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Preface 
Voor u ligt het: de afsluiting van zes mooie studiejaren in Eindhoven. Zes jaar waarin 
heel veel is gebeurd: gewoond in de idiootste wijk van Eindhoven, de liefde 
gevonden, op de Chinese muur gestaan, in de meest bizarre situaties beland in 
Tanzania, in mijn bestuursjaar echt ontdekt dat andere culturen je een rijker mens 
maken, verhuisd, gelachen en gehuild met de meisjes van de Mecklenburgstraat, 
versteld gestaan van de Afrikaanse taferelen in het Eindhovense onderwijssysteem, 
maar vooral genoten van de vrijheid en kansen die je als student hebt. En dan als 
afsluiting nog afstuderen bij een bijzonder bedrijf: Stork Food Systems in Boxmeer. 

Acht maanden afstuderen. Oat is korter dan het in het begin lijkt. Je begint er gewoon 
aan, net als iedereen, en je hoopt dat alle kennis en ervaring die je hebt opgedaan je 
gaat helpen. Een hele bijzondere tijd is ten einde, het zit erop. Het resultaat van zes 
jaar studie Technische Bedrijfskunde ligt voor u in de vorm van mijn 
afstudeerverslag. lk ben trots. Maar het was nooit gelukt zonder de hulp en steun van 
een aantal mensen: 

• Allereerst, mijn eerste begeleider, Frans van Eijnatten. Het was onmogelijk om niet 
aangestoken te worden door zijn enthousiasme en kritische blik. 

• Mijn tweede begeleider, Jimme Keizer, voor de constructieve bijdragen rondom de 
mijlpalen in het afstudeerproject en de rust en het vertrouwen die hij uitstraalde. 

• Mijn bedrijfsbegeleidster en kamergenote, Wilma Lukassen, voor de schaarse tijd die 
zij altijd vrijmaakte om met een kritische blik naar mijn verhalen te luisteren en voor 
alle gesprekken, momenten, en grappen, die helemaal niets met mijn afstuderen van 
doen hadden. 

• Het TKK-team, voor alle hulp, zowel als collega's maar ook als proefkonijnen in het 
afstudeertraject. 

• De hele HRM-afdeling voor de gezelligheid, het samen lunchen en de liters koffie en 
thee. 

• Alie andere mensen in Boxmeer die mij, op welke wijze dan ook, geholpen hebben. 
• En tenslotte papa, mama, Danielle, Soi, familie, vriendjes en vriendinnetjes, die 

ervoor zorgden dat ik eenmaal thuis niet meer aan afstuderen hoefde te denken. 
Hopelijk wordt met dit verslag duidelijk wat ik nu echt acht maanden lang heb 
uitgespookt in de "wereld van kippenslachtmachines". 
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Abstract 
This master thesis describes the triggering of an existing change process, to develop 
a new organizational change and renewal paradigm. A reflective process by means 
of storytelling and a thought experiment identified a new paradigm of knowledge 
creation and knowledge exchange. This paradigm stimulates the interaction among 
organization members when needed so that they can respond more effectively to 
changes in a turbulent environment. A decision-making tool that directs this 
interaction has been developed. 
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Management summary 
Context 
Stork Food Systems, a division of the Stork Holding N.V., develops, produces and 
maintains industrial systems and production lines for the processing of poultry and 
the production of convenience food. Food Systems is world market leader in poultry 
processing with a market share of more than 45% and number three in the 
convenience food market with a share of approximately 7%. The Stork Food Systems 
group consists of six operating companies : 

• Stork PMT B.V., Boxmeer (NL) 
• Stork Titan B.V., Boxmeer (NL) 
• Stork Gamco Inc., Gainesville (USA) 
• Stork Food Systems Maquinas Alimenticias Ltda, Piracicaba (BR) 
• Stork Townsend, Oss (NL) and Des Moines (USA) (since March 2006) 
• Stork Food & Dairy Systems, Amsterdam (NL) (since July 2006) 

Sales and service centers are located in all parts of the world . Stork Food Systems 
gives, in line with the strategy of Stork Holding N.V., priority to growth, both 
organically and through acquisitions. With the takeover of two operating companies in 
March and July the Food Systems group will be able to further intensify its efforts to 
achieve additional scale and ~ynergy benefits. This will be realized by streamlining 
the different companies in the following years. 

Stork PMT and Stork Titan are the object of study in this research. Stork PMT 
develops, produces and maintains industrial systems and production lines for the 
processing of poultry. Stork Titan focuses on the convenience food market. Activities 
in Boxmeer are carried out by approximately 530 employees. Both companies are 
organized along the same lines and the production facility and the support functions 
are shared. Both Stork PMT and Stork Titan operate in a dynamic, turbulent 
environment. 

