this case one which is
socially desirable. However these criticism are not limited to the structured
interview but concern all interview situations.
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The semi-structured interview involves less restriction in terms of response and
question formats. For example, common to semi-structured interviewing is the use
of open-ended pre-determined questions. This allows "for more flexibility with
guidance and direction from the questions and the interviewer" (Fontana & Frey,
1994, p. 365). Again, the same criticism can be levelled at this approach as well as
further critiques around the wording of the questions and their effects upon the
respondents.

The un-structured interview by contrast to the semi-structured and structured,
"allows for in-depth investigation using themes rather than set questions" (Fontana
& Frey, 1994, p. 365). This type of exploration is also consistent with participant

observation (Lofland, 2005) in that informal and opportunistic questions arise as
part of the engagement. This was an important point for me in the research field, as
often people would remark upon certain things as they explored my role within the
setting. It also allowed for freedom of exploration as and when topics arose. This
was the principle means of data collection in this study along with participant
observation.

2.8 Participant Observation
Participant observation as a practice or approach, seeks to make visible through
interaction and description, the meanings people use to make sense of their cultural
and subsequently their organisational life. In this sense, participant observation
defines intrinsic concepts and shared terms within the organisation/culture
phenomenologically. That is, meanings are negotiated and created through a
particular instance of interaction and as such have localised meaning for people in
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such situations (Jorgensen, 1989). This clarification appeals to the pre-nineteen
thirteen Hursselian definition of phenomenology rather than the subsequent critique
of idealism (Honderich, 1995, pp. 658-659). In this regard, the most important
thing you can 'know' about any particular individual is how they perceive,
interpret, feel and understand the world, which they inhabit (Gergen, 2003, p. 62).
The researcher here, by immersing themselves in the organisation under study
gains understanding, perhaps more deeply than could be obtained, through survey
research or experimentation.

The main advantages of participant observation are that it allows the researcher to
access a deeper and more experienced insight into the activities of individuals, in a
particular society. Further, the researcher can examine the way participants perform
and the ways in which they think with specific relevance to a given topic, in this
case identity and change. The data gathered from such interaction is often detailed
and covers extensive qualitative description and examination. Although this
approach does yield significant data in both quantity and quality, it is far from
simplistic in terms of the role of the participant and the effects that they have on the
nature and function of the interaction in the field. To understand this more clearly
we need to consider not the fundamental rationale for participant observation but
the application of such as a method of investigation.

According to Atkinson & Hammersley (Atkinson & Hammersley, 1994;
Hammersley & Atkinson, 1998) participant observation can be defined as a method
where the researcher is "observing, while playing an established participant role in
the field of study" (p. 11). The role of the participant observer ranges in scope
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from minimal interaction, where the researcher adopts a non-participant role,
through to more or less complete participation. Hammersley & Atkinson
(Hammersley & Atkinson, 1994) remind us that this simple dichotomous view is in
principle misleading as it is "premised upon the idea that the non-participant
observer plays no recognised role" (p. 248). They go one step further and add, "in a
sense all research is a form of participant observation because we cannot study the
social world without being a part of it" (Hammersley & Atkinson, 1998, p. 124).
This is, to some degree, a general claim about social research and researcher
presence and interaction.

Researchers, whether they partake in the field or not, affect the participants in that
field, just by being there. However, further areas of consideration revolve around
the subsequent written reports, which to some degree have a default claim of 'truth'
in their depictions of observations. As such, much attention to the rhetoric of
accounts forms a central issue of consideration. The focus of this attention has been
on notions of authority and authorship (Hammersley & Atkinson, 1998), the
imposition of textual creation upon the subject (Clifford, 1968; Marcus, 1986) and
the notion that the writing up of studies is 'fiction' creation in the same way that
literary conventions and devices form written accounts (Geertz, 1988). In this
sense, 'true' accounts of observations are often such that they sustain the
researcher's interpretations and interests (K. 1. Gergen, 2001, 1989; M. M. Gergen
& Gergen, 2003, p. 62). A more detailed explanation in 'the nature of research'
section above clarifies this position. I emphasise this cautionary point here as it
inevitably holds implications for the construction of the following narrative,
especially when examining my role within the field.
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With this cautionary note in mind we return to Atkinson & Hammersley (1994)
who suggested a fourfold typology encapsulating the possible roles taken in
participant observation, which are, complete observer, observer as participant,
participant as observer and complete participant.

An explication of the above

typology by Gill & Johnson (1997; 2003, p78) clarifies the various roles.

". Participant as observer. Here entry is overt with the researcher playing a
participatory role such as engaging with work activities.
• Observer as participant. This is again an overt role with the researcher
adopting a role more conducive of a spectator.
• Complete participant. This entails a covert strategy where the researcher
takes on a defined role within an organisation as a legitimate member of
staff.
• Complete observer. A covert entry strategy is required but the researcher is a
full time spectator."

To add another level of consideration here Atkinson and Hammersley (1994) make
clear that there are dimensions of variation, which run between and within these
defined roles. Points they consider pertinent here are: -

". Whether the researcher is known to be a researcher by all those being studied,
or only by some or none.
• How much, and what, is known about the research by whom.
• What sort of activities are and are not engaged in by the researcher in the
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field, and how this locates her or him in relation to the various conceptions
of category and group membership used by participants.
• What the orientation of the researchers is; how completely he or she
consciously adopts the orientation of insider or outsider" (p. 249).

Considering these points thus leaves us to understand "participant observation to be
a mode of being-in-the-world" (ibid) characteristic of researchers, rather than a
research technique. As such, participant observation is a humanistic "interpretive
approach in negation of, or opposed to, the positivistic scientific mode of enquiry"

(ibid), whose ambition is to model man (sic) on the natural sciences (Taylor, 1964.
cited in Geertz, 2000, p. 143) . Therefore, participant observation has specific
humanistic appeal and application to the study of human interaction within the
constructionist methodology.

Jorgensen (Jorgensen, 1989) for example, describes the applicability of participant
observation as 'unique' in that it is a "discrete method appropriate for the study of
almost every aspect of human existence and interaction" (p. 5). However, it is most
applicable for the study of daily life, especially when insider views are very
different from outsider observations. Thus an engagement through participant
observation allows the researcher to immerse themselves into a specific context, to
'see' things from an inside perspective. Beynon & Austrin (Beynon & Austrin,
1989, p. 67) suggests that, participant observation is the "only way of investigating
certain internal processes" because it requires the observer to leave certain
presuppositions at the door and enter the world of the organisation (ibid). The
underlying call here, in both Jorgensen and Beynon & Austrin's view, is to an
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interpretivist/constructionist view, which is consistent with Hamersley &
Atkinson's appeal to the humanistic position. The limitation of such a position sits
with perceived and acted roles and an awareness of the defining parameters such
roles have within the overall context (see Bourdieu above). However, participant
observation does have a greater appeal than just examining internal interactions.
Jorgensen (1989) for example, extends the definition and reminds us that
"participant observation is appropriate also for descriptive studies and studies
aimed at generating theoretical interpretations" (p. 5).

However, placing one's self in a position to gam information this way is
problematic and not without consideration. Gaining access, in the sense of defining
your role for the people you intend to interact with, is often fraught with difficulties
especially if you elect to use participant observation as part of the research
portfolio. Defining your role clearly within this situation is a difficult task and
Walsh (Walsh, 2004) as well as Silverman (Silverman, 1999,2001) make clear that
the first stage is to outline the research setting in order to clarify role access
possibilities.

However one views the utility of participant observation and its applicability to a
given research topic, one is always faced with the obstacle of entry strategies and
this depends upon the type of setting which ultimately affects upon the decision to
define a particular participant role. Silverman (Silverman, 1999, p. 198) offers two
categories for consideration; closed and open settings. Firstly, closed settings refer
to organisations "or deviant groups", which are subject to gatekeeper restrictions
and resistance therein. This is often the most common form of research setting with
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private organisations. Secondly, open settings refer to public open access places
where engagement is far less difficult. The research settings in this study were
private but with some aspects of their business which were open. For example, one
company had its own museum, as well as a large shop located in its factory. As
such, although they were private (in relation to visitor access) in the large they did
have some open access aspects.

In both cases, access was a major consideration along with ethical worries. For the
purposes of this research, the closed setting was the most applicable. To further
complicate matters, whether people know of the researcher's role or have
knowledge of the research being undertaken, people are often "more concerned
with what kind of person the researcher is" (Hammersley & Atkinson, 1994, p. 78).

This study employed participant observation as one of mode of data gathering
where I had aligned with the 'observer as participant' category. This enabled
information to be gathered through everyday interactions as "individuals go about
their normal work activities" (Bryman, 1998, p. 142), subsequently allowing me to
gain access to information as an insider! rather than a simple passive observer. This
then allowed a cross-referencing opportunity, allowing me to check verbally with
observations, thus gaining a more inclusive and engaged perspective.

According to Silverman (Silverman, 2004), there are two overarching possibilities
when entering the field of research in the form of overt or covert engagement.
Simply put, overt access requires subjects to be informed of your intentions, mostly

1 What this term alludes to is that after working as a consultant with the industry I was 'partially and insider'
in terms of being involved with many members of the industry and this not a naIve observer or participant.
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through gatekeepers. In addition, covert access is without the subjects' knowledge.
Within this simple dichotomy there are four possible roles the researcher can adopt.

2.9 Covert or overt observation
The choice of overt or covert observation is always a contentious issue for the
researcher. If overt observation is the chosen course then methodological (primacy
over ethical) issues present themselves. These are mostly premised on the need to
"eliminate reactivity by subjects" (Berkeley, 2003, p. 181; Gill & Johnson, 2003, p.
146), which is an appeal to objectivity and positivism (natural sciences). The
impetus here is in a need to create distance between observer and subject and limit
reactivity2. The rationale is that people ''behave differently when observed" (ibid;
cf. 'The Hawthome Studies'). There are some critiques of this view. Kerlinger &
Lee (Kerlinger & Lee, 2000) for example, suggest that "individuals and groups
adapt quickly to the observers' presence and soon act as they would usually" (p.
729). However, their field of study involved laboratory situations where
participants have less input and little to gain by acting differently. Either way,
entering the field as an overt observer raises considerable methodological issues. If
on the other hand covert observation is intended then ethical issues demand deeper
consideration.

For example, the observer's actions may have "unforeseen negative consequences"
(Berkeley, 2003, p. 181). There is also the issue of "informed consent" (Silverman,

2 This sentence is intended to convey what ostensibly is the underlying premise of overt observation as a
method of enquiry. It was not intended to indicate what had happened in this study.
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2001, p. 55), the right to know you are the subject of observation. This right is
often a stipulated condition of research commencement, demanded by university'
research committees. Furthermore, the researchers often have their own
legitimating bodies with their respective demands. For example, I have
membership of the British Psychology Society (BPS) and they have clear
governing guidelines with regard to the researchers responsibilities in the field.
Ignoring these responsibilities, combined with a complaint from a participant or
case company, places the researcher in a position of some difficulty. Often the
researcher concerned is subject to disciplinary action by the BPS, with varying
consequences from fines to expulsion, dependant upon the severity of
misdemeanour. The reason that such governing measures are in place is to protect
the subjects of research from harm, but things are often not as simplistic as
following guidelines and worrying about methodological problems.

Focusing upon protecting the researched from harm (ethical dimension) and
worrymg about eliminating reactivity by subjects (methodological dimension)
presents a polemic that is a little misleading. One could draw the superficial
conclusion, as Berkeley does, that the choice falls to either "poor-quality data or a
bad conscience" (Berkeley, 2003, pp. 181-182). This is not the case; the areas
between the two are often very grey and depend upon factors governed by others.
By this, I mean that a. covert or an overt strategy is often contingent upon
gatekeepers and circumstances, not simply a matter of choice. That said, in both of
the cases examined here there was naturally a combination of both covert and overt
observation.

47

2.9a Engagement (emersion)
As outlined in section 2.2, the research approach was based on the intrinsic case
study. It involves exploration of a particular case where "little, or nothing is
known, about the phenomena of interest" (Berkeley, 2003, p. 128), identity as a
process, in this instance. In essence, the multitude of inputs from the case or cases
illuminates its own story. It mostly involves detailed description. The study "is
undertaken because of an intrinsic interest in it" (Stake, 1994, p. 237). However, it
has use as a basis for some theory building. In this sense, the definition of
instrumental (explanatory) case study is just that, where a particular case is
"examined to provide insight into an issue or refinement of theory" (ibid). The
differentiation between intrinsic and instrumental lies in the focus of study. The
case plays a secondary role, which "facilitates an understanding of something else"

(ibid). Stake's third consideration, the 'collective case study', is an extension ofthe
instrumental definition applied to a number of cases.

In this research, I take the latter stance proffered by Stake (1995) and Schofield, in
combination with suitable tools of investigation, which are more broadly akin to an
ethnographic approach to data collection.

For the current research, the cases

(companies) were Steelite International and Spode. There was some limited contact
with other manufactures, such as H & R 10hnsons (tile manufacturers), Royal
Worcester, and Ceram UK but this was peripheral to the main study. It is difficult,
of course to clearly define whether I was a participant observer at one end or a
complete observer at the other (see below for the spectrum)

An explication of the above typology by Gill & 10hnson (1997; 2003, p. 78)
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clarifies the various roles.

". Participant as observer. Here entry is overt with the researcher playing a
participatory role such as engaging with work activities.
• Observer as participant. This is again an overt role with the researcher
adopting a role more conducive of a spectator.
• Complete participant. This entails a covert strategy where the researcher
takes on a defined role within an organisation as a legitimate member of
staff.
• Complete observer. A covert entry strategy is required but the researcher is a
full time spectator."

The reason I draw attention to this again is in order to outline the nature of
engagement as it traversed these descriptions during the course of the research and
data gathering process. In the early part of 2002 I was part of a research team
looking into the development of new manufacturing practices in the Stoke-onTrent potties. This was through their research company Ceram UK and a funded
Graduate Teaching Assistantship from Keele University. I was loosely looking at
organisational change in terms of research and this coincided with the industries'
needs to look into this as well. Research contracts were signed and I became part
of the Fast Track 11 project along with my then colleague Colin Rigby.

In the first year and a half of the project, I became a regular participant at the
Ceramics Forum gatherings at Ceram headquarters. This involved meeting with
all the company directors and discussing new technology innov~tions, working
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practices, training and development in the sector. Let me be clear here, I was
brought in as a research consultant but quickly started to collect notes and make
observations on what was happening in the various companies. As such, although
I was initially a participant observer I was also following up my own agenda and
could have been considered as a complete observer drawing on the definitions
above. It was a duplicitous role in many ways but it did yield many insights and
also opened the doors for me to gain access after the short research project had
ended. This then is what I would call stage one where I went as a participant
observer and migrated to a complete participant or complete observer depending
on your point of view. This represented my first data gathering stage where I
made notes on my observations and started to get an insight into the individual
management styles, the 'culture of the companies' and working practices therein.
This was top entry level into the ceramic industry. This access to the industry
carried on, in terms of the Ceramics Forum meetings for 3 years and so I became
embedded at this level.

The second stage of data gathering was a series of interviews with some of the
senior managers in their own places of work. To be precise I interviewed over the
course of the first two years, both senior directors of Dudsons. Later I also
interviewed Mrs Dudson (the mother of the two directors) in her home in Leek. I
interviewed the managing director of H & R 10hnsons (this was intended to
feature in the thesis but was not included at the time of submission), his (and
invariably they were men in the industry at the top) personnel manager. I also
interviewed two shop floor managers and a warehouse manager at the same
company. Spode was next on the list in terms of interviews. Here, I interviewed
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the managing director, his personnel manager and three shop floor personnel
(flatware, decoration and cup manufacturing personnel in that order). I also
interviewed the curator of the 'Spode collection' as he was an ex-personnel
manager as well. It then fell to visiting Steelite where again I interviewed the
managing director, his personnel manager and two shop floor managers. I also
managed to get two short interviews with the kiln operatives on this site.

These interviews were spread out between 2002 and 2006 and represented the
base lines for further data collection. This came in the form of shadowing of some
of the employees in the factories. It has to be said, that as I had been to see all the
managing directors as part of the Ceram project, gaining access to their factories
was not difficult once I had established good working relations. Steelite of course
was one of the factories that were most appealing in terms of shadowing
possibilities, as they did appear to be the more aggressive in terms of culture (as
outlined in the thesis). I was given permission to shadow the cup shop manager
and spent two weeks (16 days in all) with him between Apri12004 and July 2004.
,

I could not make consecutive days due to other commitments but was given a free
hand to go when I could as long as I phoned the cup shop manager the night
before. During these times I talked at length to the cup shop manager about
changes and he then introduced me to other staff members. I was allowed to speak
to other members of the workforce as and when I wanted to. This of course
proved useful in terms of gathering opinion and views from their personal
perspectives. After this period I was allowed to return on the occasional basis
when I needed to clarify any further points. My access was terminated (I use this
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word specifically here) when a new works manager started and my connections to
the senior manager could not reverse this decision.

Dudsons were also very accommodating in terms of access and allowed me to
shadow two of their shop floor managers for three days in May of 2004 and again
in January of 2005 for a further 4 days. These again were spread out over three
week periods due to work commitments and this time I had to clear access with
the personnel manager each time. This was not problematic in that I had built up a
personal rapport with the personnel manger during my initial visits to see the
managing director and after his interview. During my time with the shop floor
managers I again had ample opportunity to talk with many of the workforce in all
the areas. What was especially revealing were the explanations of changes and the
reactions to these changes from staff in the decorating sections as many of them
had been there for over forty years and had followed their mothers into the job. As
such their stories held rich descriptions and reflections on a changing landscape.
Again here I was also allowed to have short impromptu interviews with three
members of the cup-making department during a short tea break.

The last major sojourn was with Spode (now sadly closed) and this time it was
with one 'flatware' manager. I spent 4 days, spread out over the month of
December in 2004 in Spode shadowing the 'flatware' manager. Again,
consecutive days were not possible due to work commitments. This was a slightly
different experience than Steelite and Dudsons in that I was given access to the
curator of the 'Dudsons collection' and had many history lessons from him. This
was of course an aside to the shadowing of the flat ware manager but I mention
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this purely to show the difference in engagement opportunities. I also spent time
with Spode's 'artisans'. These etching designers still used to construct the copper
plates by hand and went on tours around the country demonstrating their skill at
this task. Again, I was permitted to ask questions and gathered field notes
specifically on the topics around change and people's personal experiences of
change.

Whilst having access to several of the factories I was still invited to events with
senior management at the Ceramics Industry Forum and thus still had
opportunities to gather contextual data. All of which informed the way I
articulated the words in the thesis.

2.10 Scriptura

In terms of analysis I offer here a theoretical position as a corollary of the Lacanian
mirror stage; socio-historical scriptura. In Lacan's (Lacan, 1977) description of
development he posited that a fundamental development of the "I" (and by
extension the ego) was premised on the recognition of the external image as
represented in the mirror and the ability to visualise an externality; a representation
of one's self. This then allows the individual to develop meaning in relation to
others as separate entities deemed an essential developmental process. Using the
mirror (reflection) as a metaphor and drawing in Ricreurian (Akerlof & Kranton,
2002; Ricreur, 1984, 1991) ideas of time and narrative in that "there is no selfunderstanding that is not mediated by signs, symbols, and texts" (Ricreur p154,
.-

cited in Keraney & Rainwater, 1996), which are made available through a socially
situated narrative available in a temporally relative place (such as an organization,
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area, country for example). As such, the available narrative relative to the
temporality, in which the individual is embedded and acts, always mediates any
utterance by an individual and the story they narrate.

This temporally specific narrative can be thought of as a socio-historical Scriptura,
which has specificity to an organisation or area and mediates the discourse and thus
self-identity constructions of those concerned. In this way, an individual, as in the
mirror, can see their selves reflected in a discourse, which at one and the same time
allows them to utter words of self-construction and formulate their identity. "The
narrative constructs the identity of the character, what can be called his or her
narrative identity, in constructing that of the story told. It is the identity of the story
that makes the identity of the character" (Rasmussen, 1995, p. 163). What is
available to the individual then is a historic construction of available plots and
narratives with those constructions, which allow coherent stories of self-identity to
be told.

In this way we can understand the way that our respondents talk within the limits
of the discourses available in both of the case companies. As such each of the two
ethnographic accounts allows for a formulation of narrative availability thus
giving credence to the ways in which people talk in radically different ways in
both of the case studies. This is then emphasized in the analysis through themes
such as 'nothing has changed', it's a family company' and 'fit in or fuck off.
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Chapter 3 Change
"Change itself is the defining aspect ofour understanding ofperceived linear
existence.
Time is nothing but change.
We ride on an ever-changing 'Now' like passengers on a train".

The following chapter concerns itself with the terms 'change' and 'change
management'. The first part, 'change', examines the literature and then
clarifies modem day emergence of 'change management' as a discrete body of
knowledge. This covers the period from the late 1940s up to and including the
contemporary material (present day). As an emergent thematic of the change
literature review it is noted that although change has been an important topic
for the last six decades the one thing upon which there is agreement is that
partial or complete failure of change initiatives is due to resistance.
Furthermore, although there are reports of up to eighty per cent failure rates of
such initiatives with resistance cited as the main cause, the literature is
disproportionate in this regard. Resistance is consigned to a catchall 'human
factors soft issue' category, which becomes something to be dealt with. The
literature in this regard proffers solutions to change problems that offer
simplistic strategies and programmatic solutions, an approach which largely
leaves 'human factor' issues to others. The questions that arose here were why
is this the case? Why has resistance received relatively disproportionate
consideration even under such complex situations?
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Some possible explanations can be offered in the form of complexity and an
overriding systemic solution preference. For example, the disparate and
multidimensional inputs to the field of change management make it hard to
achieve consensus on ideas of change itself. The subsequent problem of this
type of complexity is that sub-considerations, such as resistance to change,
become compartmentalised and marginalised. This provides an impetus, which
renders resistance inert in a field populated by systemic thinking and systemic
solutions. After all, the people that need solutions to change are often,
certainly in the case studies in this thesis, industrial engineers who need to
redesign the factory and 'get the job done'. There is little time to worry about
people and how they mayor may not react to their jobs being re-arranged or
re-assigned. Attempting to overcome such issues organisations rely to a
greater or lesser degree on consultants.

While consultants do provide some solutions to industrial problems, they have
to rely on academic (theoretical) as well as practical (applied) knowledge
bases, which are not mutually exclusive. Within this, competing discourses in
disparate academic fields provide a secondary concern, for both academics and
consultants alike. For example, different methodological considerations within
disciplines subsequently deliver different themes on how to conceptualise
change and subsequent guidance to achieving it. This process aids complexity,
which is exacerbated further as consulting groups vie for position as to the
best way to conceptualise change and deal with it. In essence here consultation
groups act as a semi-bias go-between between the industry, who want real
practical immediate solutions and academic knowledge where levels of
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abstraction make the transition to practice difficult at best, which is
compounded by further specialisation and disciplinary elision. For example,
within the context of change resistance, one field of influence remains underrepresented in academic and consultant fields alike, and that is psychology.
Writing in 1966 Katz & Kahn (Katz & Kahn, 1966), drawing on the preceding
four decades, suggest that "psychology had and has a primary role in working
with organisations and their change efforts" (pp. 390-451). The contemporary
literature remains lacking in this regard but why?

There are no clear-cut black and white answers to the above questions. To
examine possible answers we firstly need to understand the relationship
between employer and employee and the development of conflict
solution/resolution. The rationale here is that change management, as we know
it, had its roots in the management and the suppression of conflict. In addition,
to understand why conflict management needed attention we need to
understand the underlying relationship between workers and employers. For
example, underpinning the employee-employer relationship throughout the
industrial period is what I term to be a 'cattle' metaphor (i.e. people are treated
as cattle) when talking of employees. Richard Arkwright's (1732-1792)
Cromford Mill development, the birthplace of the Industrial Revolution,
serves best to explicate this point. Because of this explication, a clearer
understanding of the impetus to deal with conflict emerges. The point here is
that, as the seeds of conflict based relations are set in the industrial revolution,
there is a need to understand the necessity in later organisations for the need to
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lower and deal with conflict, and this impinges on the growth of manpower
(sic) in factories 3•

Organisations in the early 1920's through to the 1970's developed to such
large proportions that they were difficult to control (More, 1997, p. 53). Such
large bodies of workers also represented a large mass of people capable of
showing resistance should the delicate relationship between those that own the
means of production and those that furnish them with labour destabilise.
Managing such a situation was an immense undertaking and the
psychoanalytic movement's presence in the intervention of consultants in the
Tavistock Studies (Jaques, 1951) was one major facet of a control mentality
present at that time. Even then there was a realisation that resistance, and a
lowering of conflictual tension, is only overcome by "serious psychological
effort" (Wilson, 1951, pp. xii-xvii, in Jaques, 1951). This is recognised in the
use of psychoanalytic methods at that time.

Psychoanalytic methods provided the means to deal with the subconscious, the
repository of underlying thoughts that can offer up resistance and possible
conflict tensions. The use of group therapy, where problems could be talked
about with the notion of working it through, helped access and bring to
conscious thought any conflictual tension, which could be dealt with. This in
turn placated the workforce and made change easier as resistance was lower
(Jaques, 1951, p. 97). For example, after using psychoanalytic methods the

3 What this was intended to convey was that industrial relations were set in the context of conflict through the
industrial revolution. When organisations thus grew and thousands were employed there was a need to be
able to deal with any conflict before it got out of hand to prevent another revolution.
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Tavistock intervention studies results found a lowering of inter-group conflict
and smoother working practices. At that time, the use of psychoanalytic
methods was unprecedented in an institutional setting and on such a large
scale. The important point to take from this however is the use of
psychoanalytic methods in lowering conflict and resistance under the auspices
of change. For example, Katz & Khan (Katz & Kahn, 1966) make clear that
the Tavistock intervention was an organizational change strategy but it can
clearly be seen as part of a wider context of conflict management (See J. M.
Thomas & Bennis, 1972 text for example) through the use of psychoanalysis.

The switch to change management from conflict management also represented
(using psychoanalytic techniques) a move from economic methods of labour
extraction towards more normative4 forms of control. This in turn opened the
doors to ideas of 'culture' change. For example, Jaques's (1951) seminal text

The Changing Culture of a Factory is undergirded by theoretical ideas of
personality change and development. Which in essence borders on
organisations having some form of collectively constructed personality/culture
(Stapley, 1996). As such, personality is enmeshed in the development of ideas
of culture. However, regardless of these developments this point in time,
1940s to the 1960s, also

represents

a

pivotal shift in academic

specialisations. Management emerges as a discrete academic discipline and
psychology has its own destiny in the humanistic movement paralleled with
the human relations movement. The development of methods of change

4 What is meant here is the control is through approaches adopted by psychological understaIidings of group
pressures in regards to group norms of behaviours. A definition would be, normative control "works
internally by engendering people with subjective attributes and dispositions, which are compatible with the
maintenance of certain types of work organisation" (Fleming & Stablein, 1999, p.3, cited in Kunda, 2006)
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however come under the purvIew of the positivistic trends of the old
behaviourist movement, a legacy born over from the industrial psychology
movement of the early 1920's, and writ large in the various planned change
programmes and best practice models (Clarke & Garside, 1997).

Lewin's (Lewin, 1951) three-stage model falls under the rubric of planned
change but this was underpinned by what he called 'force filed' analysis with
its roots in Gestalt psychology (and just to clarify here, Lewin' s preoccupation
was the resolution of social conflict). This, he claimed, was a consideration of
the field of influence on the individual or organisation, not in part, but in
whole, something sadly lacking in the latter texts, exemplified by the cry for
more 'holistic' approaches (Cao, Clarke, & Lehaney, 2001). The point here is
that as the discipline of management advanced in the field of change
management, the disparate inputs favoured less psychology and more input
from other fields such as economics. Lewin's conflict preoccupation becomes
sanitised in preference of a systemic model and predominance of this practice
goes some way towards answering the 'what happened to psychology
question'. As Hussey (Hussey, 2001) points out and Bovey & Hede (Bovey &
Hede, 2001) make clear, change management has attracted a lot of attention
but the psychological examination of it remains thin. Admittedly there are
psychological explanations in the form of the 'psychological contract model'
and more recently Carr (Carr, 2001) proposes viewing resistance through
Freudian ego defence mechanisms, however these are sadly under-represented
in the key texts in the area. For example, Burnes' text Managing Change
(Bumes, 2004b) does not give psychodynamic explanations any consideration.

60

And the idea of resistance does not even make it into the index of his book or
Dawsons' Understanding Organisational Change (Dawson, 2003), a telling
story.

The lack of psychological theorising is further emphasised by examining some
of the planned and emergent change literature. On the whole most make
reference to process views of change driven by engineers and top down
initiatives, whilst condemning resistance to what they euphemistically call
'human factor soft issues'. And this, in combination with the lack of psychocentric explanations, is what I call manufacturing naIvete. In essence the
change management literature lacks a deeper understanding of the psychocentric perspective on resistance to change. To counter this I propose a reevaluation of the resistance question through the metaphor of identity, namely
that organisational change is dependant on the development of a different
relationship between self and identity, the subject of chapter four. A reevaluation through identity as a metaphor will underpin the analysis as I
suggest that resistance to change in the industry is best viewed when premised
on identity, which offers a greater degree of insight into change resistance.

3.2 Change

Change is nothing new and "can be regarded as one of the few constants of
recorded history" (Paton & McCalman, 2008, p. 1). Barbour above even
makes a case for the definition of our understanding of the world as nothing
but change. Even early commentators such as Jean Baptiste de LamarlF (17441829) recognised that, as environments change organisms have to adapt to that
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change if they want to survIve (Barrow, 1999, pp. 38-39). Much of this
adaptation idea runs through Darwinian analogies of organisations and
environments even today. Paton & McCalman (Paton & McCalman, 2008)
draw on the exploits of Genghis Kahn (1162-1227) and his success, largely
due to the revolutionary changes to the art of war. They make this example in
order to emphasise the longevity of change in the popularised world (p. 3).
Hammer & Champy (1999) also suggest that change "is normality" (cited by
Bumes 2004, p. 1). Kostelanetz (Kostelanetz, 1968, p. xiii) reminds us with a
voice from the past that "Change is the metaphysic of our age". Furthermore,
Thomas & Bennis

0.

M. Thomas & Bennis, 1972), writing in 1972 suggest

that for the contemporary manager: -

"change has become the Zeitgeist; its acceleration and growing
complexity weigh heavily on the structure, interpersonal
dynamics and effectiveness of his organization" (p. 7)
Change then appears to mark our lives in every way, however, the pace of that
change has dramatically altered in nature since the heady days of Genghis
Khan. For example, Bennis (1970a, cited by Thomas & Bennis, 1972, p. 7)
suggests that during the last century (up to 1970) that the speed of
communication had increased by a factor of 10, the speed of travel by a factor
20 and the speed of data handling by a factor of 100. In one short century we
have been to the moon and have developed orbital satellites (Paton &
McCalman, 2000, p. 3). Bumes (2004, p. 3) also remarks that the last ten years
have been marked with a "whirlwind of change", citing the takeover boom of
unprecedented proportions, so the pace of change changes itself. Whether we

are actively involved in producing change (planned approach) or reacting from
pressures to change (contingency approach) the problems encountered appear
to be consistent with our active involvement in the change process.

For example, after nearly sixty years of discussion and research on change
management (Bennis, 1970; Bennis, Benne, & Chin, 1961; Coch & French,
1948; Jaques, 1951; Shein, 1970; Shein & Bennis, 1965; J. M. Thomas &
Bennis, 1972) to Bums (1990; 2004) and Dawson (2004), the problems of
creating, managing (Beer & Nohria, 2000, pp. 133-141) and sustaining change
(Dunphy, Griffiths, & Benn, 2003) still abound. In a recent article in The
Times the chief executive of the Birmingham Hospital NHS Foundation Trust,

commenting whilst going through a large-scale change process said,

"I have noticed an increasing lack of coherence between
national inspection and regulation bodies and, more alarmingly,
a desire to control. It would appear that some new players and
old characters are quietly at work to keep control of power and,
perhaps inadvertently maintain the status quo" (Charter, 2004)

This article captures one of the overriding issues, which form the central focus
in the contemporary material, and that is the partial or complete failure of
change initiatives, which is underwritten by some level of interference. As
Bumes (2004) reminds us, "the literature abounds with examples of change
projects that have gone wrong"

CP. 3). Even the developer of Business Process

Re-engineering (BPR), Michael Hammer, suggests that in seventy per cent of

cases the organisation is worse, rather than better off (Hammer & Champy,
1994). And according to Stanton et al (1993, cited in Cao, et aI., 2001, p. 332)
and supported by Strebel (Strebel, 1994, p. 32), re engineering efforts yield
nearly seventy per cent failure rates. Strebel goes further and suggests: -

"In a telling statistic, leading practitioners of radical corporate
reengineering report that success rates in Fortune 1000
companies are well below 50 per cent. Some say they are as
low as 20 per cent" (p.4l)

Failure rates of change initiatives, such as Total Quality Management (TQM)
and BPR, with change drivers such as new technologies, vary according to
who is measuring the rate and on what basis. For example Bessant &
Haywood McKracken (1986, cited in Arnold, Cooper, & Robertson, 2004, pp.
486-487) and New (1989); Smith and Tranfield (1987) and Voss (1985, cited
by Burnes, 2004, p. 3) quote failure rates of new technology programmes
running between forty and seventy per cent, while TQM comes in for a
variation of failure rates within similar parameters. Crosby (Crosby, 1979) for
example, cites American corporations experiencing up to ninety per cent
failure rates. In a recent article in Harvard Business Review, Beer & Nohria
(Beer & Nohria, 2000) make clear:

"the brutal fact is that 70% of all change initiatives fail. The
reason for these failures is that in their rush to change their
organizations, managers end up immersing themselves in an
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alphabet soup of initiatives. They lose focus and become
mesmerized by all the advice available in print and on-line
about why companies should change, what they should
accomplish, and how they should do it. This proliferation of
recommendations often leads to muddle when change is
attempted. The result is that most change efforts exert a heavy
toll, both human and economic." (p. 113)

Although there is no specific mention of resistance here Beer & Nohria do
make clear another complexity factor of change management in the form of
confusion. The confusion emphasised above is one of the overriding problems
encountered when examining the field of change management. I explore the
complexity of the field through a typology, which draws on the disparate
multidimensional inputs and makes clear the reason behind such confusion.
However before that I want to address the overriding question of failure here
in the form of resistance.