Motive of this research 
Stork Food Systems is thus operating in a continually changing environment. 
Organization members have to anticipate changes or react effectively to these 
changes to produce the requisite combination of product and service quality, the 
short time-to-market and competitive pricing. Stork PMT is also aware of this and 
therefore is continually engaged in an organizational change and renewal project, 
named TKK (Dutch acronym for time, quality and costs) . Organizational change and 
renewal is the process of planned change and renewal of the organization through 
the application of the behavioral sciences. The TKK team is in charge of this 
organizational change process and consists at the moment of 12 organization 
members. These members are from different hierarchical levels (including the 
Management Team), and meet each other every month. 11 TKK members come 

September 2006 7 Management summary 



Triggering change 

from Stork PMT and one from Stork Titan. Change and renewal activities were 
present at Titan, but less widespread and public. 

Project definition 
However, the TKK project is stuck. Despite all the initiatives taken before, the TKK 
project slowed down and eventually came to a halt in 2004. The objective of this 
research is therefore as follows: 

Research objective: 
Give a new impulse to the organizational change and renewal process of Stork 
Food Svstems in Boxmeer. 

Stork Food Systems wishes to focus on the development of emergent change 
processes. With emergence new patterns arise as a result of interaction between 
components of a system. With these new patterns organization members can better 
respond to the changing environment. Total dependence on one team (the TKK 
team) would not be necessary anymore and the organizational change process could 
become more fluent. This leads to the following research definition: 

Research definition: 
Define a new impulse for the TKK project by analyzing the dominant hampering 
patterns within Stork Food Systems for starting emergent change processes and 
design a participative process with which organization members can (re)act effectively 
on changes in the turbulent (internal) environment. 

Research approach and pillars underlying the research 
A converging research approach has been used in which learning and ownership 
creation plays a central role. This ensures that during the research , organization 
members already start learning about the patterns hampering the start of emergent 
change processes and the urge to change in the direction desired. 

Three different research questions could be distilled and these questions will 
successively form the object of study in the three different parts of the research. 

• Research question part I: What are the dominant hampering patterns, within 
Stork Food Systems for starting emergent change processes? 

• Research question part II: What is the new impulse, the new paradigm, for the 
TKK project? 

• Research question part Ill: What does a suitable participative process, in light of 
this new paradigm, look like and how can this be implemented? 

The research is organized along three pillars, which are in line with the research 
approach. 

September 2006 

Pillar 1: Chaos lens 
Chaos is the science of chaord, a combination of chaos and order, which are 
intertwined aspects. It focuses on complex, dynamic, nonlinear systems. The 
Chaos lens sees organizations as a dynamic whole not reducible into parts; it 
distinguishes core properties that could thrive an organization in a turbulent 
environment. Emergence plays a central role in chaordic systems thinking (CST) , 
the science of chaordic entities. Emergence, a property in CST, is the interaction 
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of components in a system that creates new patterns, a new structure. The 
Chaos lens is therefore useful as a pillar in this research. 

Pillar 2: The positive feedback mechanism 
Positive feedback is the use of information about the results of a process to 
change the process itself; it is a flow of information back to its origin. In this 
research the information within Stork Food Systems Boxmeer will be used to 
change the current organizational change and renewal process to an emergent 
change process. With a positive feedback mechanism in place, the system could 
change its structure in response to changing environmental conditions: a change 
in the structure of the organization that promotes emergent change processes. 
With positive feedback the new data accelerate the system into the new direction. 

Pillar 3: Storytelling as a method 
The Chaos lens sees organizations as a dynamic whole not reducible into parts. 
The parts are too much intertwined to allow individual analysis. Storytelling is a 
dynamic method with which you can grasp the full complexity of different views in 
an organization. Furthermore, stories clarify the context in which they are 
enacted. This rich information can be used in two ways. First, data can be 
obtained about the hampering factors for starting emergent change processes. 
Second, it can provide rich information about the hampering factors to the people 
involved. Publishing their stories enables the realization of awareness, the 
motivation to change and the real change itself. 

Part I: Triggering the necessity of giving a new impulse to the TKK project 
In order to define a new direction, a new paradigm, for the TKK process different views of 
organization members have been collected by conducting group interviews. These 
interviews were analyzed by themes that are connected to the hampering patterns for 
emergent change processes. 

The group interviews revealed the following dominant storylines: 

• Organization members often perceive their role in the whole of the Food Systems 
group as unclear. 

• Organization members ask for more standardization and procedures. 
• Little interaction takes place between the different departments and subsidiaries. 
• Freedom in tasks and structures causes frustration and restlessness in the 

organization. 
• Organization members appreciate the informal culture. However, they think this 

informality causes a lack of knowledge distribution and a low matter-of-factness. 
• Diversity, which goes hand in hand with different ideas and initiatives, is not always 

appreciated. 
• Projects are often not evaluated. 
• The priority setting for projects is not always clear to organization members. 
• The degree of intrapreneurship and personal leadership is highly appreciated, but 

there is a severe focus on daily operations. 

Furthermore the views of the organization members interviewed have been fed back into 
the organization by means of written soap episodes, a positive feedback mechanism, in 
order to set a possible new impulse in motion. Many organization members reacted 
positively and enthusiastically to these episodes and started discussions in their 
departments. The power of storytelling resides in the possibility to map the dynamics and 
micro processes of an organization. 
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Part II: The new paradigm of knowledge creation & knowledge exchange 
The hampering dominant patterns in the story lines of the interviews pointed at 
"knowledge creation & knowledge exchange" as a possible new impulse for the TKK 
project. 

Information, communication and knowledge are drivers for organizational change. 
Information reduces uncertainty and becomes knowledge when it links up to the 
knowledge angle of an individual. The knowledge angle of an individual is determined by 
its mental model. By interaction with people you can create a broader knowledge angle, a 
new context. With this new knowledge angle you can respond more effectively to 
changes in the environment, because uncertainty can be reduced. According to Nonaka, 
knowledge can be created in different contexts, Ba's. A particular time and space and 
different forms of interaction characterize these Ba's. These Ba's can cross the 
boundaries of an organization with which an organization can become more organic. Five 
conditions have to be met, and five phases have to be gone through, to promote the 
fluidity of knowledge within and across organizational boundaries. 

By using a thought experiment the status of conditions and phases within Stork Food 
Systems have been revealed. The thought experiment consisted of two parts. In the first 
part TKK members reflected in an interview individually on a project finished. These 
interviews have been analyzed and revealed the following scores on the different 
conditions and phases: 

Conditions 
Intention: 
Autonomy: 
Fluctuation and creative chaos: 
Redundancy: 
Requisite variety: 

Phases 
Sharing tacit knowledge 
Creating concepts: 
Justifying concepts: 
Building an archetype: 
Cross-leveling of knowledge: 

low 
moderate 
low 
moderate 
moderate 

high 
high 
low 
moderate 
moderate 

In the second part, during a plenary thought experiment, the results per condition and per 
phase have been presented and discussed; a shared view is obtained on the blockades 
for knowledge creation and exchange. This found expression in the recognition of each 
others views and the concrete initiatives which the participants came up with. 
Furthermore, the power of the plenary thought experiment, in the form of a positive 
feedback mechanism, has been proved: people began to understand the problems by 
reflecting on a concrete situation. Each project seemed unique and was dependent on a 
complex set of events at a particular time. By bringing the projects together central 
conditions could be identified. These conditions nudge the probabilities of successful 
change in one way or another. From the thought experiment can be concluded that 
knowledge creation & knowledge exchange is a suitable new paradigm for Stork Food 
Systems. 

Part Ill: A new impulse towards knowledge creation & knowledge exchange 
The results of the thought experiment offered some clues to a concrete design that can 
help in developing the new paradigm. The willingness to share and the willingness to 
apply knowledge has strong linkages with decision-making and leadership style. 
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Vroom, Yetton and Jago developed a decision-making model that enables a leader to 
examine a problem by situation characteristics (in the form of eight questions) and to 
determine which decision-making style is appropriate in the given problem situation. This 
approach focuses on deciding how many people should participate in the decision
making process to guarantee an effective and efficient implementation. The model 
assumes that a leadership style is dependent on the situation and that the same leader 
may thus display different leadership styles . This tool can stimulate the right context, a 
context in which interaction between the right people is stimulated, but also the exclusion 
of interaction if a situation asks for it. Especially in a turbulent environment, in which 
business changes all the time, the right reaction to a problem situation is of great 
importance. A right reaction is a reaction that is both effective and efficient. If decisions 
are taken poorly the conditions of the Nonaka framework are influenced in a negative 
way; the wrong context is stimulated. One person's problem is another person's 
satisfactory state of affairs. In that case the use of influence is needed to direct and 
coordinate the activities of people to meet objectives. The use of influence can be defined 
as leadership. 

A prototype of the decision-making tool has been developed in this research. This tool 
has the form of a folding tool. When answering the questions in the manual enclosed, 
and unfolding the corresponding flaps, the user is directed to a leadership-style that is 
appropriate in that particular situation. Different organization members can use this 
decision-making tool. Originally the model was intended for managers and their 
subordinates, but experience has shown that the model also produces meaningful results 
for other relationships. Therefore the decision-making tool can be introduced throughout 
the entire Stork Food Systems group. 

While using the decision-making model the user answers many questions that are related 
to the conditions and phases in the framework of Nonaka. A decisional process is often 
gone through unconsciously. By formulating and answering the questions in the decision
making tool, the decision-making process can be made more consciousness, but more 
importantly interaction is stimulated where necessary so knowledge can become more 
fluent. 

Within this model different approaches can be found. Traditional approaches and 
approaches more in line with the Chaos lens pillar. A leap manifested itself in the first half 
of 2006, when Stork Food Systems went through a growth by the takeover of Townsend 
and Food and Dairy. At the moment Stork Food Systems is streamlining and 
consolidating its operations and therefore both approaches fit into in the current business 
environment. 

The decision-making tool is an addition to the current state of mind of Stork Food 
Systems. This design is not the only one that stimulates the use of the right contexts, but 
it is a prototype that is able to directly influence the alertness of Stork Food Systems. This 
tool also fits well in the strategy of the Food Systems group. In the near future 
collaborations between people of different subsidiaries will be intensified (due to the 
streamlining) . Effective and efficient decision-making will become more important. 