3.3 Resistance to Change

Throughout the literature the one overriding theme when change rears its head
is resistance to it. Many organisational change interventions, which
demonstrate degrees of failure, have as their underlying cause resistance to
change (Bovey & Hede, 2001; King, 1994; Lawrence, 1954, 1973; Lesser &
Spiker, 1995; Maurer, 1997; Piderit, 2000; Reger et aI., 1994; Strebel, 1994;
Waddell & Soh ai, 1998). Coch & French (Coch & French, 1948) for ~xample,
whilst working at the Harword Corporation, tell us that the main problem

65

experienced with introducing production changes was the resistance of the
production workers (p. 512). Cao et al (Cao, et aI., 2001) cite, ineffective
management of resistance as the prime suspect in BPR failure programmes (p.
332). However, it is only from the 1940s onward that resistance to change
receives increased attention, relatively speaking, through the prevalence of
discourses about it.

Resistance to change is again nothing new. Some of the early mentions of
worker resistance go back to the 'Swing Riots' originating in 1830. These
were epitomised by the use of threatening letters and incendiary attacks on
farms. The underlying drive for the riots was the need to maintain a minimum
wage and end rural unemployment (Hobsbawm & Rude, 1995). As you can
imagine the industrial revolution produced a large gap in the wages from those
that were drawn into the cities and industrial districts to work and those that
remained, something realised as the struggle against exploitation (Foucault,
1995, p. 210).

Resistance as a practice does not always take a violent and civil disobedience
stance. For example, resistance can take form in increased absenteeism,
increase in union activities, lower productivity and apathy just to name a few
(c. D. Scott & Jaffe, 1990, pp. 55-57). However, from a management

perspective, certainly historically the idea of resistance is either irrational or

inevitable. For example, one senior executive5 in Steelite International said: "the fuckers don't like change ". But is it irrational?

The idea of irrationality stems from the belief that, certainly in the earlier part
of the industrial period, man (sic) worked to increase the amount of reward for
his labour, homo economicus (Mendal, 1969 cited in Harman, 1972).
However, as Mendal points out in the Great Refusal there is a switch and
rebellion from economic control, thus the 'Great Refusal'. marks a time of
youthful rejection of the idea of human experience being subsumed under the
economic process, which coincidentally parallels a relative development in
normative controls of the workforce (See Katz & Kahn, 1966, p. 305). I draw
attention to this point here because it marks a stage of conflict development,
which along with the psychoanalytic movement draws attention to the need to
deal with conflicts, something I come back to later in this chapter. But as to
irrationality, other commentators describe resistance to change as natural
(Bovey & Hede, 2001; Coghlan, 1993; Foucault, 1995; Steinburg, 1992;
Zaltman & Duncan, 1977). Bovey & Hede (2001) suggest that resistance is
due to moving into the unknown and further clarify this idea by suggesting
that people to seek (need) an optimal arousal/stimulation state of fear
avoidance.

Paton and McCalman (2000) see resistance to change as a reaction to fear of
the unknown (p. 47). Reading through Machiavelli's The Prince here they
draw on the idea that the "innovator [of change] has for enemies all those who

5 This was a senior executive in the company who was the managing director at the time of the
research.
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have done well under the old conditions, and indifferent defenders among
those that do well under the new" (ibid) (something the chief executive of the
NHS trust above could well recognise). Their solution to this fear is to suggest
that change needs to be "portrayed in positive terms" (p. 49). Lewin (1951),
the founding father of planned change, considered resisting forces a necessary
counterbalance to forces of change (the idea here of resisting forces also
represents Lewin's familiarity with psychoanalytic language, something I
return to later in this chapter). Lawrence & Lorsch (Lawrence & Lorsch,
1967) and Lawrence (Lawrence, 1973) on the other hand realise resistance
through the modification of social relations, something capitalised on later by
Katz & Kahn under the rubric of Social Identity Theory (SIT). If change is not
irrational and (as the authors above claim) it is an inevitable part of change
then can we conceptualise resistance through psychological ideas? Can
resistance to change be viewed through the notion of psychological contract
violation for example?

According to Morrison & Robinson (Morrison & Robinson, 1997) Rousseau
(Rousseau, 1989, 1995) Roehling, M. (Roehling, 1997) and Tumley &
Feldman (Tumley & Feldman, 1998) the answer is yes. Psychological
contracts are based on what the employee believes he or she owes the
organisation and what the organisation owes them. For example, recent
workload allocation models developed in the Department of Management
(Keele University, 2004) have met with some varying levels of resistance due
to perceived inequalities between staff members. According to Shien and
Bennis (Shein, 1970; Shein & Bennis, 1965) we have three broad types of
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psychological contract; coerCIve, calculative and co-operative.

These

categories are not mutually exclusive and quite frequently drift over time. In
the Keele example there was reliance upon the co-operative contract and this
has shifted as new directives have been issued. To emphasise this consider that
the three main types of psychological contract are dependent upon the
perceived nature of the contract at the time of initiation and over time with
relational expectations. This is further complicated by the power and type of
influence perceived, by the individual, to be used by the organisation when
establishing a contract. To illustrate the reactions to perceived psychological
contract violations Hallier & lames (Hallier & lames, 1997) use an example of
management change in an air traffic control environment. They found that
personnel who accommodated what they saw as management breaches in the
contracts became less committed to the contractual relationship overall,
resulting in further levels of control being initiated. This is not an isolated
instance, and contractual relationships do change as a necessity of business
development.

Over time, when organisations go through change the psychological contract
is often, according to Rousseau (Rousseau, 1995), unilaterally changed.
Although the arguments to this type of resistance to change are compelling,
these ideas represent a very small proportion of the literature on change
resistance evidenced by its absence in large from the literature. Throughout the
literature on change management, resistance to change attracts, in comparable
terms to the preponderance of methods and systems of change, marginal
attention. Not in the sense that it does not have remarks or proposed methods
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to overcome it, or that it is not conceptualised through different metaphors
such as competing identities discourses (Kunda, 2006; Parker, 1998) rather
that its resolution is conceptualised in a narrowly defined way. The
serendipitous outcome of competing discourses is a simplistic and naIve
understanding of resistance. And this is further exacerbated by the need to
manage organisational change from a technical point of view which does not
understand the 'human element' that underwrites the influences of change
(Arendt, Landis, & Meister, 1995). Bovey & Hede (2001) make explicit the
reasons behind the lack of understanding from a psychological individualistic
perspective: -

"the vast majority of organisational change is managed from a
technical viewpoint. . .it is often easier for management to focus
attention on.' .. the technical side of change ... dealing with
quantifiable and predictable issues ... [whilst proffering a]
tendency to neglect and ignore the equally important human
dimension, as such individual resistance tends to be ignored. In
essence resistance becomes something to be resisted" (p. 535)

Although the above offers some rationale the question still remains as to why
is it that management texts are ill equipped, even though "change is one of
management's most difficult responsibilities" (Magretta, 2002, p. viii), to deal
with resistance, and certainly from a psycho-centric perspective? It is tempting
to say that the answer is simple, there are managers and psychologists, and
while in the past they worked together through industrial psychology to some
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degree, in the present however seldom the twain shall meet. While this offers
anecdotal insight here, the overarching problem is in the complexity of the
field of management itself. In essence here, because of the complexity of
competing discourses, line management favour simplistic explanations. There
is literally too much to contemplate, for example Magretta, referring to the
prevalence of management commentaries points out that

"the number of books and major articles has grown to over two
thousand every year. Most of these focus on a single idea, one
piece of the management puzzle seen in depth, but also in
isolation and often out of context. Because readers rightly want
ideas they can use, the literature is full of lessons learned and
concrete to-do lists, and ten things you can do today to be an
effective leader ... what is wrong with this picture? You do the
math. Multiply the ten by two thousand publications and,
suddenly, the ten becomes twenty thousand and that's just this
year's crop" (2002, p. 9)

While this represents a primary problematic with regard to change
management in respect to the amount and diversity of available knowledge,
another issue is that change is neither, ahistorical nor asocial and privileged
discourses, historically, tend to make the loudest noise (see Haslam below).
This then underpins a rationale for the lack of psychological individualistic
explanations as they have been elided from the prevailing texts in the area. To
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clarify both of the above contentions I examine firstly the change literature,
with regards to its problematic nature. The second issue of psychological
elision however requires some historical excavation to show how the fields of
psychology and management move apart and the focus shifts from conflict
management to change management with forms of normative control.

3.4 Clarifying the field of change

Developing a coherent and inclusive outline of the change management
literature is both difficult and complex. Drawing the fragmented discourses
and explications together requires some editorial discretion, which precludes
all-inclusivity. To offer some clarity here I draw on Iles & Sutherland (Iles &
Sutherland, 2003, pp. 12-13) who make explicit the problematic nature
through a typology consisting of six distinct areas. An explication of this is
offered here to help make clear the complexity of the field of change
management and to provide a framework which allows the author to focus on
some of the areas specific to this thesis, namely resistance to change and a lack
of psycho-centric understanding of the issue of resistance. However, in what
follows

the

'disparate

boundaries'

category

is

subsumed under

a

mUltidisciplinary category, as they are similar in many respects.

3.4.1 Multidisciplinary inputs

The idea of 'change management' has been around since "management
emerged as a discipline" (Iles & Sutherland, 2003. p. 12). In the subdivisions
of academia the idea of 'managing change' has attracted inputs from disparate
fields such as sociology, business, policy development groups, social policy,
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psychology, systems theorists, and complexity theorists to name but a few.
There is a vast amount of crossover between disciplines and equal amounts of
untapped knowledge. As such, the inputs from these different fields offer
differing explanations and differing boundaries of consideration. For example,
Dawson (2003), an industrial sociologist, offers a process view of change.
Under this heading change is best understood through a series of longitudinal
studies that capture the qualitative elements. The subsequent analysis is said to
provide a "more detailed understanding of the complex and dynamic process
of change" (p. 41). The undercurrent here is driven by Pettigrew's (Pettigrew,
1997) contention that the conduct of human activity is always becoming and
never static. In essence the process analyst tries to capture this becoming "in
flight" (p. 338). Other authors such as Weick (Weick, 2000) suggests that
emergent change best maps the real practice of change, with "on-going
accommodations, adaptations, and alterations that produce fundamental
change" (p. 237).

While both the process advocates and the emergent

advocates have similarities the process camp falls under the broader rubric of
the 'emergent change' camp. What this emphasises however is not the
contended difference of perspectives but the micro-differential within a broad
camp. As such getting to grips with the literature requires great efforts and
deeper critical scrutiny of the literature.

As a secondary consideration here, boundaries present a further problem.
Settling on any singular definition of change management or what it
does/is/was, ultimately upholds some knowledge whilst marginalising other
ideas. Any academic discipline makes this explicit, through what is included
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and excluded, thus ultimately what constitutes knowledge therein. This
ultimately requires the researcher to define a position, which can encompass
some things and deny others.

This tends to place a pressure to generalise and/or marginalise as is evident
when examining theories of change. This is no more explicit than in the
journalization of differing thematic aspects of a body of knowledge catering

for an ever-increasing competitive market. In essence we tend to overcomplicate and at the same time attempt to simplify. For example, if we take
Lewin's three stage approach then we have to assume the organisation is in a
particular state, while the emergent model would allow the organisation to be
in a more 'fluid' state. In this case the state of the company could not be
known in any total way and we would have to settle for partial explanations
and programmes of change best encapsulated by the emergent approach. For
example, critiques of the Lewin's (1951) change model, such as Kanter et al
(Kanter, Stein, & lick, 1992) suggest that it is too rigid to be of practical use,
despite is longevity within the change management literature.

However this raises another key point. The proponents of emergent process
change use as their demarcation point the idea of planned change. However
Lewin's model was underpinned by what he called 'force field analysis',
something that Kanter et al appear to have conveniently forgotten. Lewin's
idea of 'force field analysis' suggested that all possible influential factors are
considered when examining individual or organisational change. Such analysis
has a basis in the emergent camps as both proffered a more dynamic 'fluid'
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state perspective. The mistake was to take Lewin's three-stage model as the
rigid underpinning of the planned approach as he viewed change as dynamic.

The point here is that even within broad camps there are micro-factions vying
for position as to the best way to analyse and comment upon change. They
have multidisciplinary inputs and this again adds to the micro-political climate
around the derived knowledge base.
3.4.2 New does not always supersede old
The development of collective literatures on change spans the last six decades.
Collective authorial works include The Planning o/Change (Bennis, Benne &
Chin, 1961), Change Management (Bums, 2004) and other works such as

Understanding

Organisational

Change

(Dawson,

2003),

Managing

Organisational Change (Graetz, Rimmer & Lawrence, 2005), Change
Management (Paton & McCalman, 2008). These works offer clear and
valuable contributions to the understanding of change. While there has been a
steady increase in the amount of disciplinary contributions over the years since
Bennis et aI's (Bennis, Benne & Chin, 1961) text, it does not mean that new
knowledge supersedes old. In essence, some people's ideas persist within a
body of knowledge and others take a different path. For example, Bums has a
career that spans from the early days of change management and as of this
year (2004) has a chapter in the Work Psychology textbook in its fourth
edition. While Katz, who was also a commentator on change in the collective
works of Bennis, establishes himself in the social psychology literature far
more prominently than the change literature. This represents a core se~d in the
elision of psychological input in favour of 'systems' thinking, which still
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underpins the majority of change management literature today. To illustrate
this contention, one quote highlights the issue clearly; writing in 1970 Bennis
says, with reference to the increase in the pace of change, "did anyone suppose
that human relations around the world would not be affected to the very roots
by such changes" (p. 5).

Bennis (1967, pp. 111-116, cited in Bennis, 1970) outlined nine factors that
need to require consideration when examining trends in the development of
human institutions. Firstly, in a changing environment, there is a need to
develop more 'reactive' organisations. This is something captured well in the
new concepts such as flexible working practices and agile manufacturing.
Secondly, there is a need to develop non-violent solutions to problems
between nations, groups and individuals. This emphasis on the reduction of
conflict, and peaceful solutions to differences, is replete within the narrative
accounts of the industrial management of the 1920's onward. More
importantly however was the "need to develop [organisations] on a human
scale which permit the individual to retain his identity and integrity" (Bennis,
1970, p. 113), something lacking in the contemporary texts. As such, some
information survives and some disappears or falls to such insignificant levels
as to attract little or no attention. Therefore, there appears to be a tendency to
re-invent the wheel, and not very well.

3.4.3 Methods and rigour

The fourth problem we face when considering 'change managen:ent' is
representative in the developments in methodological considerations and
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academic 'infighting' and positioning. Researchers on change tend to use
various methods to collect and interpret data. This represents not only
problems in assessing the rigour of the data collection/interpretation process
but is representative of the development of different philosophical schools of
thought. For a common example, consider the qualitative versus quantitative
debate. So evaluating any ideas on change management requires subjective
interpretation in part, whilst aligning one's academic position with certain
philosophical beliefs.

Secondly, in reference to the above point, the information gleaned and
published is collected from diverse organisations. For example, this thesis is
concerned, in part with the culture of the Potteries Industry with its long
historical background on which to draw. Other authors such as Kunda (2006)
have examined the high tech industry, which has a relatively short historical
imprint. While both of these do have interests in the ideas of cultures, they
present a problem of definition. To alleviate this we would prefix the word
culture with the relevant noun, e.g. potteries culture, tech culture and so on.

The definition of culture however is not something that has general agreement
(Arnold et ai, 2004). This then places the problem of incommensurability in
the forefront of knowledge development and consequently brings us back to
the problem of extrapolation and methodological considerations. As such,
ideas of genralisability fall fowl of the cries of 'its just subjective' and the
whole philosophical debate on what constitutes knowledge (see chapter 2,
Methodology) is opened again. In this regard developing a clear understanding
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of change management becomes problematic when using what can be termed
different organisational cultures and methods of examination. However, this
debate is not limited to change literature; the same debate applies to any of the
social science areas.

3.4.4 Specialist, non-specialist: a cumulative review
In the typology below, the fifth aspect relates to the ideas of specialist versus
non-specialist knowledge on change. For example, reading a journal on ideas
of physics only really lends itself to interpretation by those with mathematical
knowledge unless there is a third party account offered. The same claim can be
said of the literature on change. The ideas of change are, as mentioned above,
disparate and cover varying disciplinary areas with varying levels of
accessibility. Some areas require a deep understanding of sociological
knowledge while others require specialist knowledge in systems theory.

More importantly, there are various authors encapsulated within the field who
show

superficial

understanding

and

others

that

proffer

complex

understandings. For example, the idea of resistance to change has attracted
some

complex

interpretations,

such

as

Carr's

(2001)

positing

of

psychodynamic frameworks as explanatory in terms of understanding people's
reactions to change impositions. Others show demonstrably under theorised
ideas and simply resort to banality suggesting simply that resistance is
"unpleasant for management" (Scott & Jaffe, 1990, pp. 55-57). As such, the
body of knowledge that could be termed 'change management' does not
"readily lend itself to a cumulative review" (p. 12).
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3.4.5 Schools and tools

The final problematic area resides in the idea of 'concepts'. According to lIes
&

Sutherland (2003)

change

management

has

differing

conceptual

understandings that range from academic schools and the focus they have on a
particular area, through methodologies (as mentioned above), which have
differing degrees of subjectivity/objectivity and the philosophical undertows
therein. Also in this category, are the ideas of 'practitioner-based' tools, which
are used to illicit some kind of change or at least impetus for change. Change
agents come into this category and they bring a variety of different beliefs
about how to affect and maintain change (see Dunphy, Griffiths & Benn,
2003; Benn & Dunphy 2004)

3.5 Focal planes

The above typology offers a map of the general area and the problems therein.
'Change management' is not a single idea but a multitude of complimentary
and competing discourses, some vying for position and some supplementing
an already defined camp of thought. Within this, there are what I term to be
different planes of thought and analytical approaches, which have as their
focus different aspects of the concept of 'change management'. Firstly, are the
systems theory driven ideas that proffer practical 'system' solution to change
effective? These are generally the prescriptive models exemplified by Kurt
Lewin's three-stage model. Here the organisation is viewed to be in a
particular 'state', which requires systematic processes to move it to a defined
future state. As can be expected with this type of model it requir~s clear
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analysis of the current 'state' of an organisation and some kind of predictive
understanding of the outcomes of the stages of manipulation.

Another area of explication revolves around analysing change, specifically
here the development of theoretical models for such purpose. The
philosophical background to this plane of examination can encompass debates
around philosophy itself. To offer a more concrete view take the Centre for
Social Theory and Technology at Keele University. Their lecture series often
had debates about a single definition of the term 'organisation'. This opens up
another level of consideration best encapsulated in Cooper & Law's (1997)
seminal piece; Organisation; Distal and Proximal Views (Cooper & Law).
The problem here is not definitions but the fragmentation of thought about
defining certain areas, metaphors and categories of ideas. Journals abound
with evidence of this issue, Organisation and Organisation Studies, to name a
few. The point is, they operate on a more esoteric level and as such do have
important implications for social theory and management. The work contained
in these journals however rarely makes it to mainstream audiences and
subsequently has little impact on the organisational change literature. One
would expect consultants to have bridged this gap and formed the conduit
from theory into mainstream literature. What has tended to happen though is
that critical and complex works suffer in translation as consultants 'simplify'
ideas into palatable 'renderings of complexity'. This ultimately means vast
amounts of theoretically complex ideas are diluted and elided.
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Taken together, the above typology represents a problematic state when trying
to formulate a cumulative view of change management and this places
pressure in total to marginalise in favour of simplistic analogies. While this is
a contemporary position as far as the texts are concerned it also captures the
view that the body of knowledge on change is not asocial.

To add further to this complex socio-historical story, Iles & Sutherland (2003,
pp. 12-14) make clear one of the main problems when assessing the literature
is "dominance of gurus who prescribe courses of action without any basis in
evidence". This is not a benign comment and actually forms the tip of a larger
problem, for example Haslam (Has lam, 2001, p. 306) considering the work of
Oakes et at (Oakes, Haslam, & Turner, 1993, p. 211) makes clear that;

"organisational evolution [and derived knowledge] is not a
benign process of social Darwinism that ensures the
survival of the fittest or the best. Rather more mundanely, it
is about the survival of those individuals and groups whose
status as winners 6 allows them to write organisational
history and interpret organisational science in a manner that
affirms their fitness and superiority. The fact that winners
always think they are right - and that their victory proves it
- does not make them right."

6 By winners here the authors are referring to those who have been seen as being established in their
field. It is offered as a counterpoint to social Darwinism and states that this is about the 'status' of
winners to have voice but this status does not mean they are right Rather the status proclaims the
rightness of their claims. This is a subtle but crucial difference in terms of social Darwinism.
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3.6 Change Management, ahistorical?

History is replete with examples of change that affect people's lives in
different ways. Consequently, these changes have then modified the ways in
which we capitalise on human labour in order to make money, and thus define
the employee employer relationship in the longer term.

Consider Richard Arkwright (1732 - 1792) as an example of a ruthless
businessman (More, 1997, pp. 51-53) whom developed a mantel for
manipulation for profit and a change in labour relations. He built the village of
Cromford in Derbyshire where there

"were not enough local people to supply Arkwright with
the workers he needed. After building a large number of
cottages close to the factory, he imported workers from all
over Derbyshire. Arkwright preferred weavers with large
families. While the women and children worked in his
spinning-factory, the weavers worked at home turning the,
yam into cloth".

He informed his workforce that they could not talk to any of their old friends
in the outlying counties because of the secrecy of the 'water frame' device he
developed. He paid the adult workers 10 shillings a week, and the wives of the
workers the same, providing they held to a contract to produce as many
children as possible thus supplementing and maintaining a future workforce.
Consequently, the majority of Arkwright's 1,900 workers were children (ibid),
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thus cheapening the labour costs further as they did not earn as much as adult
employees.

The houses Arkwright built had three stories and employees manufactured
cloth in time outside of working hours in the top one. Arkwright subsequently
bought and sold this cloth for further profit. Arkwright owned the village
shops and thus any money the workforce earned came back to him through
profits. Arkwright also had an arrangement where he only paid the male
workers three shillings of their ten a week and gave the balance to their wives.
This was to ensure that the men did not spend their time in the local alehouse
and the wives spent the money running the house (with goods purchased from
his shops). Further to this, he opened a bank where the workers could keep
excess monies and again he made more profit on interest. He also had his own
prison for those that transgressed against him (steeling cotton was a common
aspect). In further developments you can see the influence of Jeremy
Bentham's (1748-1832) panoptic on prison system being utilized to control the
workforce. An overseer's house overlooks the courtyard and the factory is
built to restrict access to one exit/entrance and provide maximum surveillance
prospects as well as protection from saboteurs. Very little waste was produced
in the factories. For example, the urine was used by the tanning industry and
excreta went to local farms as fertilizer. As an addendum here, Arkwright
could also have been see as a developer of some forms of normative control
through religious teachings and church attendance as they were compulsory; a
work ethic perhaps?
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In this example, Arkwright views human resources in purely economic terms
('human capital' before the term was coined). Labour extraction is through
near total economic control and supervision; a theme running throughout
industrialised England at that time. Whilst of course, it is accepted that there
would be localised variations and patterns of labour control operation through
England at this time, the basic principles of total economic control would have
undergirded such variations. This remained the story throughout the
industrialised period through to the early nineteen fifties.

Scientific management had been in use to further the industrialised process
\

and make more efficient the use of human labour with similar complementary
systems developed by Fayol in France and Weber in Germany (Burnes,
2004b). The primary drive was to develop a universally applicable blueprint to
organisational design. In such cases, economic control of the workforce was
the prima facia consideration in manufacturing relations.

As Bums points out, "employers based their attitude towards employees on
two basic principles, firstly that labour is unreliable, lazy and will only work
when tightly controlled and closely supervised", and secondly that the "main
controllable business cost is labour; therefore the key to increase profits is to
cheapen costs, and or increase productivity, by getting employees to work
harder, or for longer hours, for the same or less money" (P6). This view was
seen as hostile in working relations and Pollard (1965) highlights that
employees reciprocated this hostility for three discernable reasons.
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1.

The development of large-scale organisations involved a wholesale
change of culture and environment,

which removed the

independence the workers had in the cottage industry.
2.

Disciplinary practices were harsh and hours were long for men
women and children alike.

3.

Given the lack of alternative organisational forms ... employers
often modelled their factories

on workhouses

and

some

workhouses became factories with 'slave' populations. Factories
acquired the same stigma as prisons and workhouses.

For example, the map below (Map 1) shows the inside grounds of Arkwright's
Cromford mill. The curvature in the buildings formed an enclosure, viewable
from the overseer's house (manager's house), which is built on an elevation to
allow oversight over the facility.
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Cromford Mills Site Map
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Map 1. Arkwright's Cromford Mill
Little wonder then that conflict ensued as it was based on a "genuine clash of
interests" and as Bums claims, "echoed through British industrial relations
ever since" (p. 7) more readily understood as a Bureaucratic model (1. M.
Thomas & Bennis, 1972, p. 356). As a result of this conflict tension there
arose a genuine need to develop some form of conflict management. Most
readily available theoretical understanding of conflictual tension at that time
was the Freudian 'inner drive' conflict resolution ideas put forward by early
psychoanalytic movement. The 'inner pressures' and their release were
something familiar to the then contemporaries in the field.

Thus in combination with earlier industrial psychologists managers and
researchers started to take an interest in the idea of managing or affecting
some form of change, which would result in the lowering of conflict. The
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early texts such as Bennis et al (Bennis, et aI., 1961) talk specifically to the
point of lowering7 conflict and so during the early fifties the ideas of control
started to change and a marked difference in worker organisational relations
started to emerge. Historically, this marked the development of what we now
consider to be 'organisational culture' manipulation through a shift towards
forms of normative control. The demarcation lines, between workers and
organisations, were to change for the foreseeable future. Kunda makes explicit
the transition where;

"The recent popularity of the idea of strong corporate culture
may be seen as the culminatio~ of pronounced historical trend
in managerial ideology and practice toward forms of normative
control.. . [where] domains of the self once considered private
[in economic control] come under corporate scrutiny and
regulation [under normative control]". (Kunda, 2006, p. 13).

The important point to take from Kunda here, and the idea of managing
conflict from Bennis et al (Bennis, Benne & Chin, 1961), is the shift towards
normative control. This is explicitly explored in Kunda's text with reference to
the co-opting of psychoanalysis in organisational control, which literally
marked the point of development of normative control. The reason I draw
attention to this as it marks a point with specific importance to the
development of change management. To explicate this I use the text The

7 Early texts explored ideas of conflict appeasement. It was considered of importance to explore ways to
pacify and control before emergent conflicts took hold.
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Social Psychology o/Organizations by Katz & Kahn (1966) who were writers
at the time of Bennis et al.

Katz & Kahn draw specifically on the Elliot Jaques' text (1951) to explicate
the development of group therapy within organisations through the Tavistock
Institute interventions in the Glacier Company. This develops with the
background interventions by psychological theorising through work by
Maslow (Maslow, 1943), Hertzberg (Herzberg, 1959), McGregor (McGregor,
1960) and Likert (Likert, 1961), and the subsequent longevity to their theories
due in large to their predictive element. More importantly though is the use of
psychotherapeutic methods to reduce ~rganisational conflict through the use of
"working it through", as an idea, and group therapy (Katz & Kahn, 1966, pp.
308-309). Although Katz and Khan refer to this time as "the development of
change management" (ibid) it really marks the point of crossover of conflict
reduction to change management ideas.

Psychoanalytic ideas were used by the Tavistock institute to aid the
improvement

of

people's

understanding

of

their

organisational

interrelationships (another psychoanalytic term) and their own personal
motives. Thus, there is an implicit move towards psychologising the
workforce through psychoanalytic discourse. As Katz & Khan (1966) point
out, "no fundamental restructuring of the organisation took place, but
inconsistencies and ambiguities were resolved" (pp. 315-316). The idea of
group therapy here was nondirective and was used so the groups could gain
better understanding of themselves and others. "Essentially the approach was
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aimed at the removal of unrecognised and unconscious8 forces which impede
the rational functioning of people in group relationships" (ibid).

This marked the point of the idea that we could have change management by
intervening in the psychological lives of people at work and thus the
development of cultural possibilities. The development of the change
management literature after this point falls into three distinct categories. How
to do it? How it has been done? And discourses on change. This marks the
point at which previous knowledge and understanding become subsumed
under the development of new knowledge base such as 'management,9.

However, with reference to Haslem's comments above and Iles & Sutherland's
idea of new knowledge not superseding the old, the problems of knowledge elision
become writ large in the contemporary texts. This is not just by co-opting ideas by
gurus, but also with academic practices as well. Take for example the idea of
personality inventories. Reported in most work psychology textbooks are
descriptions of Eysenck's EPI (Eysenck Personality Inventory), EPQ (Eysenck
Personality

Questionnaire)

and

Cattel's

16PF

(16

personality

factor)

questionnaires (See Amold et aI, 2004, p. 128-132; Muchinsky, 2000, pp. 270296). Cattel's model has since been developed further to counter critique around
statistical and cultural inconsistencies. The United Kingdom version has been
modified as such and re-titled 16PF5 (See Amold et al 2004, Russel & Karol
(Russell & Karol, 1994); Smith (Smith, 1994». Eysenck's EPI model includes
8 The terms, unrecognised and unconscious, used by Katz and Khan make clear that psychological theorising
at the time was based on the work of Freud and this would have shown in the academic studies 3t that time.
9 What I am alluding to here is that the use of psychological theories, in the manipulation of people at work,
marked this historical point in time when 'cultural' manipulation was the natural next step. This indeed is the
undergirding of latter ideas of normative controls
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measures of extroversion and neuroticism while the later EPQ measures
extroversion, introversion and psychoticism. Cattel's model examines extensions
of these terms to include conscientiousness, agreeableness and openness to
experience. In all of the above there is reference to extroversion and introversion
but in the textbooks it is only in relation to the authors of such measures. This is an
important point of fracture for the current examination.

The idea that we could have scientific applicability to terms such as extroversion
and introversion is more of a function of legitimating and privileging discourse
than of factual and clear representation. It is also a necessity if these measures are
to be used to offer some form of predictability. The measures are still used today
in personnel selection in organisations utilising the services of Occupational
Psychologist. However, the ideas of extroversion, introversion and neuroticism
have their basis in a more problematic camp of explanation than they make any
reference to. In order to explicate this contention we need to delve into the past a
little further.

Most readers are aware of Sigmund Freud (1856-1939) if for no other reason than
the idea of id, ego, super-ego and the balance of libidinal forces. His
popularisation of sexual discourse had a profound effect on the Victorian era.
Furthermore, the centrality of sex and the reductionist implications "fuelled the
initial success de scandale which psychoanalysis enjoyed" (Richards, 1996, p. 85)
and his discourse has populated the social consciousness ever since. However, the
nature of libidinal energy and forces was contended and developed further by one
of Freud's contemporaries.
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Carl Jung (1875-1961) developed some of Freud's theories and whilst maintaining
the language and the ideas of introversion and extroversion which were based
upon the 'libidinal forces' idea. The intention is not to omit this information from
the key understanding of personality. The omission is part of a larger move
towards specialisations on predictable systemic methods rather than something that
does not appear to be rationalised. The change literature evidently has become a
victim of the same practices explicated above which thus privileges the guru and
simplistic models of change, which have been 'sanitised' through historical
process.

In the above, the broad aspects of change are outlined. The fundamental
development of change is highlighted in order to demonstrate the process of
elision. Specifically here, the process by which the change literature, the main
point of call for any researcher interested in effecting change, has developed in a
way that makes conceptualising resistance difficult beyond the simplistic. We
have seen how the various interest groups affect any coherent understanding of
change and resistance to it. Definitional issues and methodological arguments (to
name but two aspects) force simplicity in many ways and thus help bolster the
elision process of complex investigations delimitation. As such, it is of little
wonder that resistance to change is vastly under-represented and theorised in the
change management literature. In the next chapter I posit that the way to
understand resistance to change is best conceptualised through a disruption in the
process of identity.

91 .

92

.

Chapter 4 Identity
In the previous chapter, which had as its focus in broad terms 'change', I
concluded that resistance to change is under-theorised due to the nature of the
academic process of elision in that new knowledge displaces and dilutes older
understanding. This in turn leads to superficial and marginalised understandings
of the resistance to change issue. Claims that "the fuckers don't like change"
epitomise in a way the 'giving up', as it could be construed, with a desire to
understanding the reason behind resistance to change.

The literature supported this contention in that research and the categorising
processes of change resistance, comes about through conceptualising change as, to
cite on obvious example, "unfreeze, move, re freeze" process (Lewin, 1951, p. 45).
Further models proffered in this category are the 'planned' (Robertson &
Seneviratne, 1995), 'emergent' (Burnes, 2004a) and the 'punctuated equilibrium'
approaches (Gersick, 1991). What these have in common is an inability to
conceptualise resistance to change as a purely social psychological event and that
the defined 'barriers and borders' of description posit demarcation points which
inevitably put in place limits of description and subsequent solutions to resistance
issues. In this way, there is always a rhetorical note to theory in that markers
(boarders) precipitate problems of explanation.

Furthermore, change as a separate body of knowledge, developed by academics
and practitioners through the knowledge development technologies invariably
posit a 'new narrative' in terms of description and solution to change. This
narrative is in many ways incompatible with the organisations' cultural developed
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narratives and thus presents a challenge of language systems. This interferes, in
the traditional sense, with an individual's ability to identify themselves in relation
to identification with others in the process of identity.

In this chapter, identity, as a process of continual construction, is placed at the
centre of the resistance to change debate. The proposition in this case is that
resistance comes about because what is under attack during 10 change imposition is
the story of one's self, the narrative of one's own life story through the process of
continuation. This can only be understood if we throw notions of 'identity' into
critical relief for the moment and understand the process as one of 'rehearsal' and
'accretion'. That is, 'rehearsal' and 'accretion' of stories relating to socially
shared communities of discourse and narrative, where meanings (relating to social
positions for example (See SIT below)) in a spatially temporal network have
primacy and serve as a repository of socio-historical information. In this way we
can understand stories to be both fluid and dynamic in that they are continually
updated and rehearsed. It is thus precisely the above process, which allows
discussions of self-knowledge and self-reflection to take place and maintain the
irreducible nature of identity. As Hall (Hall, 1996) notes, "it seems to be in the
attempt to re-articulate the relationship between subjects and discursive practices
that the question of identity recurs" (p. 2)
I

In the following chapter, I offer a review of the contemporary literature on
identity. In order to illuminate identity, as a process, there is an inherent need to
10 In the first instance "under attack" is used as a metaphorical description of the forced imposition of change
and how this interjects with one's own identity process, thus ostensibly this can be seen as an attack. In the
second instance, the "process of continuation" refers to the on-going project of identity (as a continual
process). What I'm attempting to articulate here is that change imposes a process ofreconstitution of one's
identity upon the person, which necessitates a period of adjustment, which in turn can be seen as resistance.
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also deal with notions of 'self, 'I', 'agency', 'subject' and 'other'. Through and
exposition of these tenns we can subsume their respective efficacy under the
broader tenn of identity. This leaves some fluidity in relation to each tenn for
development of overlaps in their respective uses. Two broader referents can serve
well in this illumination process, namely those of the author function and the
narrative.