Apart from the decision-making tool , other recommendations are given: 
• A checklist has been used in the conduction of the thought experiment. This checklist 

can be made suitable for the evaluation of knowledge creation and exchange in 
general and across different departments and subsidiaries. Furthermore, this 
checklist can give a better understanding of the relationship between learning styles 
and the level of knowledge creation and knowledge exchange. Do the learning styles 
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within Stork Food Systems link up with the required distribution of knowledge? This 
understanding could lead to changes in the training programs of Stork Food Systems. 

• Job rotation and strategic rotation deserves more attention if Stork Food Systems 
wants to develop the paradigm of knowledge creation and knowledge exchange. 
Research on the positive and negative effects of this rotation could be useful. A 
benchmark among other technology companies could be a good starting point for 
investigating this subject. 

• To mobilize more people in the TKK process it is recommended to change the name 
of the TKK project. The Dutch acronym is not covering the range of initiatives taken 
by the TKK team at the moment. If the TKK team wants to involve more and new 
people in the project the TKK process needs a name that corresponds with the 
actions taken and the challenges faced. 
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1. Introduction and point 
of departure 

Context of Stork Food Systems and this 
research 
This chapter aims at providing insight into the context of Stork Food Systems and this 
research. It gives an introduction to the products, processes and environment of 
Stork PMT B. V and Stork Titan B. V., two subsidiaries of the Stork Food Systems 
Group, both located in Boxmeer. Attention is also given to one of Stork PMT's 
projects, the TKK project, which forms the basis for the project definition in chapter 2. 

1.1 Introduction and outline 

Stork PMT and Stork Titan develop, produce and maintain industrial systems and 
production lines for the processing of poultry and the production of convenience food. 
They operate in a dynamic environment and the continuous focus on organizational 
change and renewal processes is therefore necessary. Organizational change and 
renewal is the process of planned change and renewal of the organization through 
the application of the behavioral sciences. At this moment the business of Stork Food 
Systems is doing pretty well , but to survive in this turbulent environment it is not 
enough to focus on the internal operations within Stork Food Systems only; focus on 
the development of emergent change processes is needed as well. This master 
thesis addresses the activities, analyses and designs that have taken place to make 
a start with the development of these emergent change processes. 

In this chapter the products, processes and environment of Stork PMT and Stork 
Titan will be explained. By this the reader can form an impression of the context of 
the whole research. In chapter two the project definition will be presented and the 
reader will get a first introduction to the research questions, successive steps and 
pillars underlying this research. In this chapter also a brief outline of the report can be 
found. 

1.2 Stork N.V. and the Stork Food Systems Group 

Stork N.V. and the groups 
Besides the Stork Food Systems group, Stork N.V. consists of three other groups. 
These are Aerospace, Prints and Technical Services. Technology is the coordinating 
factors among these groups. Stork N.V. started its operations in 1868 in Hengelo (the 
Netherlands) and is a multinational specialized in the development, production and 
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maintenance of technological production (sub) systems and services. The website of 
Stork N.V. formulates its mission as follows : 

• Stork increases the effectiveness and efficiency of its customers' industrial 
production processes. We deliver systems, components and services, applying 
Stork's specialist know-how in the application of technology and production 
processes. 

• Stork is among the market leaders in each of its lines of business through best
value product and service propositions. 

• We provide a solid investment for our shareholders, with predictable earnings 
and growing dividend returns on average. 

• Well-trained and result-oriented employees are an essential success factor, for 
the achievement of these objectives. 

• Environmental responsibility and care for safety of our employees are basic 
principles in our business processes. 
(source: www.stork.com) 

Stork N.V. achieved record profits in 2005. Revenues increased 5% to€ 1,818 million 
and profit improved to a record of € 93 million. To sharpen the focus the portfolio will 
be further streamlined in 2006. Aerospace, Food Systems and Technical Services 
will become the core of Stork N.V. . Prints will be divested. Priority will be given to 
growth, both organically and through acquisitions. Approximately 13,000 employees 
carry out the business activities of the current four groups. 

Stork Food Systems group and growth opportunities 
Stork PMT B.V. and Stork Titan B.V. are both operating companies in the Food 
Systems group, together with: 

• Stork Gamco Inc., Gainesville (USA) 
• Stork Food Systems Maquinas Alimenticias Ltda, Piracicaba (BR) 
• Stork Townsend, Oss (NL) and Des Moines (USA) (since March 2006) 
• Stork Food & Dairy Systems, Amsterdam (NL) (since July 2006) 

Stork Food Systems develops, produces and maintains industrial systems and 
production lines for the processing of poultry and the production of convenience food. 
In 2005 the group had a turnover of € 171 million with 839 employees (598 in the 
Netherlands and 241 in other countries). 

Food Systems is world market leader in poultry processing with a market share of 
more than 45%. This processing market still offers opportunities for new innovative 
products that create added value for customers. The market as a whole is growing at 
approximately 3% per year. Food Systems is number three in the convenience food 
market with a share of approximately 7%, although with a significant gap to the 
number two. The market is growing at on average of 5 to 7%. Existing customers in 
the poultry processing fields are looking for growth in the convenience food market. 

With its innovative concepts the Food Systems group aims at creating significant 
market advantage for her customers. The most important aspects are efficiency 
improvement, optimizing product presentation and a short payback time on the 
investment in the systems. The group also devotes maximum attention to hygiene, 
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(food) safety, maximizing the use of spin-off from the production process and 
minimizing waste streams. 

1.3 Stork PMT B.V. & Stork Titan B.V. 

Stork PMT and Stork Titan are the object of study in this research and therefore the 
reader will be presented a closer look at their products (in section 1.3.1 and 1.3.2) 
and their processes (in section 1.3.3.). 

1.3.1 The products of Stork PMT 
Stork started its activities in the poultry processing industry in 1963. Its activities 
originally started as a separate activity within the Stork Textile and Paper division. In 
1975 Stork Poultry processing Machinery and Technology (PMT) was established. 

This subsidiary designs, manufactures, installs and services machinery for the poultry 
processing industry. It supplies a full range of systems for the poultry processing 
process, which can be grouped together in several processes within a processing 
plant, namely: 

• Supply; 
• Killing and plucking; 
• Eviscerating; 
• Processing of giblets; 
• Prechilling; 
• Portioning and deboning; 
• Weighing, evaluating, sorting and packaging; 
• Feather and offal transport; 
• Internal transport. 

Besides the plant in Boxmeer (which is shared with the production of Stork Titan) and 
a second production facility in Dongen (the Netherlands), two sister companies take 
care of the American continent. These sister companies have nearly the same 
product portfolio and employ approximately 240 people. Stork Gamco covers the 
North American market, Central America and a part of South America. The other part 
of South America is covered by the Brazilian production facility in Piracicaba. Sales 
and service centers are located in all parts of the world, supported by an extensive 
network of selected agents and representatives. Activities in Boxmeer and Dongen 
are carried out by approximately 530 employees (temporary workers not included) . 

1.3.2 The products of Stork Titan 
Titan machines were produced at the end of the fifties in Amsterdam at 
Machinefabriek Kruijer. After several takeovers it was taken over by Stork in 1988 to 
extend the poultry processing . This takeover meant that all activities were transferred 
to Boxmeer. 

Stork Titan develops, produces and delivers systems for the production of 
convenience food (meat, poultry, meat, potatoes, fish). Its range of products consists 
of forming machines, coating systems, fryers , hot air tunnels, and chilling & freezing 
equipment. Stork Titan employs around 70 people (temporary workers not included) 
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Figure 1.1: 
Organization chart 
Stork PMT B. V. 

Figure 1.2: 
Organization chart 
Stork Titan B. V. 

Triggering change 

1.3.3 The processes of Stork PMT and Stork Titan 
The organization of both Stork PMT and Stork Titan is organized along the same 
lines. In both organizations the Dutch sociotechnical approach of Integral 
Organizational Renewal is being used in both direct and indirect processes. This 
implies that responsibilities like quality control and planning are delegated to the 
employees. 

The organization of Stork PMT is divided into four sectors: sector INNOP, sector 
OOP, sector ODP and sector Manufacturing. The organization of Stork Titan is also 
divided into the same four sectors, but the sector Manufacturing is integrated into the 
sector Manufacturing of Stork PMT (Stork PMT could be seen as a supplier in this 
case). The Management Team, HRM, Finance and ICT are supporting both Stork 
PMT and Stork Titan. This results in the following two organization charts: 

Management 

I 

HRM 1~ ~ Finance & ICT 

I I I I 

OOP ODP 

I 
INNOP 

I 

Manufacturing 

I 
Management 

I 

I 
HRM 1~ ~ Finance & ICT 

I I I 

I 
OOP 

I I 
ODP 

I I 
INNOP 

I 

September 2006 20 Introduction and point of departure 



Figure 1.3: 
Primary processes 
within Stork PMT 
and Stork Titan 
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The sociotechnical approach of Integral Organizational Renewal resulted in a 
process-oriented organization. The processes of PMT and Titan are both organized 
in the way presented below: 

llMllCET 
OR 

CUSTOMER 

• OOP (the quotation and order process) is in charge of the delivery of new 
equipment. This process includes the sales of new equipment, the quotation of 
this equipment, the commissioning of orders, and the specification of orders. 

• INNOP (the innovation process) designs and develops new equipment. It leads 
the development from a pre-prototype to a marketable product and helps OOP in 
the specification of orders. 

• Manufacturing is responsible for purchasing, production, assembly, and 
packaging of parts or machines. 

• ODP (the spare parts and services process) is in charge of the parts and service 
delivery. It includes after sales, delivery of spare parts, and maintenance and 
repair of equipment. 