4.1 Understanding Identity

According to Watson (T.] Watson, 2003), "A key assumption, encapsulated in the
concept of work orientation, is that what a person's work means to them is a key
\

influence on how they perfonn it" (p. 59). This leads to the contention that, in
tenns of a manager, potter, engineer for example, having a distinct social category
of meaning and thus allowing a perfonnance of such, then people not only
perfonn the duties of an ascribed workplace identity but "do identity work for

themselves" (ibid). This is by no means devoid of a reciprocal relation in tenns of
others, as

per~onning

'manager' or 'potter' also provides the key aspects of

identity definition in relation to non-manager and 'other'. In simpler tenns using
the 'manger' label as an example, the manager's idea of being a manager and the
work therein is exactly how they perfonn that role, indeed how they do identity
work for themselves and others. This is indeed a simple description of a complex
organisation of perceptions and actions for which a person is deemed to be in
control. This is what Watson means when he talks of a person being "treated to
the identity of manager" (p. 139), playing on the sociological theory of 'role'.
Furthennore, born of earlier social psychological theories, Akerlof & Kranton
(Akerlof & Kranton, 2002) contend that confonning to group nonns of
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performance enhances "a persons self image and sense of self' (p. 1168 cited by
Kirman & Teschl, 2006, p. 301).

However, this represents a fairly simplistic rendering of what is in fact a very
complex organisation of ideas in relation to identity, role, and 'being', which are
specific to 'Westernised' ideas of self and identity. In order then to discuss ideas
of identity-work, in terms of narrative, it will be necessary to examine some ideas
of the self (for contextual reasons), especially the Western concepts as one of the
challenges is pertinent to the later rendering of narrative.

For example, Townley (Townley, 1995) suggests identity works on different
fronts of 'accountability' (Munroe, 1996) namely, self-awareness and selfformation as reflexive of how individuals treat self-knowledge. Another
perspective views the self as bounded and a self-subjectification is apparent within
this context. Another view is more in line with the social constructionist
perspective in which there is a marginal rejection of the inner (authentic) self, self
as 'illusion'. These are just some issues, which have occupied scholars for
centuries. What I intend to do in the following is de-couple the concomitant
aspects of self and identity, as later I make the case for a reworking of 'identity' in
terms of 'narrative' and 'dialogical accretion' and consider identity as process in
this regard. This then gives us the premise on which to build a different theoretical
understanding of the contentious issue of' change resistance' .
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4.2 The self, bounded, fragmented, both, or none of the above?
To facilitate a reworking of identity, it will be useful to examine the idea of '1'
from its early beginnings. More accurately, the idea that there is a duality that is
posited upon the individual in the shape of 'me' and '1', which can ask questions
of itself. This, when you think about it, is a peculiar position when contrasted with
other cultural norms where the idea of self, in self-reflexive terms, is not an option
(see Foucault's The Order of Things). However, we are not in another cultural
context, as such, but in the highly indoctrinated North AmericanIWestern
European philosophical mode. Therefore, ideas of this 'bounded self, which can
strangely reflect upon itself, are the normal and standard modes of thought. This is
an important point because if we are to consider ideas of Self-knowledge and Selfawareness within the idea of a person's identity, then these reflexive selves can
only operate within the specified ideal (philosophical mode) of the reflexive self.
The following examples will serve to illuminate this problem by focusing upon
the progression of thought from Descartes, through to the attempts to surpass the
restrictions of dualistic interpretation.

"I know that I exist; the question is, what is this '1' that I know?" (Descartes,
1641, 1985) Here the idea that there is other within, which can ask of itself its
own existence, is profoundly active. Thus stands the birth of the infamous
Cartesian split, apparent in the medical model ll of today. This was the dualism,
which has occupied philosophical thought for decades. Dualism has thus provided
the basis for which we, as Western products, view the world. For example one can
talk about one's self, talk of seeing things from another person's perspective and

11 What was meant in this context was that the current medical model is driven by Cartesian ideology in that
the mind and the body are separate.
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one can ask of ones' self questions, when in a self-reflexive mood. We are
multiple, but we are required to perform 'boundedness', to not be self
contradictory, and yet, there is a multiplicity, one which we perform daily in our
lives.

This mUltiplicity however comes into question in the texts of sociology,
psychology, anthropology, as if there is a drive for the bounded. For example, to
talk to one's self is considered pathological in the field of clinical psychology. In
its banal sense, if faced with a clinical psychologists gaze, one could be branded
with the term 'multiple personality disorder'. Therein lies the drive for the
bounded, it is as if the work of some disciplines, encapsulated in Western thought,
is to maintain the individuality of the individual, if this were not the case
psychologists would have a very difficult time trying to hold on to their chosen
topic, certainly in terms of mainstream thought.

Let us consider another example of a bounded ideology, that of criminology. The
pursuit of 'criminal' psychology is to understand the criminal behaviour and
drive. However, the punishment for the criminal is based upon the premise that
the individuals are responsible for their own actions. Thus, punishment systems
are built around the belief in the bounded individual. Dispersed self/identity are
still relatively new and have only found ground in the last fifteen years in texts
such as Identity without Seljhood (Fraser, 1999) for example. Central to all decoupling exercises however is the centrality of the 'I' and the 'self concept and
the following list outlines the complexity of thought around notions of self;

98 .

"What was I before I came to Self-Consciousness? .. .I did not exist at all, for I was
not an 1. The I exists only insofar as it is conscious of itself... The selfposits itself,
and by virtue of this self-assertion it exists." (Fichte, 1982, pp. 97-98). "The
'Self ... , when carefully examined, is found to consist mainly of... peculiar motions
in the head or between the head and the throat." (James, 1950, p. 301). "The ego
continuously constitutes itself as existing" (Husserl, 1977, p. 66). "Any fixed
categorisation of the self is a big goof' (Ginsberg, 1963, cited by Strawson, 1997,
p. 405). "The self which is reflexively referred to is synthesised in that very act of
reflexive self-reference" (Nozick, 1981, p. 91). "The self.. .is a mythical entity.... It
is a philosophical muddle to allow the space which differentiates 'my self from
'myself to generate the illusion of a mysterious entity distinct from .... the human
being". (Kenny, 1988, pp. 3-4). "A self.. .is ... an abstraction ... ,[a] Centre of
Narrative Gravity" (Dennett, 1991, pp. 426-427). "My body is an object all right,
but my self jolly well is not!" (Farrell, 1996, p. 519).

4.3 Challenging the bounded ideology

Although the above list is by no means complete, it does give an impression of the
ideas that have been considered; from the self-reflexivity of Descartes, where the

'1' moves to the external, through to Farrell's maintenance of the mind-body
I

problem in his de-objectification of the self. Nonetheless, the idea of the self and
1

self-identity remain within the current Western concept of the individual.

Consider the following example. One of the central respondents in the first
ethnographic exploration in chapter five is a senior manager. This is confirmed in
several ways, not least of which is the physical artefact of an identity card.
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Contact with other members of the workforce also confirms his position. Other
aspects such as pay, social networks of similar people in similar positions add to
the socially shared network of meanings, which support the category of manager.
All these external social technologies confirm and confer his identity. Yet would
this be the case if one were to remove all of the above, would he still not be
himself? I suspect that his status as a manager would not be there but he still
would 'be'. This is a banal examination of self-identity but it is an important point
to dwell upon for the moment because it does then present the challenge for the
bonded universe that is important for our current discussion. For example, the
identity work that could be said to have been enacted was for the benefit of hisself, others or both?

These are all questions that offer challenges to the Western concept of
'boundedness', Western concepts of the self in the terms ofa 'bounded' idea have
come under close scrutiny, given the other cultural examinations.

"The Western conception of the person as a bounded, unique, more
or less integrated motivational and cognitive universe, a dynamic
centre of awareness, emotion, judgement and action, organised into a
distinctive whole and set contrastively against other such wholes and
!

against a social and natural background is, however incorrigible it
may seem to us, a rather peculiar idea within the context of the
world's cultures" (Geertz, 1979, p. 78).
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The challenges then, that allow a re-working of the resistance question, are
formed from the challenges used to destabilise the 'boundedness' of the individual
proposed by Sampson (Sampson, 1989) in which he identifies six discernible
challenges to the bounded universe.

The first challenge is that proposed by cross-cultural studies. This suggests that
several significant alternatives, which are less individuated (in other words have
less discernible boundaries) than our Western concept, are present in other
cultures. This would obviously, or so you would think, de stabilise the idea of the
'boundedness' for which we are so fond. For if there is a less bounded alternative,
then would our concept of self hold water? In other words, why is the Western
concept of self considered more correct than other theoretical ideas?

Secondly, the dominant mode of thought throughout most of Western intellectual
life has been that expounded by the male patriarchal society in which we live (and
to

some

extent

still

live).

Feminist

theories

have

indeed

offered

reconceptualisations "of the patriarchal version of social, historical and
psychological life". (Sampson, 1989, p. 2) Feminist theory then offers some
different views of person-hood, which once again destabilise the 'male' orientated
Western conception of self:in their reworking of scientific discourses. For
i

example, in Haraway's Simians, Cyborgs, and Women: The Reinvention o/Nature
(Haraway, 1991) she explains current modes of understanding of human
interaction as those derived through Primate studies. In this she maps a history of
social and psychological understandings as those derived through a metaphor of
primate interpretations. In this way she understands our perceptions of each other
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as linked to primate understandings. For example, females are considered
subservient in primate groups. In such groups, males are dominant and we have
such categories as Alpha males to denote the dominant figure. The crucial point
here is that the notion, as one example, of Alpha male has moved into popular
consciousness and we then suffer management discourse (texts), which depict the
Alpha male in the boardroom and pub alike. In essence, she regards this as a
primary site for a differentiation and support of female subservience in the human
psyche. The arguments are compulsive and have merit especially in my area of
psychology. The most problematic nature of her arguments are that they are
embedded in our collective Westernised social understandings of each other. In
essence, we have adopted a discourse of primate studies and the subsequent
relation of individuals with a group whom poses individual characteristics
premised on sex at the same time as we confer on such primates notions of 'self
deno'ted by name as a category to fill with characteristics and personality. Again
this rehearses the bounded ideology.

Social constructionism (constructivism) is the third challenge and argues that the
things that are held dear in our concept (the Western concept of self) such as,
personality traits, individual likes and dislikes, individuality itself, are nothing
more than social and historical constructs (as Haraway's text testifies). This is a
I,

most devastating challenge as it is difficult to argue against unless your personal
proclivities align with positivism. For example, being a male in our society has
certain behaviours attached to it, learned from previous generations, and so on and
so forth. Thus, it could well be concluded that the identity of male is nothing more
than a construct, and as such logically denies the idea of individuated seifhood.
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Our forth challenge is that presented by systems theory. This "presents an
epistemological position in which ontological primacy is granted to relations
rather than individual entities" (Samson, 1989, p. 2). Therefore, instead of the
centre being the individual there is a shift to the relationships, in which the
(original) entity resides. This, apart from semantic resonance, is more akin to
constructivism, as the system becomes the social fabric from which all meaning is
maintained and changed in mutual reciprocation through everyday interplay.

The fifth criticism to our bounded individual comes from critical theory. Critical
theory, which originated in the Frankfurt school (ibid), suggests that our
conception of the self, the North American concept, resides in the heart of
capitalist ideology. Sampson (1989) suggests that, critical "theorists not only
question the inevitability of the North American ideal, but also force us to
consider the possibility that psychology's subject is a character designed primarily
to serve ideological purposes; that psychology, in studying that character and
presenting so-called 'facts' about its qualities, helps contribute primarily to
societal reproduction rather than truly human betterment" (ibid). By challenging
the capitalist ideology, not o1!ly would ideas of feminism fall under its scrutiny
but also Western social research into self and identity, in that its primary goal is
I

based on other than human betterment (money and control).

Finally,

and

in

chronological

order,

there

is

deconstructionism.

The

deconstruction that is familiar today emerged from post structuralism and literary
criticism. Deconstructionism undermines the idea of the primacy of the ·subject, or
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author and similarities with systems theory in many aspects. This has the effect of
eliding the idea of agency, in its banal sense, from the author. Thus as Sampson
suggests, "this perspective presents a very unsettling picture of the world and
undoes the security which the current North American ideal presents" (ibid)'. At
one-and-the same time, this also presents a challenge to positivism in its "claims
to speak the truth of society" (Henriques, Hollway, Urwin, Venn, & Walkerdine,
1998, p. 5) as positivism is closely aligned with the logic of production and
capitalism (reaffirming in part Marx's rendering of social meaning in terms of
economics ).

As you can see the initial idea of the bounded universe, which one could be quite
comfortable with, does not hold up too well with the aforementioned ideas. The
boundary

has

become

a

somewhat,

misty

affair.

The

definitions

of

identity/selfhood that are so warm and cosy become jaded and cold. Thus, there is
a certain lack of security and ambiguity starts to take hold. Akerlof and Kranton's
(Akerlof & Kranton, 2000, p. 728) rendering of ego, identity, and self, maintains
that anxiety defence is the purpose for their conceptual existence in terms of a
defence against attack. Self-formation thus must have an appeal to maintenance of
unity and continuity.

1

4.4 Self- awareness (Christian Ideology?), Self-formation (Social
Constructionism ?)
To gain a handhold on some of the complex ideas held within ideas of selfformation and self-awareness it will be necessary to try to simplify the main
contentions of each. This will provide a basis from which to pursue the idea of
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doing identity work. Firstly however, there will be a need to orient one's self to
the positioning which Townley (Townley, 1995) adopts in that, self-awareness
and self-formation are used as routes towards the understanding of selfknowledge.

"Both self-awareness and self-formation constitute what Foucault calls
technologies of the self, that is they offer rules of conduct and practices
whereby individuals may change or transform themselves". (p. 273)

While, as Foucault mentions, these are technologies of the self, they differ,
fundamentally, in how they perceive the self, and as such become implicit in the
make up of the individual's identity (and how that identity is performed). That is,
they relate to the individual's make-up in different ways, "They differ in how they
understand self-knowledge, how this is achieved and its value. They lead to
different perceptions of acting in the world and suggest different ways of
conducting ones relations with others" (Townley, 1995, p. 273). Thus, ultimately
they differ in how the person is seen to do identity work. To understand these
concepts a little better it will be fruitful to look at the underpinnings a little closer.
A belief in 'inner self is the premise that underlies the idea of self-awareness, an
'inner core'. This idea runs through, and from, Christian ideology of the 'inner
i.

self, "In interiore homine habitat veritas (in inward man dwells truth)"
(Townley, 1995, p. 274). This suggests that the individual has an integral
component, that can accommodate self-reflection. A place where one can dwell
upon one's self, in respect to God. In this respect, self-knowledge "is achieved
through turning inward to discover (and continually re-cover) the true or real self

105 .

and is the means through which one gained an understanding of God" (p. 275).
Ethical action in self-awareness is driven by the need to become closer to God,
through examining "one's soul for impurity" (p. 275).

This, at first, appears to be a grandiose concept, God, inner reflection, a true self,
truth etc. However, as Townley points out, this particular view, where the self is
the subject (and therein lies another paradox, e.g. stepping outside of one's self) is
indeed oriented around a "discourse of needs" (p. 273) and their satisfaction. This
orients the manager's or the potter's (to return to our primary examples)
environment around, and through, a discourse embedded in the interpretation of
need satisfaction. Thus, identity work, on this level, revolves around these
complex and overlapping 'matrices', 'need satisfaction', 'hierarchies', 'inward
reflection', 'authentic self etcetera. This view is however, dying a death, albeit
very slowly. In management texts it is still a predominant fixture and any standard
management text will present the reader with the infamous 'hierarchy of needs'
diagram. However, as the subtitle to this section suggests, there is indeed a second
perspective, self-formation.

Self-formation, sits in the opposing corner to self-awareness in that it rejects the
idea of an inner core self. Self-formation "sees the self as formed through active
engagement with others and the world" (Townley, 1995. p. 275). "The world
consists of a domain of objects (things, events, people) to which we can respond
in varying ways" (ibid). Thus, self-formation is " a practice of noticing. It requires
individuals to be aware of the external [others perspectives of them selves] and
how they stand in relation to it" (ibid). Therefore ethical action, for· example, is
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oriented around one's conduct with the others. The self-formation perspective of
self is not too far removed from the social constructionist perspective of identity
and self. One has to only glance through some texts in this field to see that this
perspective has been a furtive research ground for some years (see Burr, 1995;
Ham!, 1997; Parker, 1998). Marginal differences aside, they do open up a more
furtive environment as regards people doing the identity work for their selves and
for others. Let us now see a general view of the manager through the
constructionist's perspective.

"There are collective representations of positions and roles, for
example, positions such as 'top manager' or 'supervisor',
'employee',

etc.,

within

members [a manager

In

formal

organisations.

Individual

our case] learn these collective

representations and related discourses: each learns to encode and
classify self and others, to discuss with others her own 'self or
'selves' [this is the area Watson (T. 1. Watson, 1982) breaks into
especially on pages 36-52]. Each individual learns to guide or
regulate her 'self according to particular collectively defined
roles conceptions, norms, policies, and etcetera. Each learns to
give accounts of herself, her actions, performance results,
including successes and failings, to 'explain or justify herself
(Bums, 2004a. pp. 166-184).

Thus, in this case, the manager develops the self-awareness, which we have
outlined here, a sense of himself. The important point to note in this is that the
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sense of self, that our manager has, is reflexive of how others view and have
viewed him. Therefore, as Burns (2004a) points out, the manager "monitors and
regulates herself in concrete interaction settings, to a greater or lesser extent
according to her collective representation of her self and normative rules applying
to her [management] position" (p. 167). Thus our manager in this view not only
relates to himself as a point of self-reflexivity, but, also becomes accountable for
'himself in public and private discourses. That is, to reflect "on her self and to
carry on inner dialogues about herself and to regulate herself and presentations of
self to [and for] others" (p. 167).

In concluding this section, our management identity idea, that is doing it for

herself and for others is clear through the eyes of self-formation (Social
Constructionism). There is an agreed interaction of projection and self-reflection
of the 'self. Not only for one's self but for the benefit of one's self as reflexive of
others conceptions. In other words, there is a need to project a desired image and
that image is demanded by others in exchange (driven by their perceptions of a
manager). Thus, as we learned earlier, there is a need to display certain
projections of the self for the development of self-reflection and the projection of
the manager's identity. The view adopted by social constructionism fits this
project aptly and falls in line with the growing movement away from the bounded
self, which is still prominent in some less developed areas, e.g. management
studies. As such then, the constructionist stance does offer a methodological
insight into areas previously curtailed by ideological viewpoints, such as Christian
ideology. In the following section, 'social identity theory' (SIT) is explicated in
order to signify the strength of relational aspects in self identity work in given
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economical context. Aspects of this are then used, along with challenges to
centralised concepts of self, in order to posit a narrative framework of
understanding in terms of identity definition.

4.5 Social identity theory (SIT)

Social identity theory was coined by Tajfel (Tajfel, 1970b) to posit an explanation
of observed behaviour in his minimal group studies. In these, Tajfel designed
several experiments in order to figure out the minimal conditions by which
individuals would, in effect, take sides and participate in inter-group
discriminatory behaviour. The outcome showed that even the smallest difference
was enough to allow individuals to differentiate and thus discriminate against
other individuals said to reside in another group. This effect is evidenced, even
when it to the detriment of collective group-gain based on an economic rationality
model (Akerloff & Kranton, 2000, cited in Haslam, 2004). In the following
section, I offer a review of Tajfel's social identity theory (SIT) in order to
examine some of the traditional notions of social identity approaches to explain
individual behaviour. To fully appreciate SIT consideration must be given to three
other concepts, 'social categorisation', 'social comparison' and 'psychological
group distinctiveness' within the context of the 'minimal group studies'.

4.5.1 The minimal group studies

What makes us discriminate against others? What are the conditions by which our
group identification and our differentiation pitch us against another? Tajfel's
social identity theory was an attempt to answer these questions. What Tajfel
sought to explain, in the first instance, was the minimum conditions, in which a
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group find themselves, that lead to discriminatory behaviour (Tajfel, 1970b). The
first experiment was based on striping the groups of meaning, thus alleviating
difference. This was in order to assert a "baseline inter-group situation, from
which all the usual "reasons" for discrimination between the groups would be
removed" (Tajfel, 1978, p. 10).

Subsequently, Tajfel introduce two groups of schoolboys to an assignment based
on "fairly trivial criteria ... [which focussed on] either the number of dots on a
screen or their preference for the abstract painters Klee and Kandinsky" (Has lam,
2004, p. 18), thus progressively adding meaning until a critical limit was reached
where discriminatory behaviour occurred (Tajfel, 1978). It is important to
remember that assignment to the groups was random and, for the purpose of the
explanation to the participants, was based "apparently trivial criteria" (Tajfel,
1978, p. 11). What Tajfel found from this was that differentiation, "in favour of
the in-group can be shown to be (l) unrelated to "objective" or economic gain;
and (2), that it is sometimes displayed at the expense of such gain" (ibid).

Brown (Brown, 1978) tested this economic rationality principle out in real terms
by working with workers in an aircraft engine manufacturing company. He
examined wage differentials and asked several sections of the workforce
(segregated on skill level, see table 1 below) how they would prefer their pay
increases to be structured. The study focused on the skilled groups in the grade
five and six categories. What emerged from this study was that the preferred new
wage structure added a level of segregation between grade five and six, creating a
5D category. In essence here the preferred wage structure was one in which the
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primary concern was the wage differences (I'm earning more than you) rather
than an increase in absolute earnings.

Table 1. Wage structure at Aircraft Manufacturing Company. Adapted
from Brown (1978)
£57.00pw
Skilled
Grade 6
£56.20pw
Grade 5
£50.00pw
Semi-Skilled
Grade 4
£45.00pw
Grade 3
£41.50pw
Unskilled
Grade 2
£40.00pw
Grade 1

Subject '8' in Brown's study summarises the sentiment succinctly here where he
claims that the "status of the job is more important than the actual wage" (p. 421).
What the workforce actually did, in the highly skilled group, was to award
themselves wage rises that did not give themselves the most economic gain but
maintained the differential between themselves and others; "they were primarily
concerned with establishing the largest possible difference over the grade 5
groups, even if this meant a sacrifice of as much as £2 a week in absolute terms"
(pp. 423-424). As Turner, reflecting on Festinger's (1954) earlier contention about
the reactions of individuals placed in situations of social comparison, points out
"in-group bias increases (and group cohesiveness) the more comparable the outgroup is perceived to be" (Turner, 1978, p. 237). Therefore, as Haslam (2004, p.
19) points out, "the upshot of the minimal group studies was that they suggested
that the mere act of individuals categorising themselves as group members was
sufficient to lead to in-group favouritism" and differentiate in finite detail those
external to the group.
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It is thus evident from the above that the act of categorisation and subsequent

differentiation, allows individuals to see themselves as different and the same 12 •
Moreover, the fact of establishing group membership in this way provides the
individual with a platform on which to defend and promote incomparability, as
Festinger notes, (cited by Turner, 1978, p. 237) "comparability between
individuals decreases directly as status differences increase" and further promotes
acting to make those differences more overt. As Tajfel notes; "meaning was found
by them [the group] in the adoption [emphasis added] of a strategy for action,
based on the establishment through action ... between their own group and the
other. Distinction [categorising the other as different] from the 'other' category
provides an identity for their group, and thus some meaning to an otherwise empty
situation" (pp. 39-40, cited in Haslem, 2004, p. 20). In essence, the act of
categorising other leaves an identity, which provides meaning and a basis on
which to act against others in the process of differentiation. However, the context
of that differentiation is culturally specific in that the narratives deployed to allow
individuals to comment on others and themselves is specific to the type of
organisation and the identity characteristics of the sociological roles available.
The following section is given over to establishing an understanding of narrative
identity.

4.6 Identity as narrative
What the above represents is the representation of identities in terms of categories
of representation and performance. These identities are 'played out' in a particular

12 In the context of the Minimal Group Studies what this phrase meant was that people could see
themselves as different from subgroups and other groups whilst seeing themselves as the same as
members of their particular group.
'
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context and at a particular time. Haraway (Haraway, 1989, 1991, 1997) challenges
the narration of a particular identity in terms of patriarchal discourse, while
constructivism challenges all notions of fixed identities. What this leaves us with
is a way to understand the construction of current discourses of power in relation
to historical movements. This leaves us with a position of reworking ideas of
current 'categories' of being in relation to power and ideologies but leaves us with
little in terms of ways forward other than re-discovery and deconstruction. This is
not to belittle such warranted tasks, but a different understanding of notions of self
and identity in terms of the context of such developments, may give us space to
rework our ideas of change and resistance. For this task, I turn to Ricreur's ideas
of narrative identity.

By focusing on Aristotelian Poetics, Ricreur (Ricreur, 1984) draws on the question
of mimesis, the imitation of a subject through literature, by examining mimesis in
plot. For example, a bold adventurer or indeed a mediocre manager can have
narrative presence, mimesis in a story, which forms an object of a representation.
It is through this mechanism that people can recant stories of themselves in

history and in the now (past is always present). As Ricreur claims, 'human time' is
registered in narrative, which encodes what is remembered and forgotten. Ricreur
then tries to make a connection between the process and activity of putting
forward and account (telling a story) and the time dependent (temporal) character
of human experience. In this way, the narrative contains or takes on the role of
reflection through a history of one's self. Stories are intimate and at the same time
common. They are shared and become the basis of identity development and
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become something I refer to as narrative mirrors 13 • In this way society's discourse
presents the possible, in terms of being, and your narration of yourself that is
inter-linked and inseparable for time discourses.

Taking on board Ezzy's (Ezzy, 1997) contention here, that Mead's "conception of
the temporal and inter-subjective (existing between conscious minds; shared by
more than one conscious mind) nature of self' (p. 239) in combination with
Ricreur's hermeneutic theory of narrative identity" (ibid) allows a reconceptualisation of identity as far as agency, subjectivity and self are concerned.
As such, notions of self and I, me and other such signifiers are part of a rich
tapestry of the narratives of lived lives, which provides a repository of interwoven
'plots'. To exemplify this let us consider Ricreur's notion of time and narrative
through the idea of the novel.

4.7 Narrative time (stories)

The traditional role of the novel and its visualisation in film and story telling in
general (are we not all in one plot or another?), is to elicit and ascribe meaning
through a complex interplay ofprotagonist(s) in context with others. The narrative
is designed to draw us into a world, which can be fundamentally different from
our own (or mundanely similar), such as the stories of Blade Runner (1982), I

Robot (2004) or Serenity (2005). The common theme amongst such science
fiction narratives, as those above, is one of displacement, a shift in time (future

13 If we take the idea of Recrerian narratives intertwined with his three modes of time then culturally we are
born into a world replete with 'already complete' meaning. As such, one can see, metaphorically, one's own
stories already told in many forms within society. As such, collective narratives present the individual with
narrations for self-explanation, literally mirrors, by which to see one's self This is linked to the idea of
Scriptura developed in the methodology section.
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arrows) or a move away from one's familiar time to that of a new world of
tomorrow. Often the 'tomorrow' is based on the common events of today, a
portent of what is ahead of us in our possible future 'realities'. Often the view is
less than idyllic (Logan's Run (1976), Silent Running (1972), Minority Report
(2002) as examples).

One such, less than idyllic story is 'played out' in the film Equilibrium (2002).
Here the future is based on the removal of human emotions. The general populous
has been blamed for all society's ills because of their inability to control their
emotions. In further examples, art, books, music and love are deemed repellent in
this collapse of the twin narratives of Fahrenheit 451 (1953) and Nineteen Eighty
Four (1949) into a story of a society based on the equilibrium of emotions. In this

sense then the future is played out as a possibility, an outcome of narrow views
and today's illness. It is seductive in its depiction as if proffers technological
fixes, such as drugs for the depressed and the paedophile alike, but it is only a
possibility amongst many.

Another common mechanism for displacing the reader is a sideways shift. Thus,
instead of moving the story to the future we can shift it to the now but change the
context. The American drama series Sliders (1995 to 2000) is one such endeavour.
It is based on the meandering of a group physics experts, who claims not only that

all possible futures can happen but also already have happened in parallel
universes. As such, our protagonists simply use a piece of technology that allows
them to slide into an alternative reality and view possible ways of being. The
common theme throughout the above examples is one of contextual movement
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and the reaction of the protagonists to that movement. This practice, of narrating
the possible and 'reality', is not a privileged position sitting with the purview of
science fiction. Many novelists use the toolset of story telling to explore their own
time and ponder on the human condition, something akin to man's (sic) eternal

quest for meaning.

Emile Zola's novel Therese Raquin (1867) is an attempt to explore the human
condition. Zola takes the reader into the darker side of humanity, that of murder
and guilt. The physical context of the story is an 1850's Parisian suburb, the
passage du Pont-Neuf As with his other novels, Zola pays great attention to detail

in his description of the surroundings the protagonists inhabit, dark, mundane,
poverty stricken, a possible mediation on his earlier Parisian existence. The story

unfolds within the walls of a small haberdashery where Therese lives with her
'sickly' husband Camille. Tired with the mundane existence and vitalised by her
lover, Laurent, a plot unfolds to murder Camille and leave free Therese to marry.
However, although the murder was successful, life turns out far worse for our
protagonists than expected. Therese experiences tremendous guilt and is haunted
with visions of her deceased Camille. Thus, there is no enjoyment, no freedom, no
'life' in their reactions to committing murder.

Although the above story is one of tragedy and guilt, tempered with catholic
philosophy, poverty, and French society of the 1850's, it is moreover mediation
on 'temperaments' in context. Zola was the founder of the Naturalist movement in
literature. His literary works; The Rougon-Macquart Cycle (1871-1893, concerned
with the suffering of the Parisian working-class); NANA (1880 which explores
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prostitution) and GERMINAL (1885, which explores the depravity and suffering
within the mining industry) can be understood as the exploration of and reaction
to different temperaments rendered in specific literary contexts, which was Zola's
preoccupation. This focus on temperaments is in itself a story within other stories.

Temperaments have been the preoccupation with most civilisations, which have
attempted to explain human behaviour, and remain the mainstay of personality
profiling in our contemporary time. For example, take the four Hippocratic
humours in medicine and their associated temperaments. 'Yellow bile', easily
angered and bad tempered. An abundance of 'Black bile' depicts someone who is
despondent, sleepless and irritable. 'Phlegm' is associated with a calm and
unemotional person, while 'Blood' is said to display a courageous, hopeful and
amorous personality.

The attempt at personality classification goes further and each of the bodily fluids
links to a four part classification, thus blood is linked to a sanguine personality,
yellow bile to choleric, phlegm to phlegmatic and black bile to a melancholic. The
reason for the emergence of this four-part system is due to another system of
classification; namely earth, air, fire and water. Thus, Zola's literary works are
stories in which he examines different humours and their reactions to contexts.
However, Zola is also restricted in his mediations by the nature of the knowledge
and society in which he finds himself. Thus, Zola's stories are stories within
others, within historical and personal time, within the "nursery of meaningful life;
society" (Bauman, 2000, p. 2).
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4.7.1 Cosmic time
The reason for this sojourn into the realm 'fiction' (science and other) then is to
draw attention, by contextualising particular examples, to Ricreur's three modes
of time in Time and Narrative (1984). In the above examples, the stories invite us
to view "fundamental questions of human existence" (Kelemen & Bunzel, 2008,
p. 3) against a backdrop of cosmic time, the indelible constant. The dictionary
proves useful in this regard, as it describes 'Time' as "the indefinite continued
progress of existence and events in the past, present, and future" (The New
Oxford American Dictionary, 2nd Edition). Time in this regard is "exogenous,
external to men .. .it is the imperious time of the world" (Ricreur, 1984, p. 266).
This externality of time gives humankind a constant to which "all is measured"

(ibid). Thus the "longue duree, the conjuncture and the event all fit in to each
other neatly without difficulty, for they are all measured [and experienced] on the
same time scale" (ibid). It is thus against this backdrop of cosmic time that

historical time is experienced and expressed in the construction of events and
narratives.

4.7.2 Historical time
Historical time, although ultimately reliant on cosmic time for its context,
represents the frame of reference for our existence in a very mundane way.
Simply put, historical time refers to the particulars of the period being
represented, such as the political framework, religious backdrop, philosophical
beliefs etc. Thus, in the above fictional narratives, the protagonists "are placed
within a plot and wider context, which gives their actions meaning in relation to
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others and the wider historical significance of that historical time. In this way,
historical time pre-figures,

configures

and restrains

the

experience

of

human/personal time, the everyday mundane experience of events in historical
and cosmic time as can be seen in Zola's works.

4.7.3 Personal mundane time
The everyday experiences of our lived lives, such as "illness, friendship, hate,
love" (Keleman & Bunzel, 2008, p. 5) and work are the events, which are
mediated by current precepts negotiated and stylised by history and expressed in
the now (four humours and the respective personalities). Thus, the 'local' and the
'mundane' are mediated by historical time. This is not to suggest that the
relationship is one way, indeed Marx considered the idea of the interplay between
substructure (Unterbau), or (collectively) mundane time, and superstructure

(Uberbau) or historical time, in his contemplation of work. Marx was concerned
with the idea that human thought is "founded in human activity (labour in the
widest sense of the word) and in the social relations brought about by this
activity" (Berger & Luckmann, 1966, p. 18) and vice versa. Thus, the mundane is
lived in the interplay between the historical and the narratives of the mundane.

George Orwell's Nineteen Eighty Four (1949) depicts this contention in a more
fundamental way. For example, love is forbidden (or at least personal choice of
who to love) and as such illegal. This is not to say that love does not exist, it is
just that the historical time element allows love to exist but

wit~in

certain

narrative constrictions. Thus, our two protagonists in the film have to act in regard
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to the limits set by the historical elements of their context, such as war, politics,
and truth. It is in this context of historical and personal/humanimundane time that
narrative identity exists in both its modes, idem (identity as sameness) and ipse
(identity as seljhood). As such, an individual (sic) gathers (accretes) stories of
self, which are inextricably linked to socio-temporality of their context of being.
In this sense, the notion of narrative identity gives an individual a cognitive map
where the self is given continuity as it "symbolically integrates" (Berger and
Luckmann, 1966, p. 18) the experience, as expressed in narrative. In Ricreurian
terms, identities are viewed as narratives, which provide meaning to one's
existence. Thus the person, the individual (sic) "is both history and historian"
(McAdams, 1992, cited in Ashforth, 2001, p. 60) in that they can both recant a
coherent history and act as repository of 'facts'. What of the puzzle of resistance
to change in relation to identity? To that end, the last section revisits the notion of
identity in a more mundane fashion keeping in mind the idea of narration.

4.8. Mainstream ideas
In terms of mainstream academic focus (sociology and psychology), 'identity' is
central to descriptive discourses around ideas of "ethnicity, class, gender, race,
sexuality, subcultures" and so on (Green, 2005, p. 130). In essence, identity
becomes the noun to proffer and contain descriptive parameters, which in turn
delimit possibilities of being outside a category (one falls into another category)
once it has been established as central to that state of social presence. Thus class,
for example, gives meaning to the "spectator" (Bauman, 2000, p. 82) as a
descriptive social category and offers those within it a way to t~ink about
themselves (Inglis & Hughson, 2003).
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The idea of categories of meaning, certainly in terms of a distinct presence and
performance of social being is not new. Marx suggested that "membership of a
class is a primary way in which an individual will think about themselves" (Inglis
& Hughson, 2003, p. 29), which is the premise for ideas of alienation. Obviously

there are arguments against the primacy of one category of meaning over another.
Weber, for instance, suggested that there were many distinct Poly-causal
explanations for understanding social phenomena, which in terms of identity
categories offer multiple repositories of meaning (Bendix, 1966; Roth &
Schluchter, 1979). For example, one could be working class, female, Asian and
in the local amateur dramatic society. In terms of Weber's poly causal approach,
all the above categories have meaning in and of themselves and offer levels of
complexity when considering questions of 'identity'. However, one approach does
compliment the other in terms of explanation in mutuality constitutive ways.

What both Weber and Marx have in common here, is a concern with categories of
'being' and 'meaning-making' which interlink. Weber's poly-causal hypothesis
would have no meaning if questions of female-ness, for example, were not
couched in the wider context of class, economics, religion and patriarchy. Thus
both Marx and Weber have concomitant points about 'meaning-making' with
their arguments resting on the primacy modes of meaning; Marx' s preference for
socio-economic factors for example as opposed to Weber's cultural factors in
terms of religion (Schroeder, 1992), the "Protestant ethic" being a prime example
(Weber, 1930). The important point to take from this rehearsal, of what

IS
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endemic ally mediation on the importance of categories for describing and
inscribing meaning, is the notion of identity as noun.

4.9 Identity as nouns in crisis
Questions of identity, as I mentioned the beginning, have become a Contemporary
Western preoccupation, but why is this the case? We have the British government
as I write, talking of 'British-ness' and conducting surveys as to the nature of such
a signifier (contested previously in terms of Northern Ireland and being British
(Story, 2003). We have the Americans rehearsing a 'patriot act', a reaffirmation of
what it is to be American. What is it then to be British or American? What is it be
male, working class, female, black, white, Muslim, Catholic, old, ill, young,
homosexual, strait, academic, intellectual, bus driver, assassin, or German (for
example)? Let us examine a couple of instances, which explicate the necessity of
identity reaffirmation in terms of national identity.

Berdahl (Berdahl, 1999) offers us two points to consider and I will offer a third.
Firstly, the events of 1989, the Berlin wall comes down (physically and mentally)
and two ideologies collide. Communism meets social democracy, which
undermines received identities in terms of ideology and geopolitical boarders. The
second event, although event is a misnomer as it has been a slow acceleration of
the progress of humanity across the globe, is that of Globalisation. Essentially
here, we have increased migration, which in turn alters relations between cultures
and presents the reciprocal challenge of self-definition through categories, which
are now under challenge. The third event is that of September 11 th 200 ~ where the
twin towers in New York were attacked by 'Terrorists'. Bush subsequently
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declares 'War on Terror' and we now have a constant state of war. The real
question here to ask though, is what has been attacked beyond the physical.

To illuminate a response to this challenge requires a review of the responses to
these three 'changes' in the status quo. In the first and second instance, though by
no means a conclusive response, is the revival of the identity as a prima facia
response to the challenges experienced by people and nation states when the
Berlin wall collapsed and globalisation proceeded apace. , (S. F. Green, 2005)
points out, those events were "accompanied by contrary tendencies: the revival of
traditional ethnic identities (Bosnian, Serb, Croat in former Yugoslavia) and a
more emphatic construction of individuals as consumers in the ever-expanding
markets that characterise globalisation" (p. 131). In these terms, the collapse of a
single state identity, that of Yugoslavian, creates a situation where people are
forced to re-negotiate their sense of who they are and indeed fight for it in very
real terms.

In terms of Globalisation, national identities are subsumed under the broader
mantra of 'people as consumers'. This in effect gives relief to the wider concerns
of national and personal identity in favour of fluid markets and 'free to roam'
workforces of European union states. However, with this comes what Vattimo
(Vattimo, 2004) calls "the dissolution of any ultimate foundation" (xxvi), in
essence nihilism. Different religions, beliefs, indeed 'ways of being' represent a
challenge to national identities. Thus in the UK we have the re-emergence of
'British-ness' as a political narrative and a categorical label in need of redefinition. It is probably of no surprise then that we have an emergence of 'The
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British National Party', which offers a very clear outline of what it is to be
'British' in relation to the challenges of multiculturalism (although UKip would
be a less inflammatory suggestion). Why do we have reactions to change?

To answer this question we have to ask a different question, which is, what
changes? Let us reflect on Zola's novella above. Could he have outlined the
behavioural reactions for his protagonists in the same way if his context of being
had no recourse to ideas of humours and personality descriptions proffered by
budding psychologists? Would the recriminations of his main protagonist be the
same if a religious ethic was not embedded in the culture of that time? This
suggests, that the context from which we derive meaning is paramount in the
creation of our own life stories and the depiction and projection of ourselves is
intimately connected with our systems of meaning. This in itself is no great
revelation, however, if the system from which we derive meaning, such as
national, local or indeed organisational culture, changes then that in itself
represents a challenge to how we see our selves. Thus what is at stake, what is
under attack in literal terms during change is the story (in terms of the ability to
maintain a coherent rhetoric) of one's self. In essence, when the context changes
we have to re-negotiate meaning for ourselves. Thus resistance to change can be
thought of as a time of renegotiating one's own story given the shifting context,
while change is something which interrupts the daily interpretation and
regeneration of one's self. To make this more rounded we need to consider ideas
around Labour Process Theory. Although Labour Process Theory does offer
tangible insights into how we develop meaning in a society, it does not do so
purely from psychological perspective, which is the claim in this thesis. As such,
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Labour process is critiqued here in terms of offering a more rounded account and
by way of reconciling psychological theorising with organisational studies.

5.0 Labour Process Theory
The following is a critical appraisal of labour process and post labour process
theory. In doing so, and in line with Knights, Knights & Willmot (David Knights,
1990; David. Knights & Willmott, 1990) and Thompson (1. B. Thompson, 1990)
an appraisal is developed, that transcends the mundane dualism that seemingly
pervades the theoretically derived and empirically supported understanding of
social realism and labour processes. The dualism of voluntary respondents and
objective structural control seemingly diminish social reality and identity into a
'bipolar battlefield' (Knights, 1990). It may be a case of such simplicity of one's
social reality and the human constituents contributing to a society that the allure
of labour process theorising has captured the minds of writers such as Braverman
(Knights, 1990).

Still, all the same, it is argued that "a significant feature of the labour process
debate has been a reluctance to build upon critique to undertake a systematic
reconstruction of labour process theory" (Willmott, 1990, p. 337). Notable
critiques that present worthy empirical research to address reconstructions of the
theoretical underpinning of the labour process are thankfully to hand; yet these
contributions are far and few between (Michael Burawoy, 1979; M. Burawoy,
1987; Cressey & MacInnes, 1980; David. Knights & Willmott, 1990; Storey,
1983; Willmott, 1990).
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Thus, in setting the Labour Process theory scene, the main building blocks
espoused by Marx (Marx, 1975: 2000) and the left camp of political economy,
was particularly bolstered by contributions afforded by Braverman (Braverman,
1974). In particular, in an effort to offer a rebuke to the contributions conveyed by
the Elite familial espousing knowledge of industrialized social realities, the
literature reveals key conceptual contributions related to juxtaposing insights of
the working environment with the politicised economic activity of class-based
relationships (Braverman, 1974; David Knights, 1990; David. Knights &
Willmott, 1990; C. Littler, 1990; C. R. Littler, 1981; P. B. Thompson, 1997)

In terms of literature afforded by Marx (1886: 2000), it is contended that the
substitution of production and services is suggestive of a lack of employeremployee equality considering that the relationships are steeped in an unequal
dependence, compared to

~elationships

that result from one's personal inception.

Arguably for a person to trade labour as a service for sale, s/he needs such skills
to hand; yet, the ruling class are in such a position that they not only cause
workers to feel a sense of alienation, but they do all in their power to not renounce
their prevailing ownership over the labour (Marx, 1976; Willmott, 1990).

Marx (1976) contributed significant fundamental reflections for the examination
of the labour process theory; and particularly in light of his thoughtful
attentiveness to the contradictions laid out to exist across the domains of 'labour
power' and 'wage labour'. Marx is then reported to have developed a line of
thinking in his later works that was more geared towards establishing a honed, if

126

not 'mature' investigation of the apparent incongruities contained by capitalism as
a means of value and productive creation (Knights and Willmott, 1990).

Thus, the distinguishing feature of capitalistic endeavour is primarily argued to
reside in the degradation of the humane capability to generate utility/ value that is,
in fact, grounded in an unequal labour process and exchange (Marx, 1976). The
aims and ambitions of the capitalistic voyeur are to generate commodities and
utilities which are able to reap an exchanged value in the marketplace that
amounts to a value that is more than the expenses involved in amalgamating the
final ensemble of production-related factors, to include the costs of supplies,
equipment, and pay (Knights and Willmott, 1990; Marx, 1976).

Nonetheless, it is this very act of engaging in production for merely reaping the
rewards of profit that leads one to question the meaning of work and life and how
profit-driven motivations may actually serve to distort the true value of a person's
life and subsequent identity (Knights and Willmott, 1985; Knights and Willmott,
1990; Knights, 2002; Marx, 1976). Collinson (Collinson, 2003) argues that:

"studies of subjectivity have sometimes neglected the
extent to which human self-consciousness may be the
medium and outcome of uncertainties, insecurities and
anxieties about who we are, how we should live, what
'significant others' think of us etc. For example, temporal
awareness can render us anxious about our mortality and
about the meaning of our lives ... the growing interest in
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selves and subjects within the workplace has not always
fully appreciated the analytical importance of insecurity
for understanding the
practices

and

survival

subjective power relations,
strategies

of organisation.

Insecurity in organisations can take many different,
sometimes overlapping forms. It may, for example, be
existential, social, economic and/or psychological" (pg.
529).

Indeed, acts of production for motives of profit-making as opposed to need render
a state of valorisation, which delineates the process of drawing out surplus utility
out of the labour supplied. Indeed this arguably serves to enable the capitalist
engaging in acts of production with its most significant and motivating force
when deciding on rationales of the labour process (Knights and Willmott, 1990;
Marx, 1976).

In fact, against a backdrop of the Marxist approach to the labour process, two
main themes of particular 'Taylorist' provocations prevail from preliminary
conceptual contributions (Edwards, 1980; Willmott, 1990) namely, 'deskilling'
and 'strategic managerial control' (Michael Burawoy, 1978; David. Knights &
Willmott, 1990; Zimbalist, 1979). To expand on this point, the division of
'conception', a mainly managerial function, from that of the 'execution' of work,
potentially serves to constitute the propelling force of control over the labour
process (Braverman, 1974; Knights and Willmott, 1990). Subsequently, it is safe
to conclude that Braverman is a decisive critic in the advance of the labour
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process theory, as is Burawoy (1978, 1979, 1985), and also Knights (1990, 2000,
2002).

Braverman's (1974) significant contribution to the labour process is the
separation of the 'conception' from 'execution'. This has actually served to revive
a more Marxist perspective of management than Marxists seem to have achieved
themselves, judging by the available narratives on the subject. In fact, it is
apparent,

"Marxists have rationalised the failure of proletarian
revolution by resort to various explanations, prominent
amongst which are the internationalisation of capital,
consumerism, reformist political parties and trade unions,
and the public provisions of the welfare state. Yet despite
Marx's insistence that the structural contradiction would
result in the overthrow of private property only once the
proletariat became constituted as a class-for-itself, few
Marxist writers - with minor exceptions, including recent
labour process theorists - have felt any necessity to
examine the constitution of subjectivity" (Knights, 1990,

p.303).

If the truth were known, the diminished opportunity for employees gaining control
in the workplace is what Braverman (1974) asserts as the preferred strategy that
management seemingly engage in, and arguably serves to mould the ever-creative
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modernisation apparent in an increasingly technological domain (Braverman,
1974; Knights and Willmott, 1990). In fact, much debate has arisen in response to
Braverman's reflections of the increasingly apparent display of divisions and
subdivisions of capitalistic job design and arrangement, to render the pockets of
power yielding the right to conception as ever-concentrated within the hands of
the significant few (Knights and Willmott, 1990). Fragmentation and degradation
are key themes raised by Braverman (1974) as he addresses the evolving character
of more 'objective' reflections of class-based structures and struggles.

In light of the working class and the jobs performed, these sources of livelihood
are argued to be subject to the mercy of the proletariat, which may indeed start to
assert its position by attempting to make an impact on its employees' perceptions
and mind-sets (Braverman, 1974; Knights and Willmott, 1990). A sense of
insecurity across the lower levels of the working regime is arguably a tactic
management seemingly prefer to employ in order to maintain a position of
superiority over those trying to supply their labour resources (Braverman, 1974;
Knights and Willmott, 1990). In this vein, the working class are at the mercy of
control and mechanisation; they are ever familiar with the fear of displacement
and decreasing freedom, and this can render a conscious state somewhat
dissociated, ifnot alienated within the workplace (Braverman, 1974; Marx, 1976).

In view of such considerations of Braverman' s (1974) contributions to a decidedly
Marxist camp of thought, a particularly significant theoretical omission is thrown
into light. The omission centres on that of a purposeful restraint regarding the
breadth and span of analyses to remain purely within the domain of the more
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objective interpretation of the labour process; and one that seems to forsake an
informed interpretation of the subjective interpretation of class and societal
identity in the labour process (Knights and Willmott, 1990). That is not to say
Braverman (1974) denies the relevance of the subjective domain of class-based
influence. In fact, Braverman (1974) arguably acknowledges the role, played out
by a person's consciousness as a pivotal parameter in the labour exchange
process, and one seemingly marked by continual flux and flexibility (Knights and
Willmott, 1990).

Nevertheless, the exclusion of the subjective substance of class does serve to
convey a point of theoretical contention. This is linked to the implied argument
that the objectively defined reality, responsible for shaping the character of the
worker, can be an acquired understanding that is easily segregated from an
analysis of the subjective, leaving little room for an actor's consciousness being a
source of progress and change (Knights and Willmott, 1990). In fact, such an
isolated analysis of the lack of interrelation regarding the more objective and
subjective domains of the labour process constitutes a significant criticism
directed at 'Bravermania' (Knights, 1990; Littler and Salaman, 1984).

Thus, as an area that is particularly marred by much critical contention, in effect,
many scholars are left in a state of questioning as regards the 'subject'
(Aronowitz, 1978; Cressey & MacInnes, 1980; David Knights, 1990; C. R. Littler,
1981; 1. B. Thompson, 1990). In particular, this is namely a state that aims to
question the feasibility of this separated, if not isolated, conceptualisation of class
as proposed by Braverman (Jacoby, 1976; David. Knights & Willmott, 1990).
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What is apparent by neglecting the 'subjective', more personal identity of the
working regime, is the workers' retaliation to the impositions of managerial
control (Knights and Willmott, 1990). Possibly, Braverman (1974) may have
preferred to have remained focused upon the more objective parameters of class,
in light of the fact that developments of a class in the labour process that is
contingent on the objective circumstance of workers facing incidences of being
deskilled and degraded. All the same, the apparent omission of the subjective
aspect of class, renders Braverman's approach as seemingly flawed; and thus has
attracted much criticism, including accusations of 'fetishising' the labour process
of capital progress (Knights and Willmott, 1990).

Overall, although Braverman (1974) provides a stimulating rendition of a revived
labour process theory, there is a downside. For example, Spencer (2000) has
sought to provide a re-evaluation of the insights afforded by Braverman (1974)
and other labour process theorists in a critical review of the capitalistic proletariat.
Spencer (2000) evaluates Braverman's (1974) prevailing motive as being typically
steeped in an agitation created by the political favour of capitalistic philosophy.
Braverman (1974) is acknowledged for recognising the scope for a divisive and
deskilling propensity within the capitalistic regime of growth, and in doing so
advances an argument for radical societal transformation. Nevertheless, although
the revival of the labour process debate was certainly initiated by Braverman's
(1974) piece on Labour and Monopoly Capital, to successfully increase an
appreciation of tangible workplace relationship, Spencer (Spencer, 2000) argues it
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seems to suffer from failing to unearth the essential inter-connections of
capitalistic estrangement and exploitative gain.

What is more, a prevailing problem with Braverman's (1974) contributions was
the fact he offered very little, if any contributory insight that could help prompt a
more eclectic perspective of how employees may strive to claim a sense of both
personal and social identity (Knights and Willmott, 1985, 1990; Knights, 1990;
Willmott, 1990). The topic of identity however can be problematic. In fact,
"Rarely, if ever, do we experience a singular or unitary sense of self. There also
appears to be an almost unlimited number of possible sources of identity. Human
beings seem able to construct coexisting identities from many different aspects of
our lives (e.g. one's body, ethnicity, religion, possessions, family status, gender,
age, class, occupation, nationality, sexuality, language, political beliefs, clothing,
etc.). While some of these coexisting identities are mutually reinforcing, others
may be in tension, mutually contradictory and even incompatible. The multiple
nature of selves can thus reinforce ambiguity and insecurity" (Collinson, 2003, p
534).

To claim ownership over such identities calls for appralSlng the domain of
subjectivity; a domain neatly captured by the likes of Burawoy (1979) and
Cockbum (Cockbum, 1991), as well as Knights and colleagues. In spite of the fact
that the vast majority of theoretical contribution on the labour process seemingly
skips over the more 'lived experience' of subjectivity (Knights, 1990),
ethnographic works do exist in the labour process domain "that centre upon
workers as 'self-organising' (Burawoy, 1979) subjects as well as 'gendered'
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subjects (Cockbum, 1979). Indeed Burawoy (1979) and Cockbum (1979)
seemingly succeed in confining the conflict and incongruity of work that is based
on the factory floor and address the dialectical nature of capital-labour
relationships; however, Knights (1990) is not satisfied that either of these authors
properly account for the incidences of inequality. Indeed, in light of globalisation
and change terms to trade and financial regulation, the topic of inequality is
important. To explain, "Global economic inequality refers primarily to the
systematic differences in wealth, incomes and working conditions that exist
between countries. These differences between countries exist alongside
differences within countries: even the wealthiest countries today have growing
numbers of poor people" (Giddens, 2006, p. 388).

The variability of human conditions and experiences is increasingly apparent, thus
to elucidate on the more subjective domain of the labour process, "Employee
SUbjectivity can be understood as a complex, contradictory, shifting and discursive
outcome of a set of narratives that is generated by individuals in their working
practices. Put simply, it is the way in which individuals interpret and understand
their circumstances and is bound up with the sense they have of themselves
(identity)" (David. Knights & McCabe, 2002, p. 423). Hitherto, another formative
writer, yet specifically in the post labour process theory field seeking to address
the fragilities apparent in 'Bravermania' is David Knights (Kinights & McCabe,
2000; David Knights, 1990; David. Knights & McCabe, 2002). To illustrate key
insights afforded by Knights and others, (for example Knights and Willmott,
1990), these personalities are found to award particular attention to the
theoretically drawn foundations that seemingly underpin labour process analysis.

Knights and colleagues espouse the need to shift from perceiving social reality as
a game of 'dualism' to propose a more dialectical advance, which in many ways is
exactly the approach adopted in this thesis.

In particular, a number of contributors to the study of the labour process theory
have argued for a more 'dialectical' point of view of workers and the ruling class,
whereby the interdependency of objective and subjective parameters of the labour
process are more sufficiently managed in terms of a theoretical underpinning
(Knights, 1990; Willmott, 1990). Appraisals of subjective, social identity are
advanced from wide-reaching and varied reviews on the state of labour process;
for example, Knights and Willmott (1990) offer an evaluation of feasibility in
terms of the labour process, along with a span of suggestions for its renovation
and reform, as well as appraising new avenues of investigation for the field's
advance and maturity.

Knights and colleagues explain that the more subjective side of the labour process
accommodates the eventuality that the course of decision-making that evolves into
action is ultimately encapsulated within the hands of each individual 'actor';
employees and managers alike. Therefore, in accommodating the 'subject' and the
presence of subjectivity in the labour process, one is able to better understand the
impacts of an employee's decision to both collaborate and be cooperative with
their employers, or alternatively stand in resistance (Knights, 1990).

In light of the fact that control as exercised by management and exploitative
behaviours are perceived to be all-encompassing and ever-present, co-operative
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acts by the worker regime is alluded to result as a consequence of falsified
awareness. "In other words, workers are fully conscious of what serves their
interests - consent or resistance. False consciousness arguments imply that those
who co-operate are unaware of the 'objective' conditions of exploitation while
those who resist share a privileged insight into class relations and power
structures. But, as has been made clear in post-Braverman labour process analysis,
empirical investigations are required in order to elucidate employee experiences
of work and to identify the conditions that stimulate as well as undermine cooperation with, and compliance to, the demands of management" (Knights and
McCabe, 2000, p. 422).

The significance of Braverman's (1974) strategy of management control
nevertheless is that pay is given little consideration when aligned with the
onslaught of an employee's decision to resist cooperation (Knights, 1990).
Without doubt, Braverman (1974) is criticised as giving very little consideration
to the fact that an employee may engage in showing signs of resistance (Knights
and McCabe, 2000; Knights, 1990). Subsequently, in light of this fact there exists
an obvious explosion of criticisms regarding Braverman's (1974) efforts to better
articulate labour process theory (Burawoy 1979; Edwards 1979). By adopting a
fairly broad perspective, subsequent critical reviews appear to stand in opposition
to Braverman's (1974) conviction that management are always suitably positioned
to increase their jurisdiction of control over employees. Further, they and are
apparently in conflict over the conviction that the working regime simply
cooperates via a participation in 'games' in the working environment (Burawoy
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1979; Knights and McCabe, 2000) or do not actually challenge the parameters of
control (Edwards 1979; Knights and McCabe, 2000).

Knights and McCabe (2000, 2002) particularly address the issue of identity in
view of subjectivity and the labour process, to constitute a definitive departure
from traditional conceptualisations of the labour process. In fact more recent
works are more akin to a Post Labour Process Theory as Knights and colleagues
contribute a growing wealth of knowledge pertaining the role played out by the
more 'subjective', as opposed to 'objective' parameters that serve to define the
theoretical underpinning of the labour process. For instance,

"Subjectivity, then, is not something that is done to
individuals; they participate in the constitution of their
own subjectivity as they reflect on, and reproduce the
social world. We understand power in the context of
humanistic discourses to individualise but its impact is
also profoundly social" (Knights and McCabe, 2000, p.
424).

To elaborate, Knights and McCabe (2000) propose there exists an alternative
perspective to adopt, by asking whether it is really all that realistic, and therefore
advisable to wholeheartedly enrol to a school of thought that is grounded upon a
belief that claims control does in fact work? What is more, and also in debate, is
whether the premise that the new managerial approach to Labour Process theory,
with a colonised stance on the subjective, is all-encompassing or far-reaching
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enough in tenns of its effects upon labour (Kinights & McCabe, 2000; Sewell &
Wilkinson, 1992; Webster & Robins, 1993).

Suitably positioned to question the persuasive power of management control,
Knights and McCabe (2000) report findings that stand in contradiction to control
actually being an effective mechanism in matter of labour process. In fact, scope
for employees actually 'throwing a spanner in to the works' and misbehaving is
apparent (Knights and McCabe, 2000). In fact, to briefly elaborate, Knights and
McCabe (2000) refer to the onslaught of employee resistance as a fonn of unruly,
disobedient behaviour, yet do acknowledge there is some scope for ambiguity.

Generally speaking, Knights and McCabe (2000) appear steadfast in their
assertions that although the failing of management executives to control the
labour force in its entirety, there is a real propensity for employees to engage in
acts of resistance; namely in those instances of management control deemed to be
particularly marked by inconsistency as well as contradiction, should safeguard
against complacency (Knights and McCabe, 2000). The seers, advisors and
practising management are expected to remain relentless in their quest to avail the
ideal technological knowledge, equipment and expertise for controlling the labour
process. "One saving grace is that consideration of the concept of subjectivity
encourages us to believe that, even in the most oppressive regimes, there will be
spaces and opportunities for escape and perhaps even a bit of misbehaviour"
(Knights and McCabe, 2000: 434).
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Of interest when contemplating the power of subjectivity, prominent researchers
have been found to show particular regard for the epistemologically defined
conventions of how to form and regulate the need for discipline (Foucault, 1995).
This is also apparent when the punishing/ disciplinary approach is applied to the
control of people and subjects via mechanisms involving 'power-knowhow'
relationships and the self-creation of an 'ethically moulded' identity (Foucault,
1995; Knights, 2000).

In terms of conceptualising control in the managerial domain of total quality
management (TQM), Knights and McCabe (2002) have addressed an
investigation of 'subjectivity' as quintessential to appreciating innovation and
organisational capability in terms of how people in the working environment are
ultimately affected. In fact,
"it is a key to exploring why employees embrace,
consent, resist or distance themselves from a particular
discourse either in collective or individual ways. While
recognising that the self-formation process of modem
subjectivity has been subjected to strong individualising
discourses that elevate individual self-interest above the
engagement in collective projects, identity is inescapably
social. It is not, therefore, only precarious but also always
potentially capable of refusing the individualized sense of
its own isolation and thereby acting collectively in
resisting TQM and its demands" (Knights and McCabe,
2002, p. 250).
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Knights and McCabe (2002) are of the stance that is seemingly doubtful of the
more prescriptive theoretical underpinning of TQM and mainly in light of its
rather 'asocial' notion of the individual employee in the workplace and their
mechanised conjectures regarding organisations. Still Knights and McCabe (2002)
contend some critical voices in the field may face the possibility of pursuing a
comparable course as the 'managerialist' writers in holding the assumption that
managers are in a position to enforce their will and procedures upon employees in
absence of stirring up any problems.

To clarify
"both managerialists and critics have a tendency to
presume management to be omnipotent, if not omniscient,
in their ability to transform rationally planned intentions
into realised practical outcomes, a puritanical conceit.
Despite the focus of some of these critics on the labour
process, many of them pay scarce attention to the power
and identity relations that pervade organisations and the
possibility that employees may transform, evade or resist
strategies and programmes, which bear down on them.
While recognising the power effects of TQM, (Knights and
McCabe, 2002) raise a note of caution regarding theories
that presume it to be totalising or hegemonic. Despite these
misgivings, [they] have few doubts that TQM and other
change strategies have control and work-intensification
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effects. However, neither management control nor a TQM
'cultural hegemony' can be taken-for-granted since spaces
and opportunities for resistance are rarely entirely absent"
(Knights and McCabe, 2002, p. 240).

On the whole, by contemplating the power of subjectivity (Foucault, 1995;
Knights, 2000), it is not too much of a digression to recognise how such
contributions to an appraisal of the labour process is indicative of how humanity
ultimately decides how to organise itself, and is in fact organised (Knights, 2000).
In adopting a comparable perspective, it is argued by Knights (2000) that until
researchers are able to differentiate ideas of the 'subject matter' from theorydriven ideas of the 'organisation' the two domains of investigation can be
understood as encompassing analogous, if not indistinguishable, points of
concern. This is a particularly prevalent issue, considering that it is the enclosed
entity that usually invites the generic reference of 'organisation', yet, in this sense,
organisational study centres upon the ideology and process of organising
anywhere it may transpire (Knights, 2000).

By adopting such a perspective, one becomes; "concerned with the organisation of knowledge, power and
subjectivity. But no matter what the focus for the activists
of organising, power, knowledge and subjectivity are
involved. It makes little difference to these three concepts
whether the organising activity is concerned directly with
the idea (i.e. conception/design) or its implementation and,
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thereby, realization in practice. From the organisation of
production through distribution to consumption, knowledge
is mobilized and modified, subjectivity is secured and
sustained, power is exercised in more or less effective ways
and ethical discourses formed and reformed. Of course,
equally knowledge

can be displaced or destroyed,

subjectivity ridiculed or resisted, power undermined or
undone and moral relations exhausted or emasculated.
While these concepts may not be exhaustive of the content
of organising, other aspects can readily be accommodated
within their remit. This idea that the central concepts of
Foucault-power, knowledge and subjectivity-parallel the
principles and processes involved in all forms of organising
social and economic relations provides the basic rationale
for writing organisation analysis into Foucault" (Knights,
2002: p. 577).

In fact, Knights, (2002) clarifies that in spite of Foucault's methodology is, by and
large,

understood

to

have

transformed

from

a perspective

decidedly

archaeologically defined in nature, towards one more genealogically defined, and
then ethically and aesthetically framed, such realisations convey a significant
learning curve. To explain, although Foucault seems to have started to distinguish
differing points of reflective learning by drawing his attention towards his array of
analyses, each stage seemingly points to a differing plateau of realisation. Knights
(2002) affirms:
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"Foucault's later period pays more attention to ethics,
subjectivity and the 'truth' of the self than his earlier
work. Here, he sought to deploy the legacy of the
Enlightenment and humanistic belief in self-development
and self-improvement against itself. This counters the
way in which, through psychiatry, psychoanalysis, the
caring professions, industrial psychology and human
resource management, self-development has been utilized
as

a means

of normalizing

andlor reintegrating

individuals into society, thus rendering them docile.
Along the lines that resistance is most effective when it
draws on widely accepted knowledge and discourses,
Foucault uses the individualized focus on subjectivity to
make an aesthetic project of the 'self. By analogy with
the artist in hislher garret, turning the self into a creative
work of art would clearly disrupt those effects of
individualization that ordinarily render subjects isolated,
preoccupied with identity and vulnerable

to the

disciplinary demands of power. Ethics are adopted that
are contingent to the localized circumstances of their
application and a transformation of the individualized to
a subjectivized subjectivity-that is, one created by, and
responsible to, the self. In detaching 'truth' from identity,
the unproblematic relationship that power assumes over
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subjectivity and truth is disrupted" (Knights, 2002: p.
580).

Thus labour process and the post labour process key writers, in the field, draw
attention to the significance of the role enforced by the objective world (a term
subject to critique from a constructionist perspective), which renders subjective
meaning available to the individual. In defining one's own identity however, we
need to consider that identity is not some abstraction or fixed aspect to existence.
Whilst it is clear labour process has a lot to offer it does not fully engage with
identity as a psychological process but instead sits within a more organisational
theoretical grounding, enamoured with dynamics of power relations. What is
argued, in this thesis, is that identity, as a process, is 'value natural' and that the
constituent arguments afford by labour process theory are the narratives of being
articulated in the sections preceding labour process.

In the next chapter we see how historical time and mundane time culminate in a
specific socio-cultural context which furnishes people with a narrative from which
to construct, maintain and defend against change.
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Chapter 5 History
It is difficult to pin down the earliest fOfill of pottery as it depends upon your

definition of it. Further more our association with the potters' wheel marks our
contemporary understanding of pottery, but even that predates common
assumptions of pottery development.

For example, Ehrich (cited in Matson,

1965) makes clear that examples a 'potters wheel', for 'crafting' clay, have been
in existence since 5000 (B.C.). Further more, due in part to migratory trade routes,
examples of these have been found over a vast geological area stretching fOfill
Mesopotamia in 5000 BC through to the Indus Valley and Southern Palestine in
2000 BC.

Matson (1965) however suggests that some fOfill of dry clay vessel appeared
around the Neolithic time, which served to mark a time of settlements and less
nomadic practices. In this period, containers were made of the limited array of
available materials. According to Ehrich & Amiran (Cited in Matson, 1965), clay
was applied to basketwork bowls in order to provide a water resistant covering.
The conceptualisation of 'pottery' however may have occurred as a result of an
accident where one of these basketwork bowls, covered in clay, was accidentally
burnt (Weston, 2002) ..

However, vessels manufactured in this way do not hold up well to domestic use.
The clay bunt in this way is porous and brittle. According to Powell (Powell,
1987) this was to remain the case until the discovery of Egyptian glaze. This was
a process of fusion between glass and clay and the subsequent development of
waterproof earthenware. As Weston (2002) points out, this was to be a continual
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process overseen by later Kings through to the Roman Empire. A concomitant in
the development of clay technology was to come from the building industry.

In 13000 BC, compact mud and straw bricks were produced and dried in the sun
to create stable building materials. This development was mostly in areas where
stone or other suitable materials were lacking. This is a process still adhered in
some of the poorest parts of the Third World. The practice creating building
materials this way is subject to degradation during extreme weather conditions. As
such, they have to be continually replaced. To overcome this problem, the
materials were baked to create a more solid and durable material which was less
susceptible to wet conditions. The process of baking, was perfected later by the
Romans in a practice which became known as 'firing', with the use of early kilns.

During the second century AD, according to Hinrich (Cited in Mason, 1965), the
Romans built kilns into the side of hillocks. This was in order to take advantage of
prevailing winds, which increased the kiln temperature and 'fired' the materials
thus creating a more robust product. The persistence of this process carried over
through their sprawling empire and sewed the seeds pottery making into Europe.
However, the Romans were not the only people developing the pottery process.

In China, according to Nichols (1931, cited in Chandler, 1967, pp. 34-35), from
the period 206 AD to 1280 AD, which covered several dynasties from Han to
Sung, the translucent ceramic material known as 'china' reached perfection. This
'china' consisted of a feldspar glaze covering a semi-translucent clay body.
During the thousand years between dynasties this process was refined and a
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translucent china clay white body, and china stone, was fused and this has become
the contemporary understanding of china wear. This is only a brief outline of the
pre history of ceramic manufacturing. It serves to contextualise the following
section, which examines the development of ceramic manufacturing in United
Kingdom.