1.4 Recent developments in the (internal) environment 

Stork PMT and Stork Titan are operating in a dynamic environment. Three major 
events/developments occurred in the last two years that had consequences for their 
businesses. These are: 

• Dismissals at Stork PMT and Stork Titan in summer 2004; 
• Organic growth and acquisitions within the Stork Food Systems group; 
• Diseases. 

Dismissals in summer 2004 at Stork PMT and Stork Titan 
In summer 2004, 35 employees of Stork PMT and Stork Titan had to be fired 
because of efficiency improvements. This personnel reduction, together with other 
efficiency improvements, cost-saving measures and an improving market resulted in 
an increase in the margin on turnover in the same year. 
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Figure 1.4: 
The network of 
Stork Food 
Svstems 
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Organic growth and acquisitions within the Food Systems group 
To be able to anticipate the growth an development of activities in the broader market 
spectrum, Stork decided in April 2005, that the four companies involved (PMT, Titan, 
Gamco and Piracicaba) would from that moment on operate under the group name 
"Stork Food Systems". Stork Food Systems aims to expand its market positions by 
both organic growth and acquisitions. 

The acquisition of Townsend in March 2006 is an important step in the 
implementation of the strategy to strengthen its position as system suppl ier for the 
further processing of meat. This acquisition creates additional and more broadly 
based potential in terms of both geographical reach and technology. It provides 
access to the convenience food market for red meat and the sausage processing. 
The activities of Townsend closely match those of Stork, and the product portfolios 
are complementary. Stork will gain access to the market for the further processing of 
red meat as well as a strong entry to the USA, the world's largest convenience food 
market. Townsend employs around 400 people. 

The addition of Stork Food and Dairy Systems in July 2006 adds another product 
range (advanced sterilization technologies and sterile filling installations) to the 
product portfolio of Stork Food Systems. The integration of Stork Food And Dairy 
Systems into the Stork Food Systems group means the closure of the Capital Assets 
group, which was formed in 2000 for companies that Stork planned to divest. Food 
and Dairy Systems has 400 employees and a turnover in 2005 of around € 60 million. 

With the expansion of these two companies the Stork Food Systems group will now 
be able to further intensify its efforts to achieve additional scale and synergy benefits. 
Organic growth and scale effects will be realized by streamlining the different 
companies in the following years on four fields: manufacturing, innovation, marketing 
and service. An overview of the network of Stork Food Systems can be seen in the 
figure below. 

/...., i 8 ·~ b 
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Diseases 
The biggest short-term risks are diseases such as avian influenza, foot and mouth 
disease, etc. However, people will always eat proteins and the effect of these 
diseases is that the consumption changes temporary from pork to poultry or the other 
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way around. With the acquisition of Townsend, Stork Food Systems has a strong 
activity in both major protein markets. Another important protection against short-term 
influences is the strong worldwide activity of Stork Food Systems; a decrease in 
consumption in one part of the world is compensated by an increase in another part 
of the world. 

1.5 The organizational change and renewal process: TICK project 

Stork Food Systems is thus operating in a continually changing environment. 
Organization members have to anticipate changes or react effectively to these 
changes to produce the requisite combination of product and service quality, the 
short time-to-market and competitive pricing. Stork PMT is also aware of this and 
therefore is continually engaged in an organizational change and renewal project, 
named TKK (Dutch acronym for time, quality and costs). 

History of the TKK project 
Since 1988 Stork PMT has been engaged in these kind of activities to cope with 
these changes. Integral Organizational Renewal (IOR), the Dutch variant of Socio
Technical Systems Design, was the start of Stork PMT's organizational renewal 
activities that focused mainly on the direct processes (in production). In 1996 the 
project focused on the transformation of the administrative organization (indirect 
processes) from a functional to a process-oriented organization. This resulted in the 
structure presented in figure 3. The second, big impulse, at the end of 1999, focused 
on the thinking of the organization (the culture) and the TKK project was renewed by 
chaos theory and dialogue. These activities led to a Design Day in February 2003, a 
day on which the new organization was unveiled, where after a organization was 
born inspired by chaos theory and dialogue. This should lead to a flexible and 
learning organization. These two impulses focused thus on different aspects of the 
Stork Food Systems organization. IOR focused on structure and chaos theory and 
dialogue focused on culture. 

The TKK team 
The TKK team is in charge of this organizational change process and consists at the 
moment of 12 organization members. These members are from different hierarchical 
levels (including the Management Team), and meet each other every month. 11 TKK 
members come from Stork PMT and one Titan member joined three months ago. 
Organization members of Titan were not participating in the TKK project before. 
Where needed initiatives of the TKK project were also implemented within Titan. For 
example the process-oriented structure can also be found in the organization of 
Titan . Change and renewal activities were thus present at Titan, but less widespread 
and public. 

This chapter provided insight into the context of Stork Food Systems and this 
research. With this context in mind the project definition can be presented in the 
following chapter. 
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2. Project definition 

Continuous focus on organizational change 
and renewal 
This chapter describes the project definition of this research. As already mentioned in 
the introduction of chapter 1 continuous focus on organizational change and renewal 
processes is needed in the turbulent environment of Stork Food Systems. The TKK 
team is in charge of this process, but what happens if this team is not active? The 
process slows down and comes to a halt. And that is the reason for presenting in this 
chapter the motive for change, the research objective and definition, the 
accompanying research model, the pillars underlying this research and the outline for 
the rest of the report. 

2.1 Motive for change 

Stork Food Systems is thus operating in a continually changing environment. 
Organization members have to anticipate these changes to produce the requisite 
combination of product and service quality, the short time-to-market and competitive 
pricing. At this moment the business of Stork Food Systems is doing pretty well , but 
to survive in this turbulent environment it is not enough to focus on the internal 
operations within Stork Food Systems. 

However, the TKK project within Stork PMT, from which the members were in charge 
of the change and renewal process, is stuck. Despite all the initiatives taken before 
2004, the TKK project slowed down and eventually came to a halt in 2004. The 
departure of the TKK responsible and the rumors concerning the resignations in the 
light of efficiency improvements accelerated this deterioration. 

Focus on the development of emergent change processes is therefore needed. With 
emergence new patterns arise as a result of interaction between components of a 
system. With these new patterns an organization can better respond to the changing 
environment. In this case the system is the organization of Stork Food Systems in 
Boxmeer and the components are the organization members. Total dependence on 
one team (the TKK team) would not be necessary anymore, because the process 
could become more fluent. 

2.2 Research objective and research definition 

A healthy spirit of enterprise is of the highest importance for an innovative 
organization like Stork Food Systems. In section 1.5 could be read that so far the 
change and renewal process focused especially on Stork PMT. Because of the 
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Figure 2.1: 
Project focus on 
Stork PMT and 
Stork Titan in 
Boxmeer 
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developments in the Food Systems group (expanding its market positions by both 
organic growth and acquisitions) it is nevertheless important to have a coordinated 
change and renewal process. This research focus therefore on both Stork PMT (with 
the exception of the production facility in Dongen) and Stork Titan, the two 
organizations that are both located in Boxmeer and under the direct influence of the 
researcher. The project scope can be found in the figure below; Stork PMT and Stork 
Titan have been marked. 

The growth of Stork Food Systems arouses the suspicion that, after IOR and chaos 
theory and dialogue, a third, big impulse to the TKK project is needed. 

The objective of this research is therefore as follows: 

Research objective: 
Give a new impulse to the organizational change and renewal process of Stork Food 
Svstems in Boxmeer. 

Underlying this research objective are some questions from the Management Team 
and the HRM department of Stork Food Systems. Management and HRM wonder 
whether the initiatives taken in the past had a positive effect on the personal 
leadership skills of their organization members. They ask themselves the question 
whether they adopt the right methods to direct the passions of their organization 
members. In their opinion change and renewal processes would be starting and/or 
continuing if organization members have a passion for their work. By directing this 
energy, passion, better, organization members can anticipate and react effectively to 
changes in the environment of Stork Food Systems. 

Stork Food Systems hopes that with this research the following questions can be 
answered: 

• What are the stories/narratives about the (internal organization)? 
• Do the organization members appreciate personal leadership? 
• How do newcomers perceive Stork Food Systems? 
• How does Stork Food Systems manage diversity and people of different beliefs? 
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A research into the hampering patterns for starting emergent change processes 
could be a first step in this research. 

This leads to the following research definition: 

Research definition: 
Define a new impulse for the TKK project by analyzing the dominant hampering 
patterns within Stork Food Systems for starting emergent change processes and 
design a participative process with which organization members can (re)act effectively 
on changes in the turbulent (internal) environment. 

Only Stork PMT and Stork Titan are under the influence of the researcher, but that 
does not alter the fact that particular designs could be implemented Stork Food 
Systems wide later (designs that could be helpful in stimulating further growth of the 
whole group). 

In the research definition three different research questions could be distilled and 
these questions will successively form the object of study in the different parts of this 
research. 

Research question part I: 
What are the dominant hampering patterns, within Stork Food Systems for 
starting emergent change processes? 
Will be answered in part I 

Research question part II: 
What is the new impulse, a new paradigm, for the TKK project? 
Will be answered in part II 

Research question part Ill: 
What does a suitable participative process, in light of this new paradigm, look like 
and how can this be implemented? 
Will be answered in part Ill 

2.3 Research approach and research model 

Research approach 
We make use of a converging research approach in which learning and ownership 
creation plays a central role. 

Research model 
The successive steps in this research can be found in the research model below. 
These steps can be grouped into three parts corresponding to the research questions 
in section 2.2. The approach for this research has been developed in an iterative 
process of exploring the topic, conducting orienting interviews with experts and 
participants. 
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Figure 2.2: 
Research model 
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In the first part the momentum for a new impulse will be explored by investigating the 
different views of organization members. These views are the input for the analysis of 
the hampering patterns for starting emergent change processes. The different views 
will be published in soap episodes and will serve as a positive feedback mechanism. 