5.1 The History of the UK Ceramics Industry

Long before the industrial revolution, ceramic products, used for eating and
drinking, were in wide spread use throughout England. Ceramic artefacts in and
around the Stoke-on-Trent potteries area are recorded and dated as far back as the
8th century. What started as small finds, indicative if cottage industry, grew to
indicate large-scale production. The reasons proffered for this industrial growth in
this area, rather than other areas, by Beaver (cited in Whipp, 1990, p. 12) are as
follows:

• "There was a ready source of raw materials - in particular red clay was found
to be in abundance and easily accessible through drift mining.
i,

• Fuel - plentiful supplies of both coal and wood used to fire the ware. The ratio
of clay to coal being I :4, this resulted in a lack of competition, the result being
that the potters where able to exploit this important resource without rivalry.
• Raw materials for decoration - lead from Derbyshire mines and salt from
Cheshire for glaze decoration with sands from North Staffordshire". (Whipp,
1990, p. 17)
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Given the abundance of raw materials and all the necessary composites it became
a natural coupling and the industry grew apace. Of course, there were other areas
with high-grade materials such as Cornwall, but this tended to be on a smaller
scale of production. Also, if Beaver's (Beaver 1964, cited in Whipp, 1990, p.12)
reflection on the Times article (1.8.918) warrants merit, the potteries held a lower
wage pressure than other areas of the country, with a workforce already highly
skilled in the process of ceramic manufacturing. There were of course other
contributory factors

In addition to the expertise of the workforce, other factors helped the established
industry to thrive:
• Newcastle under Lyme, a nearby town, was the hub of a number of important
trading routes sitting between Liverpool, Birmingham and London. Also, there
was easy access to the export markets through the nearby docks at Liverpool.
The regional canal systems also helped with the necessary transport
infrastructure need to sustain the industry, specifically the Trent and Mersey
Canal built in 1777. It was not until 1848 that this form of transport became
. outmoded with the development of the national rail network in 1848, which
then allowed for increased production.
• The utilisation of ceramics in food preparation, consumption and storage also
I

helped to boost demand.
• Displaced agricultural workers also ensured there was a ready supply of labour.

Contemporary fashion also played a role in the development and increased
manufacturing of ceramic products. 'Pottery' was beginning to have applications
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beyond the 'functional' and shifted towards the ritualistic fashions in the form of
'tea drinking' and this drove growth in that sector. This trend has continued even
to the point of commemorative ware in the 2011, where the royal wedding drove
up manufacturing and sales (Keynote Market Report - China and Earthenware,
2011).

Beaver (Beaver, 1964) outlines that as the boundaries of ceramics technology
were pushed, by Josiah Wedgewood for example, new demands for the differing
range in products where linked to fashion ware. For example, 'Black Basalt',
which included white cameo scenes, became luxury ware, as did 'Jasperware' and
,

different coloured earthenware lines. All of which had export potential as demand
associated with international fashions ebbed and flowed (M. Green, 1908)

Developments again drove demand and manufacturing forward with the
introduction by Wedgwood (1730 - 1795: Wedgwood is currently (2011) in
liquidation) of a white body, which fell into common parlance as "china" ware.
Wedgwood, in developing this, was exploiting Cookworthy's (William
Cookworthy) development of china clay in Cornwall (Green, 1908). The
importance of this was in relation to the manufacturing of porcelain. As the white
ware was indeed similar in colour, it made importing from China less attractive
given the same product could be made on the doorstep (metaphorically speaking)
and thus allow local producers to compete overseas. Josiah Spode then enhanced
the "china" product further with his development of "bone china", which
essentially made 'china' from China redundant.
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This allowed the production of ware that matched the whiteness of porcelain and
negated the need to import from China. The perfection of manufacture of china
was an important

developmen~

for domestic manufacturers, allowing for the first

time competition with ware produced overseas. This development was taken
further by enhancements of "bone china" production by 10siah Spode in the
period 1786 to 1800 (Mats on, 1965). Clearly though, diversification would also
offer expansion of the industry.

The diversifying elements to grow the industry came in the 19th century where the
use of ceramics spread beyond simple food consumption requirements. Electrical
products (insulators), tiles and other specialist ceramics (think of the insulating
tiles on the Space Shuttle) developed and matured in the UK. Best practice and
manufacturer stratification also drove development and specialisation. For
example, Royal Doulton, Spode and Wedgwood became associated with the
'higher end' of the market specialising in intricately decorated dinner services and
bone china figures. Undergirding this was the general stoneware and earthenware
manufactured by the many smaller companies. To give an indication of the
concentration of manufacturers Whipp (1990), talking of the Potteries says: " ... the
Staffordshire Potteries formed the greatest geographical concentration of Ceramic
industry in the world ... Eighty per cent of the country's pottery workers lived
within a five mile radius of Stoke Town Hall where they produced nine-tenths of
Britain's pottery output." (p. 4). This continued to be the case up until the post-war
era where newer technologies created greater challenges.
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Manufacturing of course had a negative impact on people's health in the Stokeon-Trent conurbation with all the smog produced from the many kilns in use.
Little had changed in the post war in terms of the process, so the driving force for
change came by way of the introduction of the Clean Air Act in 1956 and
automation. The clean air act alone drove through the introduction of gas fired
kiln (Weightman, 1998b). This Clean Air Act placed emissions limits on ceramic
manufacturers, so it was only natural to look for new developments in kiln and
'firing' technology. The cocktail of pollutants (poisonous coal gases and hydrogen
chloride), produced in the firing of slat-glazed ware, could no longer be sustained
as acceptable by-products of production. This though did not slow down
production.

In the 1950s, the demand for ceramics worldwide grew and concomitantly so did
the amount of manufacturers in the need to meet the shortfall (Weightman,
1998b).

Although

basic

production

principles

remained,

technological

developments in the form of semi mechanisation principles grew. As such,
products of consistent quality, was enhanced by the introduction of dedicated
machinery (Weightman, 1998b). The development of dedicated machinery was
only limited by the intricacy of the product being made and the dexterity required
in its production. For example, cup dipping (dipping a cup to coat it with glaze)
was only recently semi mechanised (Weightman, 1998b). Taylor et al (Cited in
Imrie, 1989, p. 3) cite new technologies as a clear driver for restructuring in the
industry as it orients itself to the "technological era".
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The recession of the late 1970s and early 1980s affected the order books of the
majority of ceramic manufactures who had previously enjoyed growth for the
preceding twenty years. The domestic population thus had less to spend on luxury
goods, such as high-end ceramic products, and thus competitively priced imports
were possible. Although primarily a domestic interloper, foreign manufacturers
also started to erode the overseas markets. According to the information produced
in the Tableware Strategy Group Interim report, (1995), market share, both
domestically and internationally, declined. Along with this came the usual
concomitant aspects such as a 25% reduction in labour force (between 1971 and
1981 saw a reduction of 13,000 in the workforce, Imrie, 1989, p. 7) and larger
organisations subsuming smaller ones (Rado, 1986).

Ceramics also fell out of fashion, in terms of the traditional usage. Again,
according to the Tableware Strategy Group Interim Report (1995), the casual use
of tableware that was both dishwasher and microwave safe displaced the use of
fine bone china and formal dining associated with it. This naturally created a
tension to produce items that where significantly less expensive and therefore
more readily replaceable. This aspect alone thus forced greater pressures on
,

industries to work more with 'Fordist' practices and reduce product portfolios.
With this though is the development of flexible specialization (see Rowley, 1994)
and smaller manufacturers gaining market share but at a higher cost than imported
goods.

Imported goods also showed innovation in design and this became an attraction to
the domestic consumer. Tableware Strategy Group also pointed out that the UK
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Ceramic industry was seen to be lagging behind in design and investment
necessary to produce creative designs. Weightman (1996b, p. 30) draws a
pertinent point here:

"As history has shown, the Ceramic tableware industry is
evolutionary, not revolutionary, and design to meet changes

In

lifestyle is just part of the process. Timing of new introductions is just
one of the merchandising skills of manufacturer and retailer and one
wonders whether the advice of an old Stoke-on-Trent pottery remains
valid today - 'never lead from the front' "

There were other complicating factors however, according Imrie (1989) and Imrie
(1991) in that government policy repositioned the UK manufacturing sector as a
whole into a weaker position in terms of the ability to compete. Imrie (1991)
points to four determinants, which were contributory factors (allegedly) in the
demise of the pottery sector in Stoke. Firstly was the "high rate of sterling towards
the end of the 1970s" (p. 438), "the collapse in the world-wide markets for pottery
ware", "the role of the state in regional reconstruction .. .including several rounds
of investment and disinvestment [a re-emergent pattern in 2010) and the dearth of
regional policy" (ibid).

All the above factors have thus impacted on the industrial landscape of the six
towns of Stoke-on-Trent. A more efficient and smaller industry has emerged from
th
the heady days of the smog filled 19 century. Ceramic manufacturing expertise is

of course still evident in the area but producers readily challenge this from
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Thailand, China and Indonesia. The UK market has seen widespread penetration
at a cost that seems to be unattainable by the domestic producers. "Although this
is not a new tension on the domestic manufacturers since China has exported
Ceramics to the UK for nearly three hundred years, the current economic, social
and political conditions coupled with demand for attractive design led shapes and
decorations make the contemporary imports very competitive and attractive to the
domestic end user" (Rigby, 2004). Ceramics output from the area is, somewhat
expectedly, reduced with far fewer larger manufactures left.
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5.2 The UK Ceramic Industry
The Potteries, considered the centre of ceramic manufacturing, is made up of the
six towns of Burslem, Longton, Hanley, Tunstall, Fenton and Stoke. An area of
some 30 square miles contains the majority of production sites.

The "Potteries" area of Stoke-on-Trent (reproduced from rugby 2004)
To give an insight into the industry the following is useful: " ... there are some 500
operations involved in producing Ceramic tableware and giftware located within
the UK. Of these, some 300 are located in the Potteries area ... the suppliers to the
industry (as defined by the membership of the British Ceramic Plant and
Machinery Manufacturers Association) are highly concentrated in the Stoke-onTrent area. Of the 75 members of the BCPMMA, 75% are located in the
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PotterieslWest MidlandslNorth West area" (Tableware Strategy Group, 1995, pp.
34-35). With this, come the concomitant manufacturers that work as ancillary and
supporting industries. These include CERAM (formally known as CERAM
Research Ltd), a confederated research arm of the industry and other supporting
industries such as suppliers and base manufacturers.
5.3 The Global Position of the UK Ceramics
If we take the figures for 1997 and place them as a comparator to 2009 figures we
can see a distinct continuing trend. It was estimated that the world market for
Ceramics in general amounts to sales of approximately US$100bn per year
(Campbell, 1997, p. 237). In determining the UK market's impact internationally
we can use data analysed by Weightman (1997, p.80) to determine the percentage
share of world trade in pottery in the figure below (Rigby, 2004).

1985 19
89

1985
Europe

36.8

45.7

40.l

Europe

36.2
12.5

36.7
19.1

America
Asia

33.7
8
4.6
5.4
5.1

France
UK

12.8

Japan

25.4

France
UK

4.4
3.5

34.7
7.5
5.4
5.5
5

Japan

1.4

3.4

4.7

4.8

0
8.6

0
2.7

54.6

54.
3

199
4
45.8
4.6
45.4

5
3.4

8.l
4
1l.
5
14.
4
7.9
6.5

10.3
6.4
19
10.8

Table 5.1 Percentage Share of World Trade in Pottery (Weightman 19.97, p.80)
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The period shows a fall in imports to the American market by 25%. This is in
contrast to a 9% increase in imports by those countries in Europe. By far the
biggest increase in import consumption was by the Asian countries that had an
increase of 139%. The UK situation shows a steady position since 1989, although
the level of penetration into the UK market is uneven across the various categories
of tableware. It is important to note that the North American and European
markets account for 77% of world import trade (Rigby, 2004). If we take these
figures in balance it shows a favourable trading (in terms of import/export ratios)
platform for UK ceramic products and this continued through to 2004. After 2004
the trade surplus turned to a deficit to the tune of 14.6 million. This trend
continued with year on year increases in deficit. By 2009, the deficit "had soared
to 102.6 million" (Walker, 2011, p. 11)

5.4 The Domestic Position

The Office for National Statistics provides relevant figures for the level of sales
for Ceramic tableware, from 1971 through to 1995; we see an increase across the
board with greater increases displayed in the UK markets. A cautionary note
should be posited on the data though as small manufacturers are not represented.
1\'[

With this in mind though the figures do offer a loose guide to trends with regards
to sales (see figure below).
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Figure 5.1. Domestic, export and aggregate sales figures (As reported by the
Business Monitor and PRODCOM for UK tableware manufacture 1971-1995)
(reproduced from Rigby, 2004).
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From 1971 onwards, despite the downward trends economically UK wide some
the ceramics industry saw a rise in turnover. Underpinning these rises are the
stronger of the manufacturers, Doulton & Wedgwood, who accounted for around
30% of the sales (see table 5.2 below). Other companies in the sample, pale in
comparison in terms of turnover.

n
Churchill China PLC

54.1

and Fine China 47

Portmerion Potteries PLC
John Tarns PLC
Steelite PLC

36.2
33.1
31.7
27.3
28.8

Dudsons Holdings Ltd

21.4

Fine China
Vitreous
Hotelware
Fine China

Earthenware
Vitreous
Hotelware
Vitreous
Hotelware

Table 5.2. Leading UK Ceramic Producers Turnover (£m) (1996 Keynote
Market Report)

Concomitantly, the ceramics industry in Stoke is a primary employer and thus any
changes affect ancillary business. The Technology Foresight Study , (1996)
showed that there was still a high concentration of ceramic manufacturing jobs
within the Stoke-on-Trent area. (Table 5.3)

Small <200
Table / Ornamental Ware 135
Sanitary ware
7
Industrial Ceramics
8
Technical Ceramics
9
Other Ceramic Products
64
17
Refractory Sector
25
Ceramic Tile Sector
16
Structural Ceramics
281
Total

Large >200
29
4
1
0
0
1
1
0
36

Total
164
11
9
9
64
18
26
16
317

Table 5.3 The Number of Firms by Size and Sector in Stoke-on-Trent 1996
(reproduce from Rigby, 2004)

The importance of the Ceramics industry as an employer was recognised in 1982
as providing employment in Stoke alone at 83% of the overall UK ceramic jobs
available (Imrie 1989, p. 6). The importance as an employer is magnified when
we consider the overall decline in the manufacturing industry of the local area
caused by the closure of the mining and steel industries. For example, mining
alone in the area lost 13,854 jobs up to 1987 (Imrie, 1991 , p. 442). Further the
Shelton Bar steel plant was closed in 1980 (later re-opened by Corns and they
closed it for the last time in 2000).

On the basis of these figures, and the overall disinvestment described by Imrie,
the march of de-industrialisation could be predicted to further decimate the
industry. Diversification would appear to be limited in terms of reacting to the
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political and economic forces, and according to Imrie (1991) "the absolute
shortage of mobile capital, coupled with the absence of any regional development
designation, makes any realistic agenda for restoring the competitive powers rest
with the restoration of the international and global competitiveness of its dormant
producers" (p. 451).

5.5 The changing context of Pottery Manufacturing
In the last decade alone the economic climate has deteriorated placing greater
pressures on profitable tableware making. Given this is the case the effects on the
Stoke area will be great. The Ecotec report of 1998, after surveying local
\

business, said that 75% of businesses expect general conditions to worsen.
"Falling industrial production figures and minimal increases in factory gate prices
have resulted in a downturn in Ceramic production" (Rigby, 2004).

The question remains though; has the sector suffered further in the intervening
years between the Ectotec Report of 1998 and now? If we compare the Leading
UK Ceramic Producers Turnover (£m) in table 5.2 above with those same
companies in 2010, we can see a telling story.
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Fine China

Coopers Wood Ltd (Biltons)

25.4
3.7
12.8

Total

219.17

Vitreous Hotelware
Fine China
Earthenware

Liquidation
1999

Table 5.4 Leading UK Ceramic Producers Turnover (£m) (2011 Keynote
Market Report)
To make the date more illuminating I have coloured any company that has
increased its turnover in the period 1996 to 2011. As can be seen only two
manufacturers have gained any ground (Steelite and Dudsons). On average they
have increased turnover by 58.4%. However, four of the manufacturers from the
1996 data have now ceased trading. Those who have remained have seen a
significant decline in turnover. If we simply take the crudest measure, that of the
I

total turnover (including the boost given by Steelite and Dudson) for the
companies, we can see a decrease of some £62 million (22%).

5.6 Conclusion
The picture, apart from two strong companies does not look good in terms of
long-term sustainability. Some of the ceramic manufacturers have looked to
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reduce costs by reducing employee numbers. For example, most of the
manufacturing costs are in labour to the tune of some 60%. Chorus (1995 , p. 185)
argues that:

"Labour intensiveness is an important feature of our industry, which
means that our products are mostly overpriced, can be sold at great
distances, and thus have to face

an important international

competition, especially from low wage countries with a sufficiently
educated population."

It therefore made sense to look to manufacturing plants abroad. Both Royal

Doulton and Wedgwood invested heavily in manufacturing plants in China. Both
companies have ceased trading despite this. Internationally produced goods have
increased in quality dramatically according to the Tableware Strategy Group,
(1995). As such, it was on 'perceived value ' that any company must look to in
terms of sustaining themselves in the market.

UK Imports and Exports of China and Earthenware (£000), 2009 figures
\1

Imports

Exports

Balance of Trade

244, 960

142,402

-102,558

\,

Table 5.5. Import and Export figures 2009
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If we consider the figures presented so far it speaks to continued decline in pottery
manufacturing. There are of course pockets of strength but these tend to be small
in comparison to the overall sector. Yet, despite this there is some resurgence,
albeit in a small way. William and Rosemary Dorling, for example, are holding
on, "when the Burleigh [what used to be a large manufacturer] pottery whose
produce they sold by mail order went into receivership, they bought the Victorian
factory and now make china in the same way as it was 100 years ago, though on a
much smaller scale" (Abraham, 2009, p. 11). At the time of editing this last
section there was a report in The Guardian, which speaks of "signs of a Potteries
Revival" (Higgins, 2011).
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Chapter 6 Case Company 1, Steelite International
In the following section I contextualise the ethnographic account through an
explication of the physicality of Steelite International, both in tenns of its locality
in the Stoke-on-Trent conurbation and the company's interior. This allows the
analysis to be contextualised as solidly as the buildings within which the material
was gleaned. The first section outlines the exteriority whilst raising themes of old
and new, which is a common phenomenon throughout the industry. Here we see
an almost 'aggressive' positioning of new in old, literally a placement of new
factory extensions next to old houses and buildings, an exterior manifestation of
what I tenn to be a 'masculine, aggressive' style of management within the
company.

This is followed by a rich description of the initial engagement and the
observations of the interior workings of this site in order to set the ground for a
later analysis which draws on aspects of' historical' and' mundane' time (Ricreur,
1991). This allows themes to be explored such as 'old', 'new', 'macho',
'masculine', 'honesty', 'fear/respect', and locates the personnel within such a
'cultural' context. In such a context we meet the Production Director and
explicate his views of ceramic manufacturing and his subsequent views of
I

personnel. As the exteriority of the site exudes aggressive placement, or a force of
will to be more accurate, we can read that as an externalisation of his ("Bernard is
Steelite". Cup Shop Manager) embedded attitude towards the successful

manufacturing of ceramics in general. It is through his consideration that 'people
are problematic' and the general history of the company, where the ethos of
ceramic making as process becomes clearer, that -we capture the context clearly. It
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contributes to what I tenn to be a 'macho' 'fear/respect' driven culture, which
fonns a strong thread running through the 'social process' at Steelite. As such it
constructs the basis on which any 'change' (technological, managerial, and policy
in this case) is played out, lived and experienced; captured in an oft-used
expression, "do it orluck off' (Cup Shop Manager).

6.1 Steelite International

Steelite International is based in Middleport, a small suburb of Burslem (called
Bursley in the local dialect), which is one of the 'six towns' that make up the

Stoke-on-Trent conurbation. As with a lot of areas in the locale, rows of terraced
houses, some in good condition and some not so, stand as a reminder of
population centralisation during times of industrialisation. Although the ceramics
industry is sadly now in decline, the housing holding its discarded workforce
abound. As far as smaller manufacturing suburbs go, Middleport is one of the
poorer areas. As such, it has attracted regeneration grants from the Government,
one of their recent incentives to revitalise poor areas of the country.

As you approach Middleport From the A500, along the Newport road, you notice
!l
il

some of the old bottle kilns (dark red/purple weathered brick constructions) and
I

I

smoke stacks on the left hand side near the canal. These sights are typical iconic
testaments in the 'potteries' to a manufacturing process of a bygone era. In the
midst of the older buildings however, sit icons of a new time, where the process
of manufacturing cannot be discerned easily from their exterior manifestation.
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Steelite's dispatch depot, for example, sits in stark contrast to its neighbouring
surrounds. New light grey surfaced outer walls at one end of this site form the
canvas on which the old is painted. In Appendix 1 (picture) we see the public
house, the 'Duke of Bridgewater' (a listed building, or I suspect Steelite would
have bought it and demolished it), in the foreground, some two hundred years of
age. The building itself is a reminder of an earlier manufacturing time as it used
to be the 'Master Potter's,14 house of Bottom Bridge (or New Bridge) Pottery
established in 1770 (Appendix 2).
To the left of this, adjacent to the grey facia, along the canal side, Steelite's
dispatch depot edges into the distance surrounded by sentries adorned with the
Staffordshire knot. The human equivalent to these guardians sit, uniformed, in a
tinted window security office to the front. The building, which warrants such
protection (?), houses the latest dock loading systems. Inside, men in white coats,
reminiscent of laboratory technicians, move the finished sanitised (clean and
packaged, devoid of the 'mess' of production) products to vehicles for dispatch.
Looking at this site, apart from the old master potter's house to the front, one
would not suspect that it stands as a coffin lid to an older era, as it is built where
the seven bottle kilns of New Bridge Pottery used to adorn the skyline (Appendix
3), old on new.
I

Leaving the dispatch depot ~nd moving up the road a little, at the peak of the hill,
the road splits with the aid of a roundabout. Left for Tunstall, and the home of H
& R lohnsons while right takes you towards Burlsem and Steelite's main

entrance. Adjacent to this roundabout sit yet more reminders of the concentration

14 All ceramic companies would have traditionally one 'Master Potter' who had oversight and was
deemed to be at the top of their game.
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of 'potters' in this area. Burgess & Leigh, Price & Kensington and Middleport
Pottery to name a few, still have physical presence. Most of which still operate, in
one form or another either as manufacture or as containers of smaller retail units.
It is in this historical environment that Steelite's main building sits uncomfortably

with the age of those of which provide its borders (Appendix 4).

A modem design, it looks new and gives the impression of 'solidity', 'robustness'
and durability, typical of the products it manufactures. Looking at the outer walls
it is easy to forget the prior history of the company, a time before the official
inception in 1983 15 • The building's fas:ade, much like its official inception date,
denies a richer history, which had important ramifications for the 'culture', which
operates inside. As such, it is worth examining the roots of the company, before
hearing some of the occupying 'voices'. Furthermore, the themes of durability and
solidity have a closer tie to a history of the company than the company
management themselves give credit.

6.2 Recent History
Under the name of Steelite International, the company has traded since 1983,
producing high quality tableware for the hotel industry. The Steelite body
however, a standard mug ~hape (now synonymous with rigour and durability;
picture to the right), was produced in the early 1970s at the Vulcan factory
(Hanley) under the Doulton name. Doulton's focus was the delivery of a product
that could withstand the rigors of commercial use; "withstand being used
repeatedly on a daily basis, the surface must remain scratch free, hygienic and the

15 This date represented the official date the company was divorced from the larger holdings and
became Steelite international.
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pattern must remain bright and clear" (Rigby, 2004. p. 206). The popularity of this
durable product forced Doulton to move production to the Dalehall site in 1978.
This was then purchased by the chairman in 1983 and re-branded as Stee1ite
International.

Continuing the mission to produce high quality durable hotel ware resulted in
Steelite's market share growing. The leisure market in the early eighties also
started to increase and this served as a concomitant in the demand for Steelite's
products. By 1988 Steelite's turnover had doubled as the hotel sector grew. The
success of this company, according to the management, had been driven in large
by "investments in new machinery" (RN 2b), which facilitated the removal of
labour costs where possible. Secondly, they have a secure financial position and

"utilise funds within the company without or before seeking loans from external
bodies" (ibid). As such when they do expand the policy has been to do so only if
internal money is available. And as demand grew Steelite have invested in new
factory designs and layouts in order to produce finished products quicker and
cheaper. This type of strategy has allowed the customer response time to dwindle
to a twenty-four hour lead-time (from two weeks) with popular products.
According to the company director, Steelite's "continuous investment in
I'
1

manufacturing, distribution facilities, technology and most importantly, a skilled
I

and committed workforce ensures that all facets of the operation are targeted at
the efficient satisfaction of customer requirements" underwriting their belief in
their success.
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As demand has grown the need to develop new markets has pushed Steelite into
opening distribution companies in other countries. In 1991 Steelite International
Canada and Steelite International USA began trading. By 1994 Steelite's exports
had grown beyond the ten million pound barrier for the first time, with their
launch of the Albalite range. In 1999 the company turnover had exceeded thirty
million of which twenty-three per cent was profit. They were a local employer of
some 625 skilled and unskilled workers with exports in the region of sixty per
cent of production. The success story has continued with the management buyout
in 2002. 16 The original director retired and the current directors purchased the
company, which now has an annual turnover of 36 million pounds.

6.3 Thematic history
As I have noted above, the successful name in the hotel industry does not begin
with the advent of the 'Steelite body' in 1978 under the Doulton name. The notion
of durability, which underwrites Steelite's ethos, can be traced back to c1875. It is
the early beginnings, which provides Steelite's core directive as far as durability
and rigour are concerned.

In 1875 the ceramic manufacturer Dunn Bennett & Co was formed. The coI

founder, Thomas Wood Bennett was an avid traveller, combining travel with
business prospecting. As he travelled, and with some financial backing, he stayed
in many hotels and it was this practice that gave him the ideas of creating a
durable ceramic product.
16 What this was intended to convey was that the company was going from strength t~ strength and
the then current owners wanted to sell up. What happened was the current managers then gathered
enough funds to buy it themselves thus keeping potential rivals at bay.
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Whilst in the United States he sat at many a hotel dining table and noticed the
plates and cups were chipped, stained and of a general low quality. Consequently,
he designed a plate, which had a reinforced edge. He subsequently patented this
idea and attempted to sell it to the wholesale/retail pottery trade with little success.
The reason being was that the pottery trade made its money on repeat business
and a durable resistant plate would undermine this process. He thus decided to
deal directly with hoteliers and side step the traders and this resulted in a boycott
from them. His resilience to this boycott is endemic of the product itself as he then
exhibited his designs domestically and internationally. This practice yielded many
awards for his designs and a growth in demand soon moved the trade boycott
aside. A further development by Bennett was the provision of crest embossing for
the smaller hotels thus providing them with a marketable identity of their own.
This practice only increased demand and popularity for the durable personalised
products, a trend that continued.

In 1911 a chance to make world-renowned their durable products came if the form
of polar exploration. Scott was to attempt to make it to the South Pole and Bennett
saw an opportunity in

spo~sorship and subsequently supplied the expedition free
\,1

of charge. The only proviso for this free equipment was that the company could
!

advertise the products as,i 'chosen for their durability and toughness'. The
products thus gained well-placed recognition and sold fairly welL In 1928, after
fifty-three years in business Thomas's son succeeded him and continued
production with the durable product tradition.
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In 1937, the Dalehall Works was acquired as the company expanded and it
continued under the stewardship of the Bennett family. Profits derived from
production were re-invested in modernising and rebuilding the factory and profit
sharing became staff wide by 1954. Within the Potteries sector, other
manufacturers began to take some of the market share and in 1967 Doulton & Co
(now Royal Doulton) made an offer for Dunn Bennett. After twelve months of
negotiations, a sale was agreed and Dunn Bennett's Works became part of
Doulton's Hotel Ware division in 1972. By 1978 the now familiar Steelite body
was introduced and the continuing theme of durability, devised in 1875, came full
circle. The brand has been building for more than one hundred and twenty five
years and it is this rich history, which reaches into the hotel ware market's
awareness. However, although the mission behind the production of durable
ceramics is consistent, the profit-sharing initiative was lost after Doulton's takeover and was not reinitiated under the Steelite banner.

Steelite do not have any retail outlets but market straight to hoteliers and related
service sectors. Steelites remains one of the sectors strongest manufacturers and
have sustained their competitive advantage even while others in the sector have
i.

I.,

failed. Their senior management maintain that this is achieved through continual
\

modification of working practices and new machine integration, "we continually
I

update and introduce new machines where and when possible, we can cut staff
down this way and raise efficiency" (Managing Director). This short quote also
contains the indicators for his consideration of staff reaction to change, that is,
little if any. This will become more apparent in the following paragraphs when we
hear some of the characters from Steelite. There are however some important
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points which need clarification and which impact upon the reactions and words of
the individuals, which make up Steelite

6.4 Behind the veil (facia)
The history above presents what 'facts' could be accumulated as I worked with
this particular company. As with a lot of historical overviews, including those in
this thesis, it relays a stereotypical account of a manufacturing company moving
through stages in their development. It is written in a way that lays a foundation
on which any 'talk' or 'observations' become contextualised. In this way it is no
different, except in its particularities, in the way that other company's histories are
portrayed. Historical accounts were conveyed in a light and factual way with the
occasional reference to a particular character. The 'humanity', the social context,
often elided in a factual account of a company, falls into history in a quiet and
somewhat silenced way, as if not worthy of publication and record. However, in
the case of some of the ceramic companies, 'living memory' and longevity of
familial relations (held in context through organisational memory) enacted
through mundane and historical time yields more than any document could.

"

'1,'1

All the ceramic companies' within the Stoke-on-Trent conurbation have, to some
\

degree or other, a clear appeal to historical time as far as ceramic products are
i

concerned. H & R 10hnsons for example, a local tile manufacturer within the
conurbation, relate their history to global movements spanning form circa 4000bc
and the use of floor tiles in Egypt. From there they map the history of the 'Delft'
tile, from China to Holland, then to England and finally reference. the tiles that
adorn the US capitol building floors.
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Duson, another local producer of ceramic products have gone a stage further in
their reach to past times. They have even built a museum in an old bottle kiln to
display their history. The Mother of the Duson family has her 'History of the

Potteries' book proudly displayed in the entrance to the kiln shaped museum. As
you enter the museum, you often meet the curator who proudly walks you through
the history as you 'spiral' (literally as there is a spiral staircase) around the
physical artefacts depicting eras of production. Social histories are evident in the
products displayed, as production falls into line with demand. For example, there
is a two-spouted teapot, designed to fill the needs of the military at the time of
war, enabling them to pour more tea in a shorter space of time.

Spode (Case company 2, chapter 7), like Dudson, have their own museum in
which they show videos of the production process and relate this to a bygone era.
History books adorn the shelves of the museum/factory shop. They have a
dedicated etching team who go on tour around the country displaying the 'art of
potting'. Their job is to translate drawn design patterns onto copper templates,
which are used to apply·· patterns to ceramic products in the manufacturing
\,
\

process. This is a labour intensive process that requires years of training and
\~

attendance at art classes. However Steelite, have no such overt historical callings.
\

Their web site makes no reference to the history of the company, it is as if, as in
the case of the final product itself, it has been cleaned or sanitised, devoid of the
'mess' of history 17. Clearly they have a long history from which stems the

17 What I was alluding to here was that the company does not use its history as a way of articulating its
sense of culture. 5teelite is focused simply on ·process'. 50 my point about their web site was that in
many ways it was a corollary to their finished products, fettled and cleaned.
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durability theme, but they see no importance to it, as far as advertising and selling
are concerned, and it was this that was puzzle number one, why was there no
recourse to historical connectivity for Steelite in any overt way? Given that they
shared a lot of the history that other companies had in the local area, why were
Steelite so different? The answer is also important as it forms the basis of action at
Steelite International.

In the short history above, the 'popularity' of the product forced Doulton to move
its hotel ware side to the Dalehall site. One could be mistaken for seeing some
form of rational decision here as the hotel ware was popular and thus needed
bigger, more dedicated, premises. However, although the term 'popularity' has a
positive connotation and implies a rational move on behalf of Doulton, its main
reason for the manufacturing move was more do with an older, more elitist value
system, which is explained more clearly by Steelite's cup shop manager: -

"Steelite was part of the Doulton group, right, and in the late seventies to
early eighties the hotel side, the vitrified body which is what Steelite
produce, was always seen as the poor relation (despite sales); 'oh there's no
I

fucking money to be\'made in hotel ware' they said. They just treated the
I!
i,1

factory like a prick, they treated it like shite. So they ran the factory down.
\

In the mean time the managers on Nile Street, which was the biggest
Doulton site at that time were treated like Gods, they made 'class' ware.
They were the cream of the cream ... and anybody who wasn't in their
clique ... or who wasn't up to their persona of -a royal Doulton
manager ... were sent to the other site. They thought (Doulton Managers),
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which was the bit they got wrong, that their biggest asset was 'fine china'
and everything else. They never interpreted the Far East or Eastern
European would bombard us with it (fine china) and fucking out do us. So
they got it wrong, so they fucked up, they dropped a fucking bollock. They
sold it to David Johnson (the then chainnan) for something like £1.2million
pounds, which was pennies, pennies man. " (Cup Shop Manager).
There are several important points to take here from Mark, which highlight the
cultural undertow of Steelite. Firstly, "anybody who wasn't in their (Doulton's
management) clique ... or who wasn't up to their persona", in other words anybody
who was not looking at 'potting' as an art fonn appealing to the upper classes, as
the "cream" were, that is potting as a manufacturing process, were sent to the
Steelite site. Secondly, Doulton's managers did not want anything to do with the
production of the vitrified body (non-china ware), and distanced themselves from
it, "it was always seen as the poor relation". Doulton's managers, those who
wanted nothing to do with the vitrified process and who saw their role as makers
of "class ware" denounced the other site, "They just treated the factory like a
\

prick, they treated it like shite". Thus, there was a split along product and process
\

lines. Those who held to .the Doulton "persona", purveyors of fine china ware
\\1

.1

where making ceramics is 'an ancient art fonn, stayed in the Nile Street site and

i
"and were treated like Gods". While those who viewed things differently, who
i

1

were more interested in manufacturing resilient, robust vitrified hotel ware and
who were not precious about 'potting', were sent or went to the Dale Hall site.

In essence, there was a self-selecting population at Steelite, who were not precious
about 'potting', who did not view it as an art fonn but as a manufactUring process
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like any other. They cut ties with 'Royal Doulton' and went their own way. As
such, in 1983 Steelite International was born, not so much as inventors of
durability but inheritors of resilient tableware manufacturing, disconnected from
the elitist echelons, who had viewed a digression from making china as a
devaluing exercise. Thus, there was and is no need to talk about history, as it does
not serve a function as far as manufacturing process is concerned. With a selfselecting culture where process is the only consideration, with a company who
disconnected from the elitist view of ceramic manufacturing, it is hardly
surprising then that they are so aggressive 18 in their approach. And this aggressive
approach, Steelite's translation of Capitalism in my opinion, is writ large in the
very fabric of their production facilities and is replicated by most of the staff who
occupy it.

6.5 Factory engagement
My main contacts in this company were the managing director and the cup shop
manager. I had one tour led by the factory manager and an extensive interview
with him. After that, I shadowed, for some weeks, the cup shop manager. I
\

managed to get a few interviews
with two other members of staff and made
,
'I

extensive observations whilst walking around. There were times when people
I

would talk to me, but overall they were guarded, believing that I was with 19 the
I

management. I have tried to offer a balanced account where possible and a rich
descriptive narrative follows throughout.