In the second part the new paradigm will be presented and then will be explained 
why this impulse could improve the responsiveness to changes in the environment of 
Stork Food Systems. The need and suitability of this new paradigm will be tested in a 
learning experiment and this learning experiment will serve as a first step to move 
from generalizations to tools and processes that actually make the third impulse 
work. 

In the last part the step from generalizations to tools and processes will be made to 
consolidate the new impulse. 

More details about the successive steps and methodology can be found in the three 
different parts further on in this report. 

Learning and ownership creation 
As mentioned before specific attention will be given to learning and ownership 
creation. This ensures that during the research, organization members already start 
learning about the patterns hampering the start of emergent change processes and 
the urge to change in the direction desired. 

~ -.. Learning is stimulated by positive feedback loops denoted by: '5! • 
\ .,.,; 
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Ownership is stimulated by the same feedback loops and continuous updates about 
the project, denoted by: ~ 

By focusing explicitly on learning and ownership creation a new impulse could be set 
in motion already during the research itself. 

The whole research could then be summarized in the figure below. 

Figure2.3: 
Research model 
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The connection between learning, ownership and organizational change and renewal 
will be further explained in chapter 3. 

2.4 Three pillars underlying the research 

This research is organized along three pillars, in line with the research approach. 

Pillar 1 : Chaos lens 
In this research the Chaos lens will be adopted. Chaos is the science of chaord , a 
combination of chaos and order, which are intertwined aspects. It focuses on 
complex, dynamic, nonlinear systems. The Chaos lens sees organizations as a 
dynamic whole not reducible into parts. Instead of parts it distinguishes core 
properties (these will be discussed in chapter 3) that could thrive an organization in a 
turbulent environment. Emergence is the interaction of components in a system that 
creates new patterns, a new structure. Emergence plays a central role in chaordic 
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systems thinking (CST) , the science of chaordic entities. The Chaos lens is therefore 
useful as a pillar in this research. Chaos could be considered as a way of thinking. 

Pillar 2: The positive feedback mechanism 1 

Positive feedback is the use of information about the results of a process to change 
the process itself; it is a flow of information back to its origin. In this research the 
information within Stork Food Systems Boxmeer will be used to change the current 
organizational change and renewal process to an emergent change process. 

Positive feedback increases the input to a system and can cause three phenomena: 

1) The system disintegrates. 
2) The system runs to a new limit, morphostasis, and tends to maintain its status 

quo. Only the forces that do not change the existing structure are admitted, so
called morphostatic forces. 

3) The system changes its structure in response to changing environmental 
conditions. These changes could be realized radically or gradually. 

This research tries to promote the third phenomena, a change in the structure of the 
organization that promotes emergent change processes. Information about the result 
of a transformation or an action is sent back to the input of the system in the form of 
input data. With positive feedback the new data accelerate the system into the new 
direction. 

Pillar 3: Storytelling as a method 
The Chaos lens sees organizations as a dynamic whole not reducible into parts. The 
parts are too much intertwined to allow individual analysis. Storytelling is a dynamic 
method with which you can "grasp the full complexity of fragmented , polyphonic 
voices and meanings" (Boje, 2001) in contradistinction to the traditional methods. 
Furthermore, stories clarify the context in which they are enacted. This rich 
information can be used in two ways. First, you can obtain information about the 
hampering patterns for starting emergent change processes by letting people tell 
their stories. Second, you can provide rich information about the hampering patterns 
to the people involved. Publishing their stories enables the realization of awareness, 
the motivation to change and the real change itself. 

The research assignment has been explained in this chapter. In the following 
chapters we go further into the matter of the three different parts. An overview of 
these parts and the different chapters can be found in the table below. 

1 The text of this paragraph is largely based on the Web Dictionary of Cybernetics and Systems on the 
Principia Cybernetica Web 
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Table 2.1: Chapter 1: Introduction and point of departure 
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Figure part I: 
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3. Theoretical background 
part I 

About organizational change and renewal, 
learning and storytelling 
This chapter is dedicated to a profound literature study. It explores what has been 
written about the concepts underlying the project definition and its three pillars. 

3.1 Introduction to the theory 

Environments change, organizations change, both at an increasing rate and towards 
increasing complexity. Organization members have to anticipate these changes or 
react to them to produce the requisite combination of product and service quality, the 
short time-to-market and competitive pricing. However, to attain these goals an 
organization has to be flexible and it has to adapt itself continually to the turbulent 

~------~ environment in which it is operating. An emergent change process, with which 
Learning is at the root organization members can (re)act effectively on changes in the internal and external 
of organizational environment, has to be stimulated. Learning is at the root of organizational change 
change and renewal 
~------~ and renewal and therefore a good starting point for a dive into literature. 

3.2 Mental model, learning and organizational change 

To explore the learning concept we will first have a look at the individual learning 
process by looking at the mental model of an individual. After that, organizational 
learning and the halon concept will be discussed. 

Mental model of an individual 
The mental model of an individual plays an important role in a learning process. In 
the figure below an individual is displayed. A mental model influences the perception 
of the environment and by that influences people's acts (displayed by the box "doing" 
in the figure below). A mental