18 What was meant here was that the company, and those within in it saw anything other than simple
production (artistry and flair for example) as superfluous and unnecessary. Their purs4it of robust
product manufacturing lead them away from the gentler artisan aspects of ceramic production.
19 As mentioned earlier in the thesis, the shop floor workers saw "suits" as people not to be trusted.
What I'm simply alluding to here is that there was a perception that I was 'with' the suits.
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As you turn into the factory entrance, you immediately drive under a bridge,
which connects two sides of the factory. This arched entranceway reminds me of a
castle entranceway without the standard portcullis or Arkwright's Traitors Gate at
Cromford Mill. Oddly though, the portcullis, absent over the entranceway is a
symbol which marks some of their hotel ware bases and adorns the sign fixed to
the entrance of their old site. It marks a break in the otherwise fortress like
modem red brick construction. As you pass under the arch you notice windows in
the factory to the right are covered in white dust, a ceramic manufacturing
trademark; the windows are never cleaned. On the left is an older workshop,
which is now used for storage and some offices. The road between the two leads
all the way into the factory proper and as you look down you get a glimpse of a
much older factory, history behind the modem, I turned left at this point and
entered their car park.

There were about ten people just up the road a little from where I sat in my car.
They were loading two inter-company vehicles with products. There was no
I,

slowness to their actions, they moved with purpose and pace while laughing and
i
I,

talking with each other. At'the bottom of the car park was a small, gated entrance
\'

on the left, which led to the main reception door. I was early as usual and I
I
2

mentioned to my colleague ?that I was feeling a little apprehensive.

The last time I met Bernard the CEO, was while I was presenting a paper to the
leading manufacturers at Ceram's MIC. He said to a colleague, whilst folding his

20 When going into some of the companies I was with Colon Rigby who was already embedded within
the organisation in terms of his owon research and as such was a colleague.
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anns, "keep that fucking long haired hippy away from my fucking factory" (RN
2b). I suspected that if it were not for the research grant given by the DTI, in
which he was involved, I would not have had the opportunity for this access. As
such, I was a little nervous and had some work to do to gain his trust.

As I entered the reception area, I noticed, to the right just before the half-round
desk, the glass cabinets displaying the latest products. Just to the left of this on the
wall were quality certificates and amongst them, a plaque proudly boasted their
'Investors in People' award. Like the new building fa9ade, this too was an area,
which conveyed a particular message: that people mattered in this company. I
signed in and waited for Beranard to come and meet me. Some minutes later, his
secretary came down to us and led the way to his office. After leaving reception,
we entered a small dimly lit stairway. Each step was covered in cheep laminate
(imitation marble) floor tiles, with a white safety strip marking the edge of each.
We emerged from the stairway into a corridor with wooden floors. To the right
were windows looking out over the factory and to the left offices. These were
reminiscent of sixties style factory offices, walls that were three feet high, and the
remaining space from wall to ceiling taken up with a series of glass panes. For a
"

company that had invested millions over the last ten years it looked out of date. It
was the total opposite to the modem landscape of H & R's open plan 'living
I

space' (infonnation from H & R Johnsons is omitted from this thesis).

I could hear various muffled conversations taking place in each office as I walked
down this shabby corridor. Some conversations were obviously animated,
showing frustration, while others were low and appeasing. I assumed the latter
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conversations were with clients; regardless the chatter was relentless. It was the
background noise, along with a constant ringing of telephones and the clatter of
office doors. This constant noise provided the backdrop of my meeting with
Bernard.

His secretary knocked carefully on the frosted glass of his office door. Without
waiting for a reply, she walked in and announced our presence. He welcomed us
and sent his secretary to fetch tea and coffee for us. She dutifully obeyed in
silence and left us to it. His office was untidy; samples of products lay around the
room, some on the floor others on desks and still more on some antique looking
shelves behind his desk. These were the props of a pottery manager's office, along
with various pattern catalogues and files stuffed with papers of some kind. And
here was the moment I had been nervous about all morning, how to get him on
side?

Bernard and I had a preamble chat about manufacturing in general. He explained
that he was not in the job of keeping staff on who did not add value to the product.
This was important, as his perception of me (I realised at that point) was that I
I,

I,

wanted to look after all the workforce and make sure no one lost their jobs. He
\i

thought, literally, that I was some sort of 'liberal hippy', looking after the

I

'workers'; amazing what having long hair still signifies to some (also an indicator
of his entrenched world views). However, this gave me an opportunity to make
some common connections. I explained that prior to going to university and being
involved in this research I had been in the engineering sector for ten years, and a
manager in two of the companies I worked for. I claimed that I was fully aware of
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the problems associated with manufacturing and I am not interested in whether
people retain their jobs or not. After this, he warmed to me considerably and
began to talk more freely than he had up to that point, a practice that continued
whilst on the factory tour.

6.7 Bernard and change rationale
As mentioned in the previous section, there is an aggressive air to the factory and
its workings. Obviously, all companies operate under a Capitalist mantel, but how
they translate that into practice is another matter. As Bemard was to be the guide
for the first factory tour, it is important to see 'through his eyes' where possible
and develop an understanding of his 'lens'. This way, the three primary changes
focused on in this section can be viewed through this lens.

As with any company in the private sector, the main underlying driving force,
according to the Production Director (Bemard), is profitability. How this
translates into practice is not as simple as its referent however. Bemard expands
the profitability rhetoric and explains the drive in terms of entrepreneurship: \

\i

"David Johnson (Chairman) is an entrepreneur, and you know, yes he wants
,

.

\

potting, but he is a business man and he wants to make money and that's
i

one of the things that drives the business forward and keeps the set up"
(Production Director interview (PDi)).

Thus, the production director sees his job as one of 'yes potting' but ~lso to "make

money". In this, Bemard sees himself as a conduit through which directives from
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the chairman, work under an entrepreneurial rationale. He locates himself at the
panicle of this process and claims that in achieving success,

he is "the most expensive person" (PDi) the Chairman has ever recruited; "]
have spent some £52 million over the last ten years on various changes, he
keeps a list of how much] have spent (laughs at this point)" (ibid).

Bemard laughs at this point, this is not so much a humorous interjection, but
rather more indicative of a macho bravado that became apparent during my time
at Steelite. For example, throughout this continual drive process, Bemard is under
no illusion as to his 'precarious' position.

"The pennies (interesting word use for £52million over the last ten years, but
also one adopted by the Cup Shop manager, see above) we spend... have to

pay back ... he (The Chairman) does a post-mortem on everything] spend.
Luckily for me most of them have paid off or else] wouldn't be here (laughs
again)" (PDi).

\;

This notion of "wouldn't be here", of, 'if I fail I'm down the road', is typical of
\i

this manufacturing site.

Itl forms the underlying basis with which everyone is

measured and judged. This is something I will return to further on under the
auspices of a 'Lunn Poly' and the 'Green Mile21 ', but for now it serves to place a
'tension' thematic (fear) in the narrative, which is indicative of an aspect of the
organisation's cultural undertow,

21 Both "Lunn Poly' and 'Green Mile' were euphemisms for being sacked.
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"do it right, fit in or fuck off' (Cup Shop Manager), "he keeps a list of
everything I have spent" (PDi).

For Bemard, this is a great equaliser in the way he treats his staff at Steelite. There
is a mutual respect for the,

"do it or your down the road' (Mark, Cup Shop Manager) ethos. As Mark
says, "he's a bastard, but a fair one ... he knows what he's doing" (ibid).

However there is another angle to this mutuality of respect. In essence, the ''fit in

or fuck off', mentioned above, imperative posits a compliance attitude (a
propensity to comply), which underwrites any change process, initiated or put
forward, within this organisation. There is a tendency not to resist change. This is
built into the organisation as a 'fear rhetoric', or at least established as a driver,
because of the fear of "going down the road'. This fear driver, shared by the shop
floor and managers alike, according to the Cup Shop manager, forms a
fundamental basis on which people operate, thus the reference to a 'tension'
thematic above.

It also forms an important basis on which Bemard builds his (lens) view of

'people/workers', and subsequently how he treats them as regards change (they
are just part of the same process). In essence here, I want to make clear how
Bemard's 'lens' is formulated and thus how he sees people in the production
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process and subsequently how he considers them (values them). As his view
(building/construction/manufacturing, and subsequent staff considerations), is not
divorced from money making, I want to explore it a little more, as it permits a
duality to form around the notion of money making. There are two strands of the
same theme, and that places a dual pressure on the company to increase
production and "knock heads out" (Sup Shop Manager), which impacts on the
changes considered as regards the workforce.

The primary focus for making money, although it establishes a logical prima
facia, translates into a world of complexity given the environmental pressures.
Domestic markets, health and safety, globalisation, pollution regulation and
specific considerations facing a manufacturer of ceramics, all fall under the rubric
of 'money-making' in the sense of contextualising such activities. Thus 'makingmoney', although offered as an explanatory driver, has many subjective and
relative aspects, which have to do with others in their sector.

For example, how do they establish how well they are doing with regards to others
in the sector, and as such, if they are making a relative amount of money? In
Steelite's case they look to other companies, they have assessed as rivals within
the field, and this makes up part of their benchmarking package of measures.

"We get everyone's results, we have shares in most public companies, so we
get reports and we measure ourselves against the others and this gives us
the drive in our business"(PDi).
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Note that Bernard already established a "money making entrepreneuriaf' drive as
an essential business motivator. It is assessed in relative terms to others in their
market place. They use other company accounts and balance sheets to define their
own performance, especially the accounts of their rivals. The term 'rival' is
innocuous but it does capture part of the spirit of the management's thinking
concerning their local competitors, best exemplified by one of their other
benchmarks.

"Market share", for example, forms another comparative measure. Literally, this
is how the market is divided up between comparable manufacturers and the
relative ownership of each area. This is currently spread between Denby, Steelite,
Duson and Portmerion. In combination with market share, Bernard draws on some
local firms to locate his relative profitability more firmly in this regard: -

"over the years ... using the normal accountancy benchmarks ... the only two
companies that could touch us were Denby and Merion (Portmerion). "We
are neck and neck with Denby at the mo" (ibid), but Merion are out the
picture. (ibid).

1'

1

Again this dismissive "Merion are out the picture" alludes to a combative, macho
\

depiction of management. iThis is further evidenced when Bernard talks about
stock turns (quite literally this refers to the amount of times stock is depleted and
replenished over the course of the year), "Stock turns ... we get 70 stock turns a

year ... that's twice as many as others in our industry and at least three times as
many as Dusons (a local competitor)" (PDi).
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Thus far, I have outlined Steelite's assessment of their money making potential in
terms of external benchmarking measures. That is, a comparable assessment of
their relative strengths and weakness in terms of money making with regards to
others. In this way we can see how making money is a subjective term which
forces the company to assess local rivals in order to determine their own success,
Throughout this we have seen how a theme of 'fear' flows from the senior
manager, who accepts such measures upon himself, through to the general
workforce. I have done this in order to show how the environment affects the
assessment of 'moneymaking' as such, but specifically to open up the term
'money making'. This in turn leads to the most interesting benchmark used by
Steelite, sales versus employees.

The "sales versus employees22", is a rather interesting and telling production ratio.
In essence the wider this gap the greater the profitability. Increasing sales and thus
production for example, raises the ratio of 'people to plates', thus changing the
production process to make things quicker is one driver. But the duplicity of this
ratio becomes evident as a multifaceted rational for change.

On one level, there is the natural propensity for organisations to move towards

i

faster and leaner production methods to increase the people to product ratio. This
ceramics industry is no stranger to such initiatives. Steelite has adopted new
technologies as they came to market. These include the introduction of pressure

22 What I am alluding to here was the fact that Bernard did not care about employees at all. The only
benchmark that meant anything to him, in relation to employees was the fact that his measure of
profitability was that between staff and the amount of sales. Thus, this gave him the remit to reduce
staff and the increase in the gap between staff cost and sales indicated success.
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casting, a process that decreases the drying time. In this way, Steelite can move
production through the process a lot faster, decreasing their 'demand to market
time'. In conjunction with this, kiln science has moved forward with the
introduction of 'fast fire' varieties, and this again decreases production time and
allows an increase in output. New handling technologies have also had an impact
on production. Robotic manipulators replace the traditional role of 'cup dippers'
and this increased production further. In essence, all these new technologies affect
working practices by raising production levels and releasing labour for other
tasks.

However on the other level there is a propensity in the industry to examme
carefully the "employee" side of the ratio. In essence, due to external factors there
is a constant pressure to "engineer people,,23 out of the production process, which
subsequently widens the sales versus employee gap. Therefore, there is always an
eye to increase productivity and drive 'problematic people' out of the process. It is
with this in mind that I outline the factory tour. Throughout this I combine
interview material from Mark, the cup shop manager and my main informant, to
give voice to the changes as Bernard walks around the factory.

6.8 Factory Tour
i
1

The tour began in the yard near the canal at the bottom of the site. The buildings
surrounding this yard were of older design, similar to the factories that border
Steelite. It made the modem favade stand out even more, as if you had walked

What I'm alluding to here was that the company was constantly seeking ways to change
the process of production and reduce employees, so quite literally engineerin people out of
the production process.
23
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through a pantomime prop, a thin veil for the aged reality beyond. From the aged
buildings surrounding the yard, emerged a steady stream of people, busy moving
product and materials. Occasionally one would say hello to Bernard but most
would just keep a low profile and their minds to their work (an indication of fear
and respect I thought). At first I could not understand why we were here in this
area, but at that moment he pointed out a modem structure associated with
cleaning wastewater from the factory, "we have had an environmental policy as
far as waste is concerned. The water that leaves this place is so fucking clean you
can drink it" (RNl b). He was proud of this, but this was also an indication of the
complexities surrounding the changes at this site.

He continued to explain the necessity of improving the waste from the site as
European and English environmental groups, and the recent Kyoto agreement, put
pressure on industry all the time. They had spent thousands on these
improvements and "the pressures were relentless" (RN 1b). At a later meeting, he
explained the problems now facing the company with the new carbon emission
limitations ,and another "bloody expensive problem to sort out" (RN 2c). In
interview he smiled as he told me that "he was the most expensive person he (the
chairman) has ever recruited... because he keeps a record of the money! have
,!

spent ... ! think its 52million' in the last ten years. (interview 2b). It was a problem
\

to sort out, and as he had dealt with the water pollution problem he also dealt with

i

others within the factory, a point I will return to later.

After a clear explanation of the pollution issue, we moved toward an entrance to
the 'cup shop'. The noise at this point started to increase, overwriting the steady
background hum of external machinery. You could hear. voices, music,
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machinery, and the distinct sound of ceramics clattering together. The intensity of
the noise was an indicator of the frenetic movement inside. We passed the
'clocking on machine', still showing segregation by sex, 'females' on the left
hand side, 'males' to the right. Just to the left of this we passed through a low
doorway into the factory proper. Passing from the outside to the inside was akin to
walking out of a London or a New York subway. The flow of movement, both
machine and human; the ear numbing noise, this was the 'cup-shop'.

This cup-shop was like New York on a busy day. There was no slowness to any of
the process apart from the movement of waste or the slow conveyor to the kiln.
The cup shop stretched some two hundred feet into the distance and was one
hundred feet wide. On the left, there were three machines spaced out length ways,
attended by an all-female accompaniment (dressed in 'T' shirts, jeans and trainers,
a uniform of a kind). The basic cup body is made by a mechanical process and
removed from its mould by hand. It is checked for quality, and then moves to the
cup 'handler' by way of a conveyor. After that the 'spongers' wipe away access
slip24 and th~ product is cued2s for firing.

This process is relentless; 'the sound of the machines as they move through their
repetitious cycle, is as a i heart beat of production. A production metronome
I

guiding human movement, each process having a different heartbeat. The cup
handling machine for instance, requires precise movement by the operator as there
is only enough time to 'place' one body on the saddle before the machine secures
a handle to the cup. Hour after hour, the same pace drives the noise of the factory.
24 Slip (noun) is a liquefied suspension of clay particles in w~ter. It is used as an adhesive in pottery.
25 What was meant here was that products are placed onto waiting trollies ready for firing in the kiln.
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On top of this mechanistic rhythm sits the noise of human voice and the local
radio. The 'girls', as the managers call them, chatter and banter while listening to
the radio. Some use personal stereos and disconnect from the general background
noise.

There are no uniforms as far as the general workforce is concerned. Typically,
they wear jeans, 'T' shirts and trainers. There are however uniforms to distinguish
the general workforce from those that govern them. There is the industry standard
white coat to denote a manager. There are uniforms to denote supervisors and
these are segregated along lines of sex, brown coats for men and blues for women.
As we moved through the cup shop to the next stage of production, I noticed
several people around a new robotic cup-dipping machine. Bernard drew our
attention to this new machine and said, "he was trialling in the cup shop". It had
the ability to dip cups (applying liquid glaze) and replace the four men who were
performing that task at the side of this machine.

6.9 Policy Change

Bernard explained how the. cup dipper would replace people and this he espoused
11

in full hearing of the people whose jobs it would replace. This was indicative of
1

his aggressive style of management, "he just walks in the shop some mornings
!

elfin and blinding. He's sacked some people before when he's in one of his
moods" (Cup Shop Manager). I asked Mark later about the introduction of new
machines, at which point a dual rationality for its introduction emerged and its
root lay in a wider health and safety move, which forced a policy, change at
Steelite.
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"The cup-dipping robot was bought in for basically two things. One for, a,
er, des killing operations but also for automating. To knock heads out so to
speak ofpeople within the department. Obviously, departments and dipping
is very labour orientated, so the decision was made to, how can we deskill
this? To get people out the department to increase the bottom line of the
business" (Mark Interview).

A couple of things to note here, firstly Mark shares the "the bottom line of the

business" rhetoric when viewing the manufacturing process. It is part of the ethos
and thus Identity of a manger at Steelite. Secondly, the introduction of the new
machine is predicated on the notion of "knocking heads out" and "deskilling".
Although I was familiar with the notion of deskilling the rationale for it is often
not as simple as speeding up a process. Moreover, this came out as Mark
expanded on the deskilling aspect: -

"A dipper is someone who takes a piece of ware and dips it manually and
puts it on a mangle dry. What they wanted to do was one, quicken the
!

process up and also for another reason were reduce injury for RSI for
i,\

people who were doing the operation" (ibid).
I

Repetitive strain injury (RSI) is put forward as rationale here for deskilling and
subsequently 'knocking heads 26 , out. As health and safety has become a factor in
employment sectors, employers have reacted differently to the challenges posed

26 This is a term in common parlance in Steelite and means simply getting rid of employees from the
process of production.

191

by such edicts. I was curious to push this issue a little more with Mark as the
plaques adorning the wall in reception told me they cared about people27 : -

"what happened was in the early 90 's, even now up to 2005, people realised
that the pottery industry had given them injuries which they did not know
nothing about. Which was quite new and unique to them, erm tinasitavitus,
RSI, so everyone seemed to jump on that bandwagon. What happened was, as
soon as someone had a niggling with either a shoulder or and elbow or wrist,
alarm bells would start ringing with the managers and they would be taken
straight off the job, sent to personnel, then to see the company doctor to
assess what was actually wrong with them. Obviously it is a people thing
where they are trying to look after the wellbeing of the people". (ibid)

"Alarm bells would start ringing with the managers", this is a curious phrase
when used in conjunction with the notion of looking after the well being of
people. As I have pointed out above, there is a fear theme running throughout this
company, so were the "Alarm bells ringing" because they were worried about the
I

\

well being of an individual? No, economic reasons abound, tied greatly to the
\

I':

"bottom line" rhetoric, "th~ RSI thing is again causing the company to loose
\i

money (ibid)", 'people are problematic' .
\

"In any department now, any manager, as soon as in that department has any
indication that person has got some sort of injury or RSI, the first question
they ask is 'have you done it on here?' 'Have you reported it?' 'Is it in the
27 This was meant to allude to the fact they have various awards for staff improvement including
Investors in People Awards.
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accident book?' We will get you to see the company doctor, we will get you
off that job straight away to somewhere where it's lighter duty. That happens
religiously throughout the factory" (Ibid).

In essence, here, the rise in awareness of the injuries caused by manufacturing has
forced the company to develop a change strategy, which forces them to look to
deskilling and removal. Instead of making the process more 'user friendly' why
not just get rid of them? This comes back to the point above where Bernard's
benchmark, people versus sales, suffers an external pressure in the form of
insurance loss, and thus added pressure to engineer out the people concerned. As
far as a change in working practice is concerned, the managers adopt well to the
removal ethos as it is driven by the shared goal of "increasing the bottom". I have
described here a complicated change in which external pressures forced the
company to adapt and in essence become the insurance companies 'investigators'.
There was no resistance to this on behalf of the management team, but the
workers did show some resistance.

\

On one of my visits I had chance to chat to the people working on the cup-dipping
I

\,

side. I asked them about the new robotic machine, "it will never fucking work, it's
\;

been in here for 8 months 110W with the technicians all over it and they can't get it
\

to work, you can't get that robot to do this job, it requires a knack to get it right
and I've been doing it for years" (RN). This was not an appeal for job retention as
they were skilled in other areas. It was an embedded skill based appeal specific to
that particular job. I later asked a manager about this to confirm some of my
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suspicions and he told me that it was a skill and that only a few of the staff could
do the job well on a repetitive basis.

The people that worked in this area were respected for that skill. Therefore, it was
no surprise to me to hear various stories of sabotage when no one was looking to
ensure the retention of this skill (this is more overt in the Spode case analysis
below). Moreover, given the management style of change practice this was
perhaps the only legitimate way for the work force to respond. However, they
were not aware of the general policy of introducing new machines based upon
deskilling and subsequent avoidance of RSI claims. They saw it as a general threat
to their skill base.

In this section, I have covered a change where new technology was used to
replace people. This replacement was sold under a guise of reducing RSI rather
than introducing new manufacturing technologies per se. The next section
examines the reactions to a new machine process, which did not replace existing
practices, but complimented the portfolio of products. The reactions to this change
I

\

were different; they had more to do with fear than anything else did.
\

\;
\\

6.10. Technical change

\

I

As we moved from the cup shop and left the 'dippers' and their new robot
working uncomfortably side by side we entered the new 'pressure casting' area.
The machine itself is rhythmic in its process. Tubes attached supply it with air and
slip is force-fed into 'casts', which are pressurised. This forces the water out, thus
lowering the drying time. It is also a process which allows different shapes to be
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formed than those facilitated by older methods. There were few people here,
mostly they serviced the machine, feeding it and removing its finished products.
Our guide told us about these new machines and showed us the finished products,
it was designed to "do these intricate oddball designs and see ifwe could get em

into the market place" (MD). I was curious as to how successful, as far as
personnel were concerned, this had been and I asked Mark to elaborate on this a
little more: -

"Nobody lost their job because of this, if anything it created new positions". The
current workers attitudes to this new machine were quite unexpected but had more
to do with Mark's style at this point than anything else. When commenting on
how to 'sell it' to the workforce he replied: -

"The thing that I like to do is let them view end products, because it's
alright somebody getting a jug of slip or a piece of clay and making
something out of it and see fired, 'ok gee wiz, ooh great that's fantastic a
biscuit blank' (sarcastic overtones here), but, and when they, but what I
tend to do is show the end piece, whether it be an actual piece in their hand
il

or a brochure that the company does, 'have you seen this? ' and they thought
.

\\

it was absolutely fantastic" (Cup Shop Manager)
\

Mark's approach was to 'show them' the finished product and 'they thought it
was fantastic'. This point was clarified for me a little later as I asked how that
finished product could have an effect of acceptance of a new practice. Mark
explained that contrary to popular opinion "the people actually car~" (Ibid); they
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had pride in what the factory put out. This was explained in terms of a strong
work ethic here: -

"It's important to that person, that manager or that operative, comes and
does the best possible job that they can do during the course of those 8 or 9
or 10 hours a day that they work". (Ibid)

As people obviously care and hold a strong work ethic it was not surprising that
he was able to persuade them of the obvious benefits this new machine brought to
the final product. Indeed, he went on to describe what happened when the new
machine was seen to be up and running well: -

"The management that were looking after that at that time took it on board
because it was a new thing, in this case everybody was trying to get
information about it, they were trying to suck as much information out of it
they can, take it on board 'now that's ours', that's' the persons who were
looking after it, or the managers or whoever, and there was no resistance to
it what so ever. And they took it with open arms and looked after it and
\

nurtured it through to where it is today". (lbid)
i

"Everybody was trying to get information about it", and "they were trying to suck
I

as much information out o/it they can", well the obvious question here was why?
I could understand people being interested in a new process but Mark describes a
frenzied activity of engagement around this new machine. To this end the, "now

that's ours, that's the persons who were looking after it", comment proved to be
the key to the lack of resistance here. Ownership of this new process is evidenced
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with the, "now that's ours", claim. It represents a clear move towards acceptance
of the new and a move away from the old, but why such a strong emphasis on
ownership here? "They took it with open arms and looked after it and nurtured it
through to where it is today", as if talking about a child, applying a human quality

to a mechanistic process of production. Why did people want to nurture it and to
find out as much about it as possible? In other words, why did people adopt it and
make it theirs?

I pressed Mark on this in interview and the reply fitted with the theme of fear
outlined above: -

"It becomes yours because obviously, the scenario that follows on there is
that

'if I know something and he doesn't I'm better than him and they're (the

management) going to get rid of that fucker before me"(Ibid)

Thus, although the ownership issue was at first outlined as a pride in making it
,

work and seeing the finished
products, we can see a survival motive as giving
I
primacy to this issue driven by fear of loss. They were making sure they survived
I

and one mechanism for this is 'ownership'. Aligning one's self with the
production process and making yourself more valuable than the other. Resistance
\

in this case is all ready aestabilised, as people are fearful of losing out. If
anything, this fear pushes through change faster than anything else does; people
want information and ownership as a way of survival. They are used to "heads
being knocked out", they survive by alignment and resistance is negated in the

rush to ownership.
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The above describes a case of new machine integration. It draws on the themes of
fear to highlight a rush to ownership and thus survival. As far as change goes it
draws on a specific instance here which highlights the cultural context as 'being
willing' to accept change a priori through mechanisms of fear. It does however
make clear the responses to such change from a management perspective. In the
next section, I outline a 'cultural' change as driven by the new production
director. In this way we can see how his appointment influences what Mark calls a

"respect for the bastard' implicit in the management style at Steelite. In this
instance, we can see how 'respect' held an 'honesty' principle together and its
subsequent erosion with the new appointment.

6.10 Cultural change

Leaving the main factory, we moved outside where we met up with the new
Operations Manager. AlIen was a tall and a heavy-set character. His manner was
'bullish'; when he asked what we were doing, there it was asked in a way that
appeared as if he had been left out of some decision or other. I thought at the time
he was going to be difficuI~, as we stood talking to him Mark appeared to go quiet.
,
\

I later learned that Mark was trying to stay out of it as he thought that AlIen would

\\

stop our access if he interfered.
As it was, I had to respond to AlIen with the same
I
attitude he displayed.

He wanted to know what we were up to and after telling him about the research,
28

he responded with ethical issues as a pretext to stop access. He asked me into a

.'

28 What happened here was the new production manager suggested that I was not allowed access
because I had not talked the research through with him and as such it was unethical. I had of course
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side office where I responded alike by outlining the research and informing him,
that "it had already been approved by his boss". To my surprise, he then asked if I
could report to him in regards to the research findings and the 'feelings' of people
on the shop floor! I refused. I tell this not so much as to locate myself in the
research but to outline the duplicity of Allen, he used ethics as a rationale not to
give us access, but ethics disappeared when he wanted information. However, this
duplicity had more of an effect on the culture at Steelite than I could then
envisage. In the following, we see how he changed the way that 'honesty'
operated at Steelite through the eyes of the 'cup shop' manager.

I asked Mark to outline what happened when the new Operations Manager came
into the company: -

"When he came in he wasn't actually a man-manger as such, he
wasn 't .... he was only involved with a small tier ofpeople and obviously as
he began to get his feet under the fucking table and stamp on everybody
(dislike and disgust in his expression)
".
I

\:

When he refers here to ''Ieet under the fucking table and stamp on everybody", it
\\

was said with an angry reflection and a look of disgust. The dislike this new
I
manager had raised was clear from the very first. I started to formulate a kinship
in this regard, as my encounter with AlIen was less than favourable. However, it
was important to keep an open mind and explore the reason behind this 'hatred'.
Therefore, I asked him to clarify what he meant by ''feet under the table"

cleared this with the company owners and this refusal turned out to be a pretext to recruit me as an
'informant'.
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"Once he began to lull people into this false sense of security,
'] can do this, ] can do that, ] can walk on fucking water',
people began to realise that ok he can do this and ... he has
done a lot ofgood things and not going to say he hasn't"

There were two things at this point, which started to fonn some underlying
picture. Getting 'his feet under the table' and 'lulling people into a false sense of
security' smacked of duplicity, as if Allen was being 'sneaky' and less than
honest, only gainirig some fonn of respect through being able to do something

right: - "He's done lot of good things with the planning and the back orders".
Even here though the praise is short lived and Mark moves onto an 'ego'
reference derision: -

"bu,t what does it with people is just ... egos ... where you get
people with massive egos who are so fucking egotistical that

it" (Ibid).
they cant see there ownfuckingfeetfor
\

\'

Mark goes on to cite somd of the other members of the production team and their
\:

comments on the 'new-corner': \

"The comments that have been said have been 'he'll close this
factory down', and er 'he doesn't know what he's doing', and
er 'the man's afucking mad man', things like that".
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However, the real reason for such derisory remarks and the obvious dislike of
AlIen stem from a more basic, culturally shared concern for his 'style' of
management rather than a general dislike. This centres on the notion of honesty.
As you will recall at the beginning of this section, "a do it or fuck of!' motif
represents a clear call to action at Steelite. It is administered through a fear
regime, but this is also a concomitant of an honesty theme. Moreover, this is
where AlIen represents a cultural challenge, which is upsetting the working
relationship on the shop floor and at management level. This becomes clearer
when outlined by Mark as a management comparison between Bernard and
AlIen: -

"Bernard will come and openly bollock you and dress you
down and completely and utterly make you look a twat, no two
ways about it he will make you look a twat, he will destroy you.
But ten minutes later, after he's said his piece it's forgot about
and it's done. The bollockings done and we get on with what
we've got to do"

\
\
\

\'1

This relationship is typical of the managerial style at Steelite. There is an open
\\

honesty with discipline, which involves doing it and forgetting it. However, AlIen
\

is not like this: -

I

"the management style (of Allen) that's in place now you
don't know what's going on behind the scenes and people
didn't relate to that, or like that style. Yes, he will bollock you
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and he will dress you down but after that it isn't finished it's
still festering (said with venom) and I use that term festering
very very loosely because it does fester and it just carries on
and on and on. It never finishes and he never forgets. And
once he's said his piece to you he will go away and tell other
people in key roles what's gone on"

What we have seen thus far at Steelite is a culmination of events enacted through
historical and mundane time, leading to the development of a culture, which has a
process focus at the cost of all other considerations. This I claimed developed
from a split between those that saw manufacturing as art and those who viewed it
as process. From this, an aggressive culture developed in which survival was the
predominant driver for change and thus lowered resistance in light of the fear. We
saw how new technology was welcomed in as far as it presented people with a
chance to 'survive'. We also saw how one person could upset the culture of 'firm
but fair' by going against excepted practice and where problems ''fester and carry
on". Thus while technological
change is dealt with through one mechanism,
I
I

management 'style' change offers up prospects of serious resistance. Literally,
\'

AlIen does not 'fit in', it i~s only a matter of time before the second half of the
\:
company motto comes into effect. This brief ethnographic account allows us to
\

view any actions in terms

bf pre-established modes of being, which draw on the

historical and are enacted in the mundane.

In the next case study, we see a very different approach to change. some people
tend to re-inscribe new practices through a notion of tradition. Th~s while some
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things change, others can remain the same. However, this is just one aspect of a
culture where time has slowed and thus changes are experienced much less
radically than those of Steelite.

/

I
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Chapter 7, Case Company 2, Spode
In the previous ethnographic account, I outlined the historical context of Steelite.
In that ethnographic explication we could see how the historical development and
its' subsequent culture, effected and created the context in which meaning was
mediated.

In Steelite's case, we could see how their 'aggressive' culture

transcribed in part by their departure from the Royal Doulton's 'potting as art' to
'potting as process' metaphor, determined their approach to change in the
organisation. The management offered very little, if any, consultation when
putting in new machines. Further, this aggressive, somewhat masculine, approach
manifested itself in the materiality of the site. Relations and identities were
determined by the socio-historical Scriptura (see methods section), in that possible
meaning and being was mediated and conferred by available narratives.

I

I

In the following case we encounter a different culture where most accounts
collected claimed to some degree that 'people really matter' here. While there
have been changes which have placed people out of work, this has been, as far as I
could tell, kept to a minimum. One respondent, Ray, an ex-personnel manager,
\

\

said of the company, that,! "they prefer to absorb staff in other areas rather than
\'

make them redundant"

'I

(R~y, Site Retail Manager). The rhetoric of 'they'

in the

I

above denotes a collectivdi positioning, a pulling together in a family-collective

i

posture (a claim I qualify below). I found this to be endemic of Spode at the Stoke
site. Ray's claim is also indicative of the style of people management I found to
operate at Spode.
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In the case of Spode, as opposed to the previous company, there is a long-term
approach to both production and people, which is actively maintained. It is a 'way
of working' (people and process together) that in essence has changed very little
in two hundred years, according to the informants. Tradition forms the bedrock of
the mundane and historical narratives here and it is this that informs change and
people's reaction to it. Spode's culture, its socio-historical script's development
and its current representation, reaches back to the birth of the factory and the
traditions engendered through its founder, 10siah Spode. There are, for example,
shop floor and management staff alike, who have had generations of their families
work on the Stoke site. To this day there are, in places, three generations (mother,
daughter, granddaughter) of the same family working side by side.

This longevity of family connections runs throughout Spode; here history matters
in a more overt way than the denial writ large in Steelite. In order therefore, to
understand the culture of 'life and work' at Spode, and its (and I do mean the
company with the referential 'it', as it denotes company and people as closely
bound) subsequent reticence or resistance to change, its history needs detailed
I

attention. For example, on'e of the places we will visit in this narrative is the
,

\,

etching department. The process of etching has not changed in over two hundred
\!

years and is still to a large\ degree, done by hand, despite the pressures of new
technology and cheaper means of production. Methods for faster etching, such as
. acid etching, have been available for a few decades. Adopting such methods
would save the company literally thousands of pounds year on year, yet they still
do this job by hand. In this 'resistance' to new technologies, we get the first hint
of, what I term to be, a historical rebuttal against change.
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This rebuttal is further evidenced and writ large in Spode's 'materiality', both
internal and external. For example, Steelite's aggressive culture and its approach
to change, I suggested, manifests itself in the physicality of its buildings, which
appear in stark contrast to those around it. In the same way, Spode's culture is
emblematic in its physical manifestation, which in this case stands as a defiant
monument to change in many ways. The physical presence of Spode, its
exteriority, only becomes appreciable when one has made the effort to see it.
Literally, if you are not looking for Spode in particular, it is a site easy to miss,
despite its position in a town centre.

In the following section, I draw attention to the history of Spode and outline its
development to the present day. In this the voices of my informants, once again,
become contextualised and emerge as representatives of historical practice. In
Spode's case, as with the others, it is in history that we find the roots of culture
here. History acts also as a form organisational resistance as it appeals to past
practices of production, thus has a built in reticence to intervention and change.
For example, the retirement of a senior manager in July of this year (2005) made
people "distraught, it was as if he had died, people had never known anything else
but him" (Ray). This longevity of connected work relations and practices had
formed such a bond that grief was the only way to describe the experience of
retirement. This is just one more aspect of a long-term connectivity centred at this
site. Thus, changes at the level of personnel are 'slow' and it is this slowness and
its subsequent resistance to rapid changes, which emerges through the historical
explication.
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I then describe, through the occupying voices, the changes, as they have been
experienced at this site. My main informants were four well-placed individuals
who have been at this site, on average, for some forty years. Thus, they speak of
change with clarity of feeling. Arguably, there were very few significant changes
up until 1983 when the company moved to new ownership, thus the experiences
after this point reside comfortably within living memory. However, this does not
deny reflections on the past offered by my informants as Spode, more than any
company I have visited, holds a vast vault of knowledge (organisational memory),
both literally and socially.

It is in this context that the technological and

managerial changes are explicated here.

My concluding remarks make clear the historical connectivity and place this as
the basis on which resistance to change are based. The narratives, which are
available to understand and re-inscribe, meaning, are centrally linked to one
,

theme. Not only do people resist change individually here, they also resist change
collectively as an organisation, a force which I suggest holds back the tide of
modernisation, captured both by Spode's physical placement and their historical
\

i

context. In this way, Spode's culture, like Steelite, represents a distinct flavour
where capitalism is

practi~ed once

again in a different way. In order to capture

\t

fully my contentions I have deliberately outlined history in some detail and
\

length. This has two functions. Firstly, Spode's introduction of copper etching is
ever present in practices, thus integral to a narrative account of people at Spode.
Secondly, socio-historical context is important as it informs the basis upon which
people at this site see themselves and how customers view Spode as a historic
producer of ceramics, (as Foucault reminds us, site, that upon whiCh we base or
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view and develop perspective is crucial in considering meaning (Foucault, 1970,
pp. xvi-xvii).

7.1 Spode History, Josiah I; a connected theme
As with a lot of the surrounding pottery companies m Stoke-on-Trent, the
beginnings of Spode are humble and speak of a personal struggle. In this case, the
struggle was successful and the Spode legacy covers some three generations from
Josiah Spode 'the first' to the Josiah Spode 'the third'. It is with Spode the first
\

that we explicate the early beginnings of this case company.

Josiah Spode the first was born in 1733 and baptised on March the 25 th of that
year. A date which holds historical significance for Britain in that it was Lady
Day, a Christian festival marking the Annunciation of the Virgin Mary. However,

'I
it also marked a change in legal practices, as up to this date all legal
documentation was recorded in Latin. From that date forward it was decreed that
legal documents be recorded in native English (Roden, 1997) making it accessible
to a greater public. Thus Spode's entry into parish records was one of the first to
!

be noted in English.

\

Spode's father died when ~e was six and was buried in a pauper's grave. This left

i

his mother Ellen to bring up a six year old Josiah and his three elder sisters.
However, records of this time are sparse and as Roden points out, one can only
make tentative connections, through parish records, as to survival of him and his
family at that point. As Whiter makes clear "to have a father who was a pauper
and then to have no father at all at the age-of six is an unlucky start to life
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anywhere ... particularly unlucky in eighteenth century England" (Whiter, 1994,
cited in Roden, 1997, p 34). This was a notorious time for child mortality,
especially for the poor. But he survived and so did his family. I draw attention to
this early part of 10siah's life not so much to provide a well-rounded history but to
sow the seeds of familial connectivity ever present in Spode's factory to this day;
families together survive and have loyalty as a base upon which to do business.

At the age of sixteen records show that Spode was apprenticed to a master potter
of the time, Thomas Whieldon. Although, the use of the word apprentice here is
one of contention. Roden (1997), points out that there were two types of
apprenticeship, trade and poor. Trade apprenticeships were established by formal
indenture between parents and master, while poor apprenticeships were a
convenient way of parish overseers to rid them of liability and for this to be the
case 10siah would have to be under the age of sixteen.

Although it is recognised officially (in most of the historical accounts) that Spode
studied as·· apprentice to Whieldon, their relationship was more akin to a
\

partnership than that of

amaster to a subordinate. It is worth noting that both

Spode and Wedgwood

\~orked

\

~

under and alongside Whieldon. After his
.

I

'apprenticeship' ended, two major events were to play a part in his life. Firstly, his
\

marriage to Ellen Finely took place at the parish church in Stoke-on-Trent on 8th
September 1754. Secondly, he secured a position managing a pottery factory on
the current Spode site for Turner, Banks and Baily. This effectively ended his
relationship with Whieldon who was at that time in partnership with Wedgwood.
After a sixteen year working relationship with Turner, Banks and Baily, Spode
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bought their company and after a further six years, in partnership with William
Thomlison, Spode was established (1767) on the site, which is where the Spode
factory currently resides.

As his notoriety in pot making grew he expanded the then site by buying up
adjacent land. More and more bottle ovens were built and the site developed to
significant proportions. As his business had grown, so to did his family and during
his marriage his wife gave him eight children. The eldest of which, in 1778, he
sent to London to open a showroom and shop. "An establishment in London
meant that the Spode manufactory would know exactly the type of product
required by their well-to-do customers" (Roden 1997, p45). An early form of
market research to be sure, but this was to be the occupation of 10siah 'the
second' who we return to shortly.
i

'I

At the same time of Spode's success, Wedgwood was continuing to make a name
for himself, dwarfing to some extent the name of Spode. Although Spode admired
Wedgwood's work "he believed that in pottery there were greater arts ... " (ibid),
\
\

these were the years of experimentation. Spode knew that in 1794 Thomas Frye,
I
\,

in his factory at Bow, had experimented with bone ash in the making of
\1,

ceramics." (Copeland, date unknown) Thus Spode pursued a dream of making
\

pottery with bone ash; considered superior product. After some eighteen years of
research and practice upon practice he succeeded. This marked the beginning of
the now famous bone china ware. However, the rewards for his success were to be
short-lived and he died three years later in 1797.
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7.2 Josiah II - Copeland - Spode
After the death of his father, 10siah 'the second' returned from London and took
up position as owner/manager. From 1800 to 1883 more bottle ovens and
workshops were built to accommodate the rapid increase in demand for products.
As the works expanded so to did the need for housing for an expanding
workforce. In response, he acquired land and built houses for his workers. This
was a common practice for master potters at that time. Unlike the mills and mines
of the surrounding area, working conditions, despite the pollution, were better for
both adults and children alike. Master potters "were thought to have a paternal
interest in their workers and to be able to take care of their own work-force"
(Wilkinson, 2002, page 33).

This essence of respect continued under the stewardship of William Taylor
I

Copeland. His father was originally Spode 'the second's' partner in London.
However, due to the demise of both William Copeland in 1826 and the demise of
10siah 'the second' and 'third' in 1827 and 1829 respectfully, the ownership fell
to William Taylor Copeland. Subsequently, the brand was changed to Copeland
\

\

from that point until the mid nineteen fifties. At this time Cope land decided the
i

brand should be moved back to Spode as in essence they were making Spode
\\

wares. This takes us to a ~oint in the nineteen seventies, 1976 to be exact, when
I

Spode became involved with another well-established potter, Royal Worcester. As
it has some bearing on the case material, it is worth examining a brief history of
the Royal Worcester label.
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Royal Worcester has a long history of its own dating back to around 1751. Like
their cousins in Staffordshire, their early beginnings involved a mixture of
individual 'potters'. Flight and Barr (Dr Wall) set up in 1751 followed by
Chamberlain's c1786 and Grainger's established in 1801. They were dotted
around the outskirts of Stoke with Dr Wall taking a site by the River Severn.
These producers chopped and changed in ownership during the proceeding decade
under a variety of ownerships but came together in 1847 under the ownership of
the Chamberlain family. The firm was still known as Chamberlain and Company
until 1852 when William H Kerr and Richard Binns (now styled Kerr and Binns)
firmly established themselves so that by 1862 a joint stock company was formed
under the title of 'Royal Worcester Porcelain Company', a title it maintained until
1976 with some slight variations. In 1976, the firm became Royal Worcester
Spode Limited. Thus two great pottery makers came together in partnership but
i

with different cul~al heritage, which is a point I address under a gender theme
later in this section.

Amalgamated under the Copeland stewardship, Royal Worcester Spode Limited
\
\

continued to produce both types of ware and kept the brands separate but
i

administration was

cenJ~lised

at the Royal Worcester site. For Spode this

\!
presented them with one of the few redundancy issues they have faced in their
\

recent history. This was an unfortunate move for some of the loyal staff at the
Spode site. However, the situation was soon to be remedied under a new
management regime.
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The amalgam of two of the most established traditional pottery makers presented
a vast investment opportunity to any would be buyer. In 1988, the London Rubber
Company (LRC, makers of Durex) were looking to expand their investment
portfolio and decided in the direction of ceramic manufacturing. Ray, the current
retail site manager, informed me of the reversal of the previous administrative
move under LRC's control, "they (LRC) decided to make Spode and Worcester
both self-sufficient sites". Thus, they had to re-employ a lot of administration
staff; as such the drop in the workforce instigated by the split was reversed.

From there the company was sold again in the nineties because the LRC had
experienced major problems in America due to the faulty production of condoms.
This coincided with the spread of aids. Ray remembers humorously a time when
this reached the local press and recalls the satire at that time,

''you may be able to get hold of copies of the Sentinel [Stoke's local news
pape], there were certain cartoons where somebody was looking at a plate

and s~ying 'well this is a second lets hope the condoms aren't the same',
\
'I

but ironically it turned out that way."
!

\'
\\

Thus LRC in combination with a widening portfolio, and faulty production in
\

their core business, developed serious financial difficulties and Spode once again
went on the market. At that time Derby International, which was owned by an
entrepreneur AlIen Finden-Croft and an American Lawyer, Ed Gottisman,
purchased Spode. Derby International also owned TI·· Raleigh Bikes of
Nottingham. However, they also owned several other ceramic manufacturers:
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Hamersly China, Palasey Pottery and an American distribution site, which they
brought together under the label 'Porcelain and Fine China Companies Limited'.
This continued until Ed Gottisman sold his shares to AlIen and the company has
been under single ownership since that time.
7.3 Context

I have mentioned the fast-moving management changes in ownership at Spode.
One would expect that these changes would have made radical differences to the
lives of the people who inhabit such an organisation. But stepping into Spode,
\

whether you go on foot or drive into their car park, you get a sense of 'stillness'.
You could almost hear your watch stop ticking, and given the frenetic activity I
experienced at Steelite, this was a working museum in some respects.

In the following paragraphs, I outline firstly the materiality of the Spode site. Life,
I

that is social move~ent, the everyday opening and closing of adjacent businesses
appears to move apace and leaves Spode relatively unscathed. It is as if Spode
stands as a resisting force to the tide of change. Secondly I analyse how this
factory has resisted, to a 1arge degree, some of the changes familiar to people in
\

"

comparable industries within the Stoke conurbation.
\'
1\

\'
i

As you approach Stoke-op-Trent, the town, from Newcastle-under-Lyme you
i
drive down a hill (Hartshill Road) and drop into what was once a valley area. This
is full of old houses, again like Steelite's location, these houses are dark
red/purple brick constructions. There are also new build houses and an untidy
distribution of small factory retail units. The old cinema has given over to several
attempts at revitalisation under the guise of a nightclub. Charity shops abound
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interspersed with old cafes, pubs, paper shops and the long-standing operator
'Woolworth' (now closed). New shops ate opening all the time and the area is in
constant evolution. It reminded me of a scene from H.G. Well's 'Time-Machine'
(1960) where the main protagonist sits in his machine while he advances through
time and watches ladies fashions change in the local clothing shop. Only in Stoke,
you don't need a time machine, you can turn three hundred and sixty degrees and
see old and new in chronological interplay.

In the centre of this' town stands a 'monument' to an older era. Once aware of it
you chastise yourself for missing it; Spode's old chimney. It stands above the
local skyline and can be viewed from the town centre and various points around
the locale .. This is still the case in the present day, where Spode stands defiant,
writ large across the skyline. I draw attention to this for two reasons. Firstly, as in
Well's 'Time Machine', it remains as a silent witness to the changes of the last
two hundred years and is indicative of a resistance to change endemic of Spode's
historical reach. Secondly, it marks the factory site's centrality in the town,
around which modernisation proceeds apace but appears to leave Spode
I

i

untouched, as if it has been protected from the pressures of late modernity.
I

\\
\;

When examining the local planning maps you notice the roads that surround the
\

factory. In one map to the fight of Spode, the old canal is the transit line for goods
incoming and outgoing. This has been replaced by a road but the most striking
thing is the factory is surrounded on all sides by a circulatory road system (oneway system today), as if this is the moat to Spode's castle and the chimney its
keep, a keeper of history and tradition. A further marker of this moat and castle
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metaphor can be found in the entrance to the factory. The old 'bell' hangs over the
entrance arch, "if you were not inside when the bell had rung, the gates were
locked (the drawbridge raised) and you could not work that day" (Ray).

It is in this context, this testament to history and tradition that I first met Ray the

retail site manager. He was a short man of about fifty-five years of age. He had a
long history with Spode, being recruited to this site in 1983. However, he had also
been at the Worcester site for some years before that. We met in the entranceway
and proceeded to th~ small cafe on the site. As we sat there working through the
preamble he pointed out that

"although visitors use this it's also available for staff. You can come in
here some lunch times and see the managing director sat with the slip
house guy having a chat and a cup of tea. There's really no difference
here in that it is afamily orientated business and has been for as long as I
can remember". (Ray)

I

This had a distinct flavour and reminded me of Wilkinson's claim above, where
the Master Potters "were thought to have a paternal interest in their workers and to
1:
I

be able to take care of their own work-force" (Wilkinson, 2002, page 33). In fact,

I
this was certainly an impre'ssion, which arose time and again during my time with
Spode. For example, Gloria, a manager who had been with the company for some
thirty-eight years, when describing here time at Spode said:
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"it's like a family here, everybody knows who you are. I think it's because
people here have been on here for years" (Gloria).

This feeling of family, of longevity, was apparent as I talked to others on the site,
it formed the basis upon which changes were considered and implemented. This is
best expressed as Ray talks through some of the technological changes at Spode
but more importantly contextualises the need to resist newer methods of
production,

"There has been an investment in putting in new equipment; new
technological ways ofprocessing but the fundamental principles of making
pots on this site really hasn't changed and that's quite evident ifyou go on
the factory tour. We always say to visitors,

'if you've

been to Doulton's

Wedgwood, what ever and you come to Spode it's like stepping back thirty
I

years', and that's because the processes that we use are still very much
hands on operations and that's because of the complexity of the shapes
and the patterns .that we produce won't allow themselves to be mass
\

i

produced. You know you could go to Wedgwood's and put a piece of clay
\

on one

\'
end and ge~i a

dinner set of the other, but that doesn't happen here

\:

"(Ray).

Notice how here Ray references Wedgwood (a traditional rival), he compares
their process of mass production, "put a piece of clay on one end and get a dinner
set of the other" and claims that Spode's wares are resistant to such a process
because "of the complexity of the shapes and the patterns that we produce". This
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appeared to me to be a little bit of an exaggeration because the new pressure
casting technologies were capable of producing intricate pieces of ware. So I was
unsure of his rationale for the rejection of new technologies, however I did share
the sentiment expressed in his derision of Wedgwood's process where people
were devoid of the manufacture, a 'black box' metaphor of production (Hatch,
1999). And it is this, along with a tradition of detailed, labour intensive
production I suspected was the resisting force behind his decrying of the newer
technologies.

However, in conjunction with the tradition of pot making lies a further link,
another marker of appeal to older times and the respect of 'master potters and
their workers' and this came out in greater detail when I questioned Rayon new
technologies they had subscribed to. Like most of the factories in the locale,
Spode has installed a new pressure caster to speed up the process of some
products. I asked Ray what the workforce reaction was to the installation of this,

"Lei me go back. slightly and give you and example of the company's
\

\

responsibility to the, workforce. About six years ago all our hollow ware
\.

was made on semi 'automatic machines. We brought in a machine that fully
\l
I

automated this process and essentially this made eighteen people
\

redundant. It was brought in because we could not match the demand.
However, instead of making them redundant we retrained a large
percentage to work with this machine in the clay end and retrained the
rest in other areas. However, the last three or four years we have resisted
bringing in another machine because we have not got the opportunities to
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redeploy the workers this would displace. Rather than bringing it in and
having nowhere for the staff to go we run the older machine twenty-four
hours a day" (Ray).

Ray's claim to resist the installation of a machine, which would lower the wage
bill despite the redundancies, was quite a shock. I had become used to Steelite's
translation of capitalism and would expect others to have the same hard line
position, but as I pointed out in the beginning, Spode really appears to care about
its workforce. As Ray points out, "rather than bringing it in and having nowhere
for the staff to go we run the older machine twenty-four hours a day". This

caring29 theme, although admirable on its own, is intertwined with the company's
production methods where "the fundamental principles of making pots on this site
really hasn't changed and that's quite evident ifyou go on the factory tour". It is
I

on the factory tour. that the labour intensive methods and the 'talk' of our guide
I

really makes clear the longevity of connections between workforce and product
and what I term to be an identity with the history on this site.

I

On the tour Mary was to be my guide. She was a woman of about four and a half
\

\,

feet high and a slightly melancholic disposition. This was not to the point utter
\!
i

misery but she had sadness about her, which I could not place. I was with two
\

other people on the tour,! who were Dutch. I mention this because one of the
changes that all industries have faced emerged as she described to me (she did not
integrate well with none English speakers, and found in me a confidant) her
worries with taking people on tours.

29 I used this phrase, as it was emblematic of the interviewees' responses to me about how they were
treated at Spode.
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This was a litigation culture in evidence as she warned people not to touch
anything and discouraged talking to workers because

"if they injured themselves

they could make a claim against the company" (Mary). As such, she was just as

busy making sure they did not hurt themselves as she was explaining the process
of production. However, what really struck me about Mary was an incident she
described that happened six weeks earlier,

"/ was coming out of the top floor double doors and / fell down the stairs.
Twenty in all and / broke my wrist and had it in plaster for six weeks. /
only had the plaster removed on Tuesday (my tour was on the Thursday).
They've told me on here (some other personnel) that / could get thousands
for it. But I'm not like that, it was a bloody accident and no one's fault"
/

(Mary)

/.

I

To be honest, I was astounded at this as the culture in the local area, constantly
bombarded with the insurance adverts of 'Where there's blame there's a claim',
\

I

was one of litigation and it was always someone's fault. Mary said to me that
!

\'

although she had been told she could get money for it, she was not like that. She
\1

stood, like some of Spode's practices, as a resisting force to environmental
\

pressures. I took then her original sadness to be one in which she had to literally
fight against the litigation possibility, whilst knowing that accidents happen,
further evidenced as she worried when the workforce engaged with the visitors.
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"/ always worry when John is on here (machine operator on the flatware
machine) because he always talks to the visitors and invites them round to
view the process. / know he means well and loves his job, but

if anything

happened... "

In many ways Mary set the scene for my tour, she was emblematic of Spode's
resistance to change in her refusal to litigate. It was this refusal I saw embedded in
manufacturing and social practices here, which marked my tour.

7.4 Technological change
After a brief stop in the tour, where the other two visitors talked to John, we
moved onto the firing area. This is where one can see one of the stark changes that
all ceramic companies had to face after the Clean Air Act of the post war era; the
I

I

introduction of the gas fired kiln. Before the Clean Air Act "it was not uncommon
for the sun to be virtually blacked out by the smoke. Many people remember
walking the streets and not being able to see their companions next to them"
(Behm, 2005, p. 1). Sohle experts calculate that in the heyday of ceramic
\

\

production there were up to 4,000 bottle kilns with as many as 2,000 still standing
I.

\1
in the 1950s now they number 46 and are listed for historical purposes. From the
I

i

smoky skylines of the p~evious century, all that remains as the signature of
i

process is now reduced toa small red glow of the electric kiln. After a brief stop
to view the latest kiln process, Mary moved us towards one of the finishing areas
where the product has any loose fragments removed.
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The removal of loose fragments is called fettling (sponging and scraping) and in
past times was a labour intensive procedure. It involved lots of workers removing,
by hand, any small defects (extra clay deposits) from the product. This process,
would on average involve a workforce of about twenty, when production was
high, according to Mary. Now, as Mary points out, it is done by machine and this
requires only one operator. We stood and watched as the product vibrated in a
floating rotary bed (suspended on springs) of small abrasive stones. This
effectively removes excess materials and serves to dull the edges of the product
thus creating a smooth rounded finish. I had at this point expected to view mostly
ancient practices of 'potting', but here, despite the rhetoric, which had been overt
from the start of my engagement concerning the "little has changed" narrative
from all my respondents, I faced two distinct large scale changes. The first one
had been purchased as a result of the Clean Air Act, an environmental concern,
i

the second, as a response to new technologies and the removal of a costly process
(financial environmental pressure).

I draw attention to these, at this moment of the tour, to show that although there is
\

\

a common rhetoric of 'little has changed', of maintaining 'traditional' practices in
I,

operation here, there have!. been some serious changes technologically speaking,
\\

which had a large impact on the workforce. This appeared to go against the

I
rhetoric of 'traditional' practice and flew in the face of the contestation that "little
has changed"; there clearly have been some large-scale changes. I questioned
Mary about these changes and she pointed out, in agreement with Ray, that
despite the new technologies, "it wasn't too much of a problem, as there was
always plenty or work to do, people were given other jobs (redepl~yed) in other
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areas when machines took over (people displaced by new technologies).
Furthermore, she told me that there is still a "handcrafted tradition here" despite
the new machines we were looking at!

7.5 Duplicity and tradition
From my perspective, I can understand that it would be impossible to maintain
tradition as far as the firing of clay is concerned; we could not return to the 1900s
and the smoke filled skies the exemplified the "Potteries" of old. Further, I can
understand removing large areas of the labour intensive fettling process, as it adds
little to the handcrafted tradition (or product value) as the product has already
been handmade and fettling is a finishing process. What is important to take from
I

this disparity is that it presents a crack in the veneer of the tradition maintaining
rhetoric. There is something subtle, suspicious even, about how people can hold to

fac~ of changes to the degree observed thus far. My own words

tradition in the
I

above give the first hint of an answer to this subtle interplay, where the
'traditional' rhetorical call to older times and hand crafted skills survive, despite
the contradictions experiehced
at this site.
I
I

\

\1
1\

To aid further clarity here,
consider the phrase 'erosion of tradition'. What,
i
i

essentially, we are talking. about here is a term, that serves as a referent which

i
'marks out' borders of consideration. When one speaks of 'tradition' in the
potteries and specifically at the Spode site, what is it that denotes, that outlines the
boarders, of consideration under the rubric of tradition?

Thus far we have mistakenly, in my view, taken tradition to mean 'handcrafted', a
rigid definition. Do we then discount machines, which aid the process? Do the
new pressure casting technologies count as traditional production methods?
Clearly not, as the only resemblance to traditional pottery process is that it moulds
clay. Do we discount the potter's wheel as traditional? It is, after all, also a
machine, a technology, which aids the moulding of clay. Of course we don't
discount the potter's wheel, it is seen as a traditional way to make pots and
experienced in every school (imprinted as an ancient art, part of the art
curriculum!), yet at \some point in the past this was a new technology. Before
Spode invented the copper engraving process for print transfers, plates, cups,
bowls and all other ceramic items were hand painted, yet copper engraving is seen
as traditional (see Ray's comments below). Essentially then, we are talking about
borders, about parameters of consideration, when uttering the word tradition. In
/

my consideration, I saw fettling as unimportant to the signifier 'tradition' and thus
made a clear justification in my mind. In this company's case, 'tradition' is a fluid
term but a fluid, which has high viscosity (visible in the materiality of the site).
What is signified by the term 'tradition' does change here, but that change is very
\

\

slow.
\;
IJ
\1

The question that arises then is 'how are people actively maintaining 'tradition',
\

as a theme? How do they redeploy boundaries around technologies and still claim
traditional production activities, despite the technological effrontery (standing in
front of a machine and telling me little has changed) and the obvious challenges to
such arguments? To gain some insight into this process of inclusion/exclusion
boundary creating and the duplicity of 'tradition', we continue on the factory tour
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and see artefacts that lock Spode to a historical time of production and hear the
voices of others as they too announce that 'little has changed, they stick to
tradition here'. Of course, one cannot be sure that this was not a playback of
company speak, but if so it had become engrained in the culture of Spode and thus
forms the basis of re-inscribing changes.

7.6 Back in time

After leaving the lower area, where the kiln and fettling machines are located, our
\

party moved up to the main production area. This was where the clock stopped as
far as change is concerned, or so it appeared to me. There were newer
technologies to be sure but these are small and appear to compliment the
,

production rather than to change it in any radical way. For example, the hand
finishing of products, specifically plates in this area, used to involve sponges, real
I

sea sponges. The orily change to this finishing process in two hundred years had
been the introduction of synthetic sponges. It was interesting to note that Mary
defended the introduction of synthetic sponges, "we use synthetic sponges as it's

cheaper, the real ones are expensive but there are still certain wares that we use
I,

\

real sponges on, it's the type of clay you know, its better to use the real thing"

\i

(field note). Mary offers la cost rational for the change here, but also in this,
I

somewhat trivial example, there is a togetherness of old and new along a

i

continuum of past and future, a subtle change which is not too large but chips
away a little more at the notion of tradition (boundary change). It exemplifies in
part the slow reforming of boundaries around tradition, after all the sponges are
still used by hand in this area of production.
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After a short stop over in the fmishing side of the plate making we moved onto to
the main production area. Here we could see a few people operating semiautomatic machines, which produced a variety of shapes commonly called flat
ware. Above I raised the question of the potters' wheel and its inclusion in the
'tradition' category. Here, the wheel is very much alive as it underpins flatware
manufacturing. Note that there are similarities between AlIen making flatware in
2005 and one of his predecessors in 1930. The only discernible difference
between the two is the size of the 'tool arm' and the size of the guard around the
machines. Little in this process has changed in nearly a century. Only very small
modifications are apparent, minor amendments to the 'potters' wheel. The area
where Allen works his wheel is part of an area known as the cook-shop. Before
Mary continues her tour, we took a short recess and talked to the supervisor of this
area, Steve.

Steve is a short well built man of about forty-five years of age. He has been at
Spode since nineteen eighty-five, when he joined as a trainee caster. From there
he,

\'

"moved down into (he cup shop where I did various things from making
\:

stripping, lapping, ~achine setting - putting the machines to make the
\
I

different shapes, from there I put in for the supervisor's position which I
got.

From there I took over another department the pressure-casting

department" (Steve interview)
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From my point of view, Steve was well equipped to talk about change and the
reactions of the staff in this area. As we talked, he reaffirmed the common rhetoric
experienced thus far from this site; that Spode "liked tradition even

if it was a

bitch to set up". Again, he told me this despite the obvious contradictions to his
claim; there were new cup making machines and he was in charge of the new
pressure casting area, so I questioned Steve further on this,

"Actually from the cook shop point of view, which is where I have spent
99.9% of my time on here, very little change really. The only big
enhancement is on the cup side, a cup roller that was bought in about 10, 11
years ago and it was a fully automatic unit. It did the big runs and all that
s.ort of stuff and the handle cutting was the machine that accompanied'.
(Steve)
/

The interesting point here is that Steve outlined a call to tradition earlier with
claims that "they like the traditional stuff'. Clearly however, there were some big
,

changes in production, discounting the two previously mentioned, where he
\

i

worked which involved a move away from tradition. Let us examine for a moment
"

the size and quality of the change he is talking about before the cup making
\\,
1

machine came in'

"a basic everyday mug would have been made at 6 a minute by a bloke
ripping off a piece of clay chuck it in a mould, place it in the making
machine, semi-automatic, all it did was up and down spinning, squeezes out
all the excess clay" (Steve interview)
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Notice here that we are already talking about a semi-automatic machine,
something that would have been a new introduction some years before c1920.
Steve here devalues this machine in a very dismissive manner, "all it did was up
and down spinning". It is not the machine, which is important in Steve's

evaluation of the change, which becomes clear as he explains further the older
process,

"A bloke would six a minute on that old machine ... then it would go around
a drier track ... they would then remove the ware from the mould and inspect
it for quality purposes, place it onto board, place it onto trolleys .. from
there it would go to another machine where somebody would stand there
and put it through, sponges the tops, rounds it off. ..from there it would go to
/

another person who would reface the body, that is sponge any faults, minor
faults or imperfections in the body inside and out. From there it would go
to somebody else who would stick a handle on, bear in mind that somebody
has been paid to make the handles, fettle the handles, cut the handles, this
I

I

person would sponge the handle, apply to the cup, wipe it all around that is
\,

your finished piece"'\(Steve interview).
\1

\'

i

As you can see, the older way of cup making involved several stages in the
production process. Again, it was labour intensive and involved, at all stages,
some form of handcrafting ability; the 'finishing touch' given by the craftsman.
The new machine drastically changed this process,
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"all you need now is someone throw a piece of clay on a big conveyor belt
that goes up and over, it drops it into the pug, pushes it along, mixes it all
back up, makes it to the relevant piece of clay that you want ... somebody
wipes the slip off, goes to the end of the belt, it picks it up, chocks it to keep
it shape, puts it on a board, job done. And it does that at 13 a minute".

(ibid)

So the impact of this change was mostly felt by the people who were originally
involved. The machine refined the process and 'enhanced' the cup making
production but removed the necessity of such labour intensive attention. I thought
at that time that Steve is counting cup making as a subsidiary of the cookware
area thus saw the changes as affecting only a small area. In this way he could
claim to have seen little change, "very little change really" and maintain tradition
!

as a separate

issu~

located with other processes. This divide, this separation

between new tech and traditional ways was Steve's method of maintaining a
traditional rhetoric despite new developments. The crux of this lies in his use of
the term 'enhancement'" "the only big enhancement is on the cup side". The
\

\

exclusivity of the referent 'tradition', what is outside migrates to the inside
\,

through the subtle use df the word 'enhancement'. Thus, for Steve, the new
\~
machine 'enhanced' what is traditional rather than displaced it. And this notion of
I

I

'enhancement' is something I return to below after Mary guides us through the
rest of the tour.

After the cook-ware shop Mary took me to the decorating side of production,
where little again has changed radically over the last 150 years. Fo~ example, one
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of the main ways to put a pattern onto a ceramic plate is either to paint it on or by
what they call transfer printing. Literally, the pattern is printed onto a blank
transfer sheet and then applied to the ceramic. Now this process involves several
stages, the base copper engraved pattern, applying ink to the pattern and pressing
a blank transfer onto it, then the transfer is placed onto the ceramic. The process
had not changed in any significant sense for the last one hundred years.

In the finishing shop then, one could agree that tradition had some sort of meaning
as far as historical practice was concerned. In this particular area only the clothes
that women wore had changed in style. After this area, Mary told us that we were
approaching the end stages of our tour but we had one more stop in the printing
department and this was where there had been significant changes in pattern
application; the Murry-Curvex machine.

The Murry-Curvex machine is a fairly new development in ceramic transfer
printing. I had seen this at the other ceramics sites I had been to but I was keen to
I

see how the notion of tradition, the rhetoric of tradition, could survive such a
\
\

modem 'enhancement'. From the area I had just seen where things had remained
i

the same for centuries, this machine represented a fairly heavy departure from

r

tradition as far as I could s,ee. Thus we leave Mary at this point and return to Ray,
I

whose words capture the notion of 'tradition' and speak better to this point than
mine. Here, he outlines a move which placated what he calls the 'purists' position
on changes to production methods and at the same time makes a case for changes
in other areas,
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"Spode developed the copper plate engraving process because at the time
he was looking at a way of improving bulk production. Prior to that he had
paintresses painting the blue and white, so he came up with an idea of
modernising the process by printing onto tissue paper (transfer printingj,
erm that was then put onto the product which continued up to the 1950s and
then of course people said 'that's fine but we need to mass produce flat', so
what they did they had the copper plates and instead of printing it onto
tissue they used a gelatine bomb (Murry-Curvex machine) to take the print
off and place it onto the ware. So again in the 1950s the purists were
saying, 'my word you can't do that' but really it was only a progression of
what Spode had done anyway and then of course in the 1990s early 2000s
we went a further step and instead ofprinting by gelatine bomb we then silk
screen printed the blue and white designs onto a lithograph and again the
purists said 'you can't do that' but what we do, and what we did of course
was still to use a copper plates as a basis, so we've not moved away from
the copper plate whether you do it by Murray Curvex or by lithographing
I

I

and the process of making the copper plate is still done by hand, so we are
I

\1

movingforward but 'still trying to keep hold of the tradition".
\'
li

Tradition here is firmly i: seated in Spode's original copper plate engraving
technology. So when tradition is talked about, it really refers to the copper etching
and hand crafted designs, which are still alive and in production at Spode. The
''purists'', as he calls them have raised their hands in woe at the changes brought

forth with cries of "you can't do that". What essentially happe~s at Spode is
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change, as long as it does not affect the basic principles of copper engraving, can
be reworked as 'enhancement' and any changes are viewed as "only a progression
of what Spode had done anyway".

As the original chimney stands, while changes have happened around it thus
Spode's original copper engraving stands as a core process while changes are
viewed as enhancements. The boundaries of the referent 'tradition' thus change
slowly and while there is a core process there will always be a call to tradition. I
mentioned earlier the notions of viscosity to refer to the boundary of the referent
'tradition'; changes are slow and the boundaries of consideration can be re-written
slowly.

A~y

process of change at Spode appears to be a gentle flow of

enhancement. In this flow, people have time to adjust to changes, they can see
how new developments are just an enhancement thus resistance to change from
/

within is low. The ,organisation itself resists radical change because it only takes
up technologies, which enhance the process of what Spode had done anyway, "we
are movingforward but still trying to keep hold of the tradition"

I

In this chapter, an ethnographic exploration revealed the traditional nature of
'I'

working life at Spode. 'Meaning'
and 'being' at Spode, in terms of identity and
11
\'

change. are derived from the narrative of 'tradition' and despite clear changes,
1

I

people are able to claim stability through a historical claim lived in the 'mundane'
and everyday social interchange.
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In the final chapter I turn to a closer analysis, which draws together the themes
developed and explicated in the ethnographic studies with close reference to
themes developed in the literature review on Identity.

I
1

1

\\
!
I'
\
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Chapter 8 Narrating tradition and resistance to change
In Keleman's paper on re-inventing the past, reference is made to Ezzy's maxim
that an "individuals' evaluation of their experiences .. .is related to the nature of
the narrative they tell about their present" (2002, p. 21). In extension, and drawing
on the work of Recouer, that in this interplay between evaluation and presentation
of the now, meaningfulness is neither fully linked to the present nor totally
contained in the present. Meaningfulness is interwoven with representations of the
past and the present in the present. The present offers the opportunity to rehear
\

mediation on the past.

In

essence~

what is available as a narrative of one's self in relation to identity is

mediated by the past in the present at the point of recall. What emerges from this
process is a form Iof socio-historical Scriptura reiteration, literally a moderated
duplication. This reiteration draws from the living memory of employees and
relatives of workers in and around the pottery industry. What then is available to
those who talk of the now is inevitably a complex mediation on the available
Scriptura. This is an essential characteristic of each of the ethnographic
\
1

explications offered in the previous chapters. In this way, they held their
1,

narratives within bounds '\IOf specific cultures, such as 'aggression' in terms of
i

Steelite and 'familiarity' it?- terms of Spode. Each of these cultural narratives thus

i

provides the Scriptura on which to mediate change and deal with this in terms of
individuals coming to terms with such changes.

Therefore, if there is a change that steps out of the available narratives, already
writ large within an organisation, resistance is inevitable as it destabilises the
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process of self-continuity within an identity predicated on a perceived-to-be-stable
narrative. To explicate this in relation to the literature on change, in terms of
highlighting its intercession in the narrative process, and reference the literature
on identity, I proffer the case of Spode where the claim was that 'nothing had
changed'. This will evidence the process of narrative maintenance despite the
actual changes that took place. To do this I offer what is an essential element to
the narrative of Spode and that is the narrative of family. In this, I also bring in
some aspects on one other case study not explicated in the ethnographic record in
previous chapters in order to clarify and as such warrant inclusion as an
addendum to the Spode case.

The first point of call here is one of narratives of 'family' and 'loyalty'. This is
offered here to explicate the context from which our informants negotiate and
I

explicate their experiences of working life and change within their particular
industry. In this, we can see the role that family discourse plays in mediating
events as perceived by employees in relation to historical time as mediated in the
mundane. In this we can perceive our understanding to be similar to the way a plot
I

!

or narrative within a story provides the constitutive elements of available
\,

identities and the relationi, to that and the individual can be understood as self1!

\1

narration. Individuals thus construct themselves and draw meaning through story
\

telling, both as it intersects with others, and provides self-continuity for the
narrator. Change interrupts this process by offering an incompatible narrative, in
what can be perceived as a clash of narratives.
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8.1 Narratives of family, loyalty and gender segregation.
One of the main narrative constructs offered by one interviewee was a reflection
on the workforce and her relation to it. I mention this as this interviewee was
actually playing what is a 'traditional' role in the family business, that of
'hostess'. Explicating this here helps to contextualise her voice as a narrator of the
past and its relation to the present. It is also essential in that history, in this case,
has been re-told by her in both literature and materiality in terms of a museum
dedicated to the company she represents. This then serves to couch the historical
time element crucial in understanding the way people in the industry have been
able to maintain coherent narrations of selfhood and identity despite changes to
systems.

We start here then with Mary Dudson, mother of the current directors of Dudson.
I

Her mediations on the past paint a picture of a time out of kilter, in many respects,
to our modem perceptions of working. Her disconnection to the direct working
practices of the company, of which she bears the name, are telling of a past time.

"/ had no connection with working on the factory, no connection at all, but
\.:

/ enjoyed people, so did my husband, so the vast majority of the entertaining of
'I

'I!

our customers fell to us.

'ISO /

got to know everyone very well in terms of our

\

customers especially thos~ from overseas and / quite often put them up" (Mary
Dudson).
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Traditional family roles, especially those of the female partner, tended towards a
more patriarchal association where the 'wife's' role fell to servitude in contrast to
talking business, as was perceived to be a male prerogative.

"For years and years / was just involved as hostess, bringing up children
and everything else and listening to my husband and the problems". (Mary
Dudson)

Note here that Mary's discourse legitimises here role as 'hostess', 'mother' and
'sympathetic ear' both in terms of narrating her identity and also an appeal to a
past cultural context long before developments of feminist ideologies became a
prevalent means of expression in terms of equality. In this then, Mary plays a very
traditional role, depicted in many big screen films. Her own career aspirations, as
/

many screen simulacra depicted, become subsumed under the 'traditional'
patriarchal relationship despite having, what was then a very privileged start in
life.

!

"/ did physiologyat university and / was a junior lecturer in London"
!

(Mary Dudson).

It is only when the skills she developed from her early beginnings were seen to be

useful that she became more directly involved in the business with her husband,
but not in terms of the day-to-day running.
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"/ did not become directly involved until 1974 when we were going to
celebrate our 175th anniversary from the foundation of the company and my
husband said 'could you do some research in the next year to justify that what we
are saying about the history of the company is the truth? Because we know as
family and know how one or two bits and pieces that we were established in 1800,
if we are challenged, how do we fight it? ' So that became my job and the first time
/ became directly involved in ceramics" (Mary Dudson).

There are two points to distinguish here. Firstly, there is a need to establish
credibility in tenns of historical claims to longevity in business; "justify that what
we are saying about the history of the company is the truth". There is thus an
I

obvious deployment of historical narrative in relation to justifying the 17Sth
anniversary event and further, to rebuke any challenges to that depiction of truth.
I

Resistance'to challenges are built in to the rhetoric and set up in pre-emptive
rebuttal of potential challenges to the official publicised line, because it is not
enough that "we know as family". The narrative of family, entwined as many
were then with company, is such that it needs maintenance outside of the
I

!

everyday rhetoric of familial
discourse.
,

In developing historical 'I narrative, Mary delved deeply into the past and
\

subsequently became the curator of Dudson's own museum and official
publication. The museum is set inside an old bottle kiln; a symbol of the pottery
process. In order to make clear the linage of development, the museum is laid out
in discrete period segments defined along a time line dating back to 1800s, which
makes it one of the oldest finns to have survived thus far in the pottery

conurbation. As if the narrative she declared in her book about the Dudson family
were insufficient, the material re-enforcement with artefacts assures the visitor of
the historical facts.

In this setting, surrounded by the past, laid out in a spiral time line

30

,

I continued

my interview with Mary. I was curious about the problems she had heard about
with regards to the changes and difficulties, specifically with the workforce over
the years. It was at this juncture we hear about the idea of loyalty, albeit through
what I thought then to be 'rose-tinted glasses' .

"There were not too many problems with the workforce because even now
I

people (ex-workers) come into the museum and say 'oh, it was a happy factory,
we loved working there '. People come here [the museum] and say 'my mother
I

worked here and she loved working at Dudson 's, she was so happy then" (Mary
Dudson).

The theme of happiness in relation to problem development was one Mary defined
\

\

clearly here. The idea that the workforce was happy, on the one hand denotes an
i,

idea of clear 'husbandry"lperspective, in terms of looking after ones employees,
:,

",

but on the other hand raised a question of attendance at the museum. This theme I
\

probed a little further in order to tease out something I suspected was another
theme in terms of the workforce aligning themselves and their own historical

30 What this was alluding to was that the museum's artefact display was laid out in a bottle kiln
showing artefacts from the newest point in time, then flowing up a spiral staircase going back in time in
terms of artefacts.
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narratives. I thus asked a little more on the subject of the workforce in terms of
this theme of happiness

"Everybody says that [says they were happy] all through [all the visitors to
the museum who were past workers] and even the people who are now with us
and have been with us all their working life, from when they were there as a very
young person straight from school, said it was a happy factory" (Mary Dudson).

It was not the fact that happiness was a protracted declaration here that was of

main interest. My assumption of this museum was that it was a general historical
resource for the tourist industry and the potteries as a whole. Indeed it was one of
the main attractions listed on the historical tour operated by local bus companies
for oversees visitors, along with several other, more well know ones such as
Wedgwood. What was evident from this was that there were a significant number
of past and current employees visiting the museum with their families.

"Oh we get a lot of our old employees, and the new ones, coming in here.
I

\

In fact they probably make up most of the visitors who come back on a regular
basis ... they come in and }~ok at some of the old prints and say 'look we still use
that one' and make other comments about tools they still use at work ... quite afew
i

have bought the book I wrote about the family and always ask me questions about
this and that" (Mary Dudson).

As Mary herself narrates a past from which she defines her own project in terms
of identity and self cohesion, so it would appear that the work~force are too
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investing in a historical process of identification. This will be used to clarify some
of the discourses around claims of 'everything is the same' and 'nothing has
changed' in the later part of this analysis. For now though, I did wonder how this
linked to an idea of 'loyalty' and if there were any episodes Mary could recall,
clarifying this aspect a little more.

"we were celebrating 100 years in specialising in hotel ware. We took
over a whole hotel in Guernsey and they flew all our distributors, agents, sales
force and their wiv~s from every part of the world for a long weekend, what that
must have cost I don't know, they arrived on the Friday. Saturday started with an
introduction from my husband and me giving them the history. Then we gave a
I

'

lavish dinner and there were all sorts of things going off, such as swimming, golf
tournaments and games for the children, it was a fabulous weekend. For the
Saturday do they put our antiques around the ballroom. However there had been
a mix-up with the reservations and the hotel said we would have to clear the
ballroom by eight in the morning. How we going to get this out by eight? Lets
have a few hours sleep and
everyone can clear it in the morning. When we got
\
I

down there at six in the morning they said the last of the removal vans is just
I

"

going, they (the sales force) had stayed up all night and cleared the room before
1!

\!

we got there. How much l~yalty can you have? It is a team, it's afamily business
after aIr' (Mary Dudson)

i

Obviously here there are many ways to interpret this episode and it would be hard
to envisage the same in a modem day organisation. However, what is important to
take from this, is the idea mentioned earlier about family, history a~d loyalty. The
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historical investigations by Mary, and the subsequent museum development, have
provided a more academic repository for individuals to draw from in developing
their own accounts of historically pertinent narratives. For example, when
workers, both current and old, come to the museum they have a congruent set of
materials to draw from when narrating their own identity. This obviously
supplements the socio-Scriptura held in living memory passed around the factory
and rehearsed in mundane time. Furthermore, it marks out a propensity for the
workforce to actively seek out further connectivity with what most of us would
feel to be mundane employment in repetitious task. I argue that this is in line with
identity re-enforcement and with self-narration consistency. What is clear from
Mary's

ac~ount,

is the idea that family and loyalty are strong themes that run

I

through the available discourse of the company.

I

To demonstrate this in terms of family, I interviewed several of the work force
concerning change and how this had been accepted and dealt with in past and
recent times. The following account explicates one episode, which regards the
change of the 'shut down' period when everyone takes his or her holidays at the
\
\

same time. This is done in order to work on necessary maintenance and is
:

"

mimicked in other companies. However, in this instance, some new building work

r~

had to be done which could not be time-tabled to coincide directly with the
I

\

normal shut down period. \

"We were hoping that that [the building restructuring] work could be done
when we have our annual potters holidays in June but we have recently been told
that this will take three weeks and it won't be ready until August.· So we put a
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proposition to all the worliforce that just for the one off year for next year we
cancel the June holidays and take them in August we take three weeks in August
next year. Traditionally we take two weeks and two days in June and we have the
August Bank Holiday off. We [managers and charge hands] went around the
factory talking to people, not badgering people just talking to them trying to
answer any questions and the mood changed [from and initial negative response]
to the fact that 'hang on a minute this is to the benefit of the company', and 'this
work can only be done at that time',

'it isn't the company that has made that

decision it is what the builders have told them and we will try to accommodate
that' and (at the end of the day our jobs will be safer'" (Roy Savage, Personnel

Manager) ,

Nothing too surprising

In

this account, in terms of a positive response to

management intervention, when explained by a manager who introduced the
intervention in the first place. What was informative is not that the workforce
acquiesced to reas~n or pressure from the management, but what happened on the
shop floor between the ol~er workforce and the new, which effectively negotiated
\

the change through engagement with historical narrative.
!

"well Roy came rC!und and asked us about the new building and

if we

I

I

wouldn't mind shifting our holidays around. I didn't mind and neither did the
others in here [pressure casting house] except Steve and Andy. They've not been
here long so they don't understand. Most of us have been here for the last 35
years, the Dudson family have been good to us and looked after us, even in hard
times. I remember Bruse (the nickname for Mary Dudson's Husband) coming
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down the kiln house after the firing had gone bad. He didn't bollock us or nowt,
he just mucked in and sorted it with us. So you just feel part of the family and the
young'uns don't get that" (Mark, Pressure casting operative).

As Mary Dudson points out above, the family connectivity and the loyalty gained
through this served to legitimate Mark's readiness to accept change. What
happened is that Mark and his long serving co-workers ended up talking the
younger members of staff into accepting the proposal. What in essence they had to
do is indoctrinate th~ new members of staff into the historical narrative of the past
in order to move them from a position of resistance to one of acceptance. This
came out when I asked Mark what they did to persuade the 'young uns' as he put
I

it, to go with a 'yes' vote.

I

"It's funny really as most of em are quite curious about the history stuff,
especially those in the decorating and hollow ware side of things. Well, that ain 't
changed for as long as I can remember. So when I tells em of the times when
Bruce comes down to help out they seem to get what I've been on about. I'm not
i

sure why really but I suppose they just then see it as fair what they've been asked.
\

"

At the end of the day how'many employers would askfor your opinion or do what
\1

Dudson did and put it to avote" (Mark, Pressure casting operative).
i

This was one account of many of those taken from the shop floor during my
visits. It would appear from this that persuasion is not delivered in terms of basic
rationality but through and introduction to the past. The stories of the 'old man'
Dudson legitimate the changes and thus remove resistance as th'ey inculcate a
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family element and give those who are new, a sense of belonging beyond that of
company, but at the same time serve to provide a socio-Scriptura upon which new
workers can develop a more acculturated perspective. As such, they can then use
this to give credence to change.

What I suggest here however is a subtler acculturation directly linked to Ezzy's
observations between identity and self-consistency. For example, until Mark
decanted a narrative associated with the historical aspects of Dudsons and thus
gave credence to the reasonable/family/loyalty argument, the younger members
held to their negative position. What I am suggesting is that this was because the
proposition challenged their narrations of themselves and thus created a space for
I

resistance. Until the 'young uns' reworked the available narrative into their own
narrations of self there remained resistance, but after a period of retelling in
I

combination with the older workers, the new ones acculturated the narratives into
their own self-narration and thus acquiescence to change became legitimate and
reasonable on those, grounds.

\

Spode and Steelite thus r~present variations on this theme. In the following we
i,

examine the extent to which loyalty and family narration create a deeper context

i
for resistance to change a~d moreover a Scriptura of process retention as a means
,

1

to deploy narratives associated with 'nothing changes'. In these terms process
retention simply means that some core manufacturing process remains and is
central, while other aspects change. Claims made throughout about 'nothing
changes' actually articulate a resurgence of coalescence around a central historical
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aspect. This leaves the respondents able to articulate a non-changing narrative and
thus claim that no changes have taken place.

In the following then, we re-visit the ethnography of Spode in order to exemplify
this claim as it is practised in the every-day mundane experience of the workforce.
This will serve to draw out the subtleties of the claims I offer. It is also the basis
on which I make claims that resistance to change are inherent when the narratives
of change differ from those pre-rehearsed historical narrations played out in the
mundane.

8.2 External narrative; maintaining self-continuity.
In the case, studies outlined thus far it is clear that there have been many changes
,

to working practices in the Potteries. From the introduction of the 'Clean Air Act'
I

to gas fired kilns and robotic manipulators. Although these are cast as pertinent to
the pottery industry, many changes come from developments in the overall
working environment. One specific example relates to the ever-increasing role of
the insurance agencies an~ the Health and Safety executive.

\:

\!
In one of the interviews ~ith the personnel manager at Spode, he decanted a story

about one staff member ~rying to make a claim from the health insurance in
i
I

regards to a fly bite. She claimed that a fly had bitten her while she was at work
and thus suggested that it was 'Spode's duty of care' for her while she was
. employed there. This came through official channels via her solicitor;
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"At first I thought it was a joke! No F***ing way was my first thought... this can't
be real. I showed the letter to our solicitor and found that it was real. She was
making a claim for a grand and said that this fly had bitten her while she was
here. Of course there was no way she could prove it, but it would cost us loads to
take it to court. Eventually we paid out" (Tony Houghton, Personnel officer).

I asked Tony about the person; specifically about the age and the time this
employee had been here.

"She was one of the new ones. And the problem is growing to a point we have to
budget for stuff like this. It's all down to this 'where there's a blame there's a
i

claim culture '. We have to be really careful with the new starters and make sure
they get all the right training otherwise they are off sick with the slightest thing
I

and solicitors' letters are coming in" (Tony Houghton, Personnel officer)

The reason I draw attention to this particular case is due to one of the factory
,

I

visits wher~ exactly the opposite had been the experience. In the case above we
'<

I
noted that change reticence was assuaged through inculcation and acculturation of
\.

historical family narrati,ies 31 (historical and mundane time Scriptura). The
\1

\

younger members yielded to change through a process, which eventually served to
I
I

give a greater repository of self-narrative. In a further development, members of
the workforce actively sought out greater meaning through acculturation of
artefacts and historical reclaim by visiting the museum and reading the books.

31 What I was articulating here was how new workers were acculturated and literally inculcated into
the way work was done in the factory. What happened with the acculturation aspect was that the
narratives of "friendly family firm" persuaded the new members not to resist change but embrace it as
they are working 'for a family'.
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In the case of the above insurance claim we have an instance of external cultural
context offering a greater degree of personal narrative in line with society
predicated on culpability. As such there is no claim here that one social-Scriptura
is more applicable than another. But where one's own narration (self-continuity)
comes into a position of disharmony with an alternate Scriptura (culpability
versus tradition and family), literally the inability to see 'one's self in the
available social-Scriptura, then different responses are predicated on the more
familiar ground of self-continuity (anxiety reduction).

8.3. Internal narratives of tradition
In the above we can see how an individual, whose self-narration maintenance, was
predicated on popular culpability discourses, interacted with a traditional
I

.

i

narrative. In order to emphasise this point I offer a case, which is apposite.

On one of the factory tours we were being taken through the decoration shop of
Spode. The MD who was\ conducting the tour was talking of changes they had to
,
I

introduce as part of the continual pressure from insurance companies and health
\'

and safety regulation.

\1
\!
I

The process of decoration, in the traditional hand made process, requires a great
degree of manual dexterity. Typically, one person would cut out the decal (paper
transfer) on a glass-topped turntable, which enabled speed of process. The second
person in line would apply the decal and the third would trim and finish the
product; a fairly simple process of production.
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What I observed was the oldest member of the three-team cell finishing the
product. Whilst the first two operations were done with the aid of a turntable, the
third used nothing but manual manipulation of the product and thus having the
most need of manual dexterity. In this case, the speed and frequency of these
actions resulted, in some cases, in repetitive strain injury (RSI).

As mentioned, the people in this department worked as part of a three-person team
and in the past had developed their own internal hierarchy. So there were stages of
craft development and seniority that were semi-official. For example, the older
and more experienced would move up the internal ladder and oversee (through
social practice) the respective team (there was no pay differential). Therefore,
there was an established pecking order that had been passed down through years
I

of cultural growth and re-deployed through historical narration.

However, with the emergence and acceptance of the health risks of RSI, company
practices needed to change in order to mitigate litigation. To combat this the
\

management decided to rotate the job highlighted above within the team, thus
\
\,

changing the semi-officiaihierarchy. The reaction to this was something they had
\'
not expected. The senior: member of the team resisted the change with the
I

response of "I've done my bit", or as the MD interpreted it, "I've done my time at

the coalface". A co-visitor on the tour at that time mentioned that it was amazing
to see a person hold more value over an 'earned' position than that of a healthy
one.
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This is congruent with the observations made by Tajfel in Social Identity Theory,
in that self-position is more appropriate in terms of differentiation than simple
economic explanations. However, this does not fully account for the maintenance
of difference when health is an issue. Faced with almost certainty of developing a
health related injury, the eldest member of the team preferred the semi-official
hierarchical position. In essence, the maintenance of her own story, with reference
to "I've done my bit", or as the MD interpreted it; "I've done my time at the coal

face", offers greater importance and thus a node of resistance.

In this case thus far we have seen how individual narratives of being are
predominantly those, which guide action and thus maintain self-continuity. What
I

in essence ~ is presented in the ethnographic account of Spode is the cultural

Scriptura from which meaning is derived from and resistance to change is
/

predicated upon. In the following section I re-visit the case of Steelite in order to
demonstrate how their socio-historical narrative resists narratives that are
culturally incompatible.

8.4 Internal narratives

01 honesty and cultural violation
i,

11

In the Steelite ethnography I outlined the issue of engagement with a new
!

operations manager who b~ought a new 'way' of thinking into the organisation. In
i
the following I offer a re~rendering of the account which explicates a narrative
I

perspective in that, we can then understand the introduction of the operation
manager as an invocation of a new discourse which was incompatible to the
socio-historical one enacted at the everyday level within the organisation.
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AlIen was a new operations manager just employed after completing an MBA and
a long service at local tyre manufacturing company. His manner is best captured
by the term 'bullish' in regards to his reaction at the initial research engagement.
For example, when he asked me what I was were doing there in the initial meeting
to discuss the research, it was as if he had been left out of some decision or other
as his manner and language usage were aggressive. This made me think at the
time that he was going to be difficult to work with as I had already been given
permission from the managing director to conduct my research there. As I stood
explaining to AlIen 'the purpose of the research, my main respondent, Mark went
very quiet· and averted his gaze. As mentioned above, I later learned that Mark
was "trying to stay out of it" as he thought that AlIen would stop our access if he
interfered and given access had already been negotiated I could see that something
,

had changed since my initial conversations with the Managing Director.

A difficult conversation ensued with AlIen in terms of ethical issues as a pretence
to a) re-negotiate access through him, and b) become inculcated in the line
management as some kind of informant. For example, whilst outlining my
\
i

research he asked me to accompany him into a side office where to my surprise
and consternation he

ask~d if I could report to him the findings and the 'feelings'
"

!

'"

of people on the shop floor! I refused, however the important point to take from
I

i

this is the way AlIen had established what turned out to be an underhanded way of
managing which used duplicity and deceit, rather than the straight forward talking
and acting which was evident from the ethnographic exploration outlined in
chapter five. To explicate this in terms of narrative and change and the subsequent
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resistance, I re-visit Mark's response to questions I later put to him about the new
operations manager.

I asked Mark to outline what happened when the new Operations Manager came
into the company: -

"When he came in he wasn't actually a man-manger as such, he wasn't .... "

Here, Mark is making reference to the culture of Steelite in terms of ways of
managing people, made clearer in the following; -

He was 011ly involved with a small tier of people [at first] and obviously as he
I

began to get his fe~t under the fucking table and stamp on everybody (dislike and

disgust in his expression).

Again, here we can understand the "under the table" reference to AlIen settling in
I,

\

and making himself visible to other members of the organisation. However, the
i

\,

end of the above quote is, telling of the introduction of, in narrative terms, what
I!
:1

can be construed as the 'interloper' as after he has his 'feet under the table' he
\

I

then "stamp[s] on everybody" (dislike and disgust in Mark's expression as he
articulated this point).

When he refers here to ''feet under the fucking table and stamp on everybody" it is
said with an angry reflection and a look of disgust. The dislike this new manager
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has raised is clear from the very first. This point is further emphasised as Mark
continues to recant his view when I asked him to. However it was important to
clarify what he meant by "feet under the table": -

"Once he began to lull people into this false sense ofsecurity [befriend them
and develop some respect], '] can do this, ] can do that, ] can walk on
fucking water', people began to realise that ok he can do this and ... he has
done a lot ofgood things and I'm not going to say he hasn't"

There were two things at this point, which started to form some underlying
picture. Getting 'his feet under the table' and lulling people into a 'false sense of
!

security' smacked of duplicity, as if Allen was being 'sneaky' and less than
honest, only gaining some for of respect through being able to do something right:
/

- "He's done lot ofgood things with the planning and the back orders". Even here
though the praise is short lived and Mark moves onto ego reference derision: -

"but what does it with people is just ... egos ... where you get people with
\
\

massive egos who are so fucking egotistical that they cant see there own
, '

fuckingfeetfor it" (lbid).
I!

I'

i
\

Mark goes on to cite som~ of the other members of the production team and their
comments on the 'new-corner': -
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"The comments that have been said have been 'he'll close this factory
down', and er 'he doesn't know what he's doing', and er 'the man's a
fucking mad man', things like that".

However, the real reason for such derisory remarks and the obvious dislike of
AlIen stem from a more basic, culturally shared concern for his 'style' of
management rather than a general dislike. This centres on the notion of honesty.
As you will recall at the beginning of the Steelite section, "a do it or fuck off'
motif represents a clear call to action at Steelite and is part of the shared sociohistorical narrative. It is administered through a fear regime, but this is also a
concomitant of an honesty theme as in people know where they stand in relation
to management and social relations. And this is where AlIen represents a cultural
challenge as the 'interloper' who presents a new narrative of engagement, which
/

is upsetting the working relationship on the shop floor and at management level.
I

This becomes dearer when outlined by Mark as a management comparison
between· Bernard (The managing director responsible for the motif above) and
AlIen (as interloper): -

"Bernard will

\'

com~
i!
I

and openly bollock you and dress you down and

completely and utterly make you look a twat, no two ways about it he will
I
\

make you look a twat, he will destroy you. But ten minutes later, after he's
said his piece it's forgot about and it's done. The bollockings done and we
get on with what we've got to do"
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This relationship is typical of the managerial style at Steelite. There is an open
honesty with discipline, which involves doing it and forgetting it, however
represents a challenge to this discourse: -

"the management style (of Allen) that's in place now, you don't know
what's going on behind the scenes and people didn't relate to that, or like
that style. Yes he will bollock you and he will dress you down but after that
is isn't finished its still festering (said with venom) and I use that term
festering verY very loosely because it does fester and it just carries on and
on and on. It never finishes and he never forgets. And once he's said his
piece to you he will go away and tell other people in key roles what's gone
i

on":

i

As a natural conclusion to this I followed up the progress of AlIen's management
style with a telephone interview with Mark and asked what happened to him?

"We fucked him off" (Mark, Cup shop Manager)
I

Well, why? How?

"After he'd been here a while we ended up having to introduce a code of conduct
because he'd fucked it up with all the back biting and back stabbin'. So we
introduced this code of conduct and he [AlIen] said 'luck that rubbish, I'm having
nothing to do with it'" So what happened then was a lot ofpeople overheard him
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say that and reported him. We all ended up making statements against him and so
they fucked him off"

The reaction then to the interloper in the organisation, which brought in a new
narrative of engagement, was one of upset, cultural reaction in terms of a need
now for a code of conduct and then subsequently, the workforce collectively
collates information in order to dismiss him.

To summarise, what we have seen thus far at Steelite is a culmination of events
enacted through 'historical' and 'mundane' time, leading to the development of a
culture, which has a process focus at the cost of all other considerations. From
I

this, an aggressive culture developed in which, apart from survival and fear being
the dominant mode, a form of honesty developed in terms of cultural narratives of
/

being. From this I explored how one person could upset the culture of 'firm but
I

fair' by going against excepted practice where problems now ''fester and carry
on".

Literally, AlIen did not 'fit in' as his (as well as the examples already

explored above) self-narration was centred externally to the socio-historical
\

Scriptura of Steelite.

Although we have explored specific cases here, in terms of challenges to
I

I

established narration froni which meaning is drawn for individuals to maintain
self-identity, I want to posit that change, as those systems propounded by change
agents, academics and practitioners alike, challenge the established narratives in
the same way. For example, in the literature review on change, I established a
clear line of argument, which stressed the de-coupling of· psychological
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understanding of change from that in the mainstream literature. As such, the
literature develops as management discourse evolves in line with systemic
metaphors. This de-coupling becomes more evident when we review the literature
on identity.

Therefore, my argument in summation is that change, when introduced through
and by a new narrative structure (such as change agent, new member of staff,
practitioner or consultant) presents a challenge by positing an incompatible

Scriptura from which people maintain their self-coherence. Quite literally, a
foreign narrative interrupts and interferes with people's ability to update and
maintain self-identity as indicated by the 'interloper' example in Steelite.
I

For example, in Illes & Sutherlands (2003) summary of the programmes and
I

explanations of change, we are faced with some simple and some complex ideas
i

on the nature of change and how to initiate it. How does this body of literature
then translate into everyday action for the everyday shop floor manager and
worker alike? Quite often, change agents (those managers and shop floor
\

i

personnel) involved in \ the initial phases underwent training in change
\;

management. However thfY can never be fully briefed on the complexity of the
I

"
1

academic arguments in their entirety. Thus what is taken from training to the shop
\

floor is the 'language' of change. For example, often in the encounters with
managers in the ceramics industry they espoused the language of change but
reverted to the cultural process, especially in Steelite where we viewed the
interloper bringing in a new 'narrative' of being.

I want to make clear here that in both the case of Steelite and that of Spode, both
held the underlying aspect of stability in terms of cultural narratives. Both were
the repositories of historical discourse in the form of a Scriptura from which
people could draw meaning. And both allowed change to be translated in different
ways. What I suggest, is that the process by which people attend to identity and
self-maintenance, is the same in both cases. Resistance to change comes about as
individuals find the need to re-establish their self-identities when there

IS

a

significant challenge the to Scriptura from which they draw meaning.
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Chapter 9 Conclusion
The major contribution this thesis offers is a deeper examination of the 'resistance
to change' and the positing of a psychologically derived theoretical explanation in
relation to an identity based perspective. Here we see identity, not as a category of
being in the social world, but as a continual fluid process; making and remaking
of self-identity, which is intimately connected contextually to the socio-historical
fabric. The medium, by which we draw meaning, I have argued, is through a
corollary of the Lacanian mirror stage, which I termed Scriptura.

In Lacan's (Lac an, 1977) description of development he posited that a
fundamental development of the "I" (and by extension the ego) was premised on
,

,

the recognition of the external image as represented in the mirror and the ability to
:

visualise an externality; a representation of one's self. This then allows the
I

individual

io develop meaning in relation to others as separate entities deemed an

essential developmental process. Using the mirror (reflection) as a metaphor and
drawing in Ricreurian (Akerlof & Kranton, 2002; Ricreur, 1984, 1991) ideas of
time and narrative in that "there is no self-understanding that is not mediated by
I

,

signs, symbols, and
which are made

texts'~
\'

availabl~

(Ricreur p154, cited in Keraney & Rainwater, 1996),
through a socially situated narrative available in a

I

temporally relative place ~such as an organization, area or country for example).
i

As such, the available narrative relative to the temporality in which the individual
is situated and acts always mediates any utterance by an individual, the story they
. narrate.

This temporally specific narrative can be thought of as a socio-historical Scriptura,
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which has specificity to an organization or area and mediates the discourse and thus
self-identity constructions of those concerned. In this way an individual, as in the
mirror, can see their selves reflected in a discourse, which at one and the same time
allows them to utter words of self-construction and formulate their identity. "The
narrative constructs the identity of the character, what can be called his or her
narrative identity, in constructing that of the story told. It is the identity of the story
that makes the identity of the character" (Rasmussen 1995, p. 163). What is
available to the individual then is a historic construction of available plots and
narratives with those constructions, which allow coherent stories of self-identity to
be told.

If we then consider the process of change, as that which initiates a redirection or an
altering of the available narrative, then we can assume the individuals who draw on
,

I

this narrative for meaning will be affected. This has to come in the form of
descriptive instabilities (i.e. they can no longer fully articulate meaning as it was in
terms of self-identity). Let me give a specific example of a retiree I interviewed
recently about the transition from work to none-work. Their descriptions of change
\
\

made clear that what was 'missing was a large discourse of self-description centred
"
on working. Literally they
were learning to realign who they were in relation to
11

I

discourses of self-meanin:~ derived from none-work related activities. The very

I
same story comes from students who have been used to discursive interchanges on
being 'student'. Of course there are variations on this but it is clear that selfmeaning is contextually derived.

It is important to say though that identity, as process is value neutral. I make this
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point clear in relation to labour process and Knight's work on identity. It is clear
that meaning is derived through the process of labour and other activities, but that
is not what this thesis is arguing. For example, the labour process has of course the
historical aspects to the means of production and value systems based upon class
stratification and worth in a labour economy. How you derive self worth is of
course largely based upon acculturation, value structures within any culture and
subcultures and their relative value measures. Change in this system of course sees
enfranchisement and disenfranchisement and reactions to that vary. What I argue
here is that any changes in available narratives, through which people draw
meaning and self-definition force a realignment, which needs no value in itself in
order to be perceived as resistance as people re-narrate coherent self-identities. The
,,

difference is of course subtle but what I argue here is for an understanding of the

process not the values of any particular cultural narrative. As can been seen in the
,

I

two cases proffered for consideration in this thesis, change is common in both and
the process of self-narration is the same in either case.

A second, albeit lesser contribution than the one above, comes in the form of the
\
\

amalgam of the Ricreurian ideas of 'mundane' and 'historical' time and Lucan's
\,

'mirror stage'. I used the idea of Scriptura as a short-hand to capture these
11
t
"

elements, which allow us to see narratives as both historically situated and also as a
t

I

metaphorical mirror from which we derive self-identity. As a method for
understanding identity as a process and thus being able to conceptualise resistance
as a re-narration has to be of value in researching and understanding identity as a
discrete value free process. This then elides the need to establish a value to identity
but facilitates an understanding of resistance as a period of re-narration, rather than
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a rebuke of disenfranchisement and devaluation. Of course they are still there but I
argue that it is not the whole story.

As to the implications of this study, clearly there are practitioner applications in as
far as aligning strategies of change to an understanding or re-narration in terms of
self-identity. The past and current writings on change management do not articulate
deeper understanding of the psychological processes needed to fully understand
'resistance' and this study has contributed to a better understanding. If we consider
the contribution from a clearly academic perspective then this study contributes to
the development within the literature of a better understanding of change and
'resistance'.. There are, at the time of writing, no articulate ideas of a similar
approach and this in itself has to be a contribution.
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Appendix 1 Steelite & Bridgewater.

i
\
\

\'.I

Appendix 2 Master Potters House (Bottom Bridge).

http://www;thepotteries.org/walks/longport/3.htm

Appendix 3 New Bridge Potter Ordinance Survey Map

I

http://www.thepotteries.org/walks/longport/c.htm
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Appendix 4 Steelite and Housing.

i
\
\
I
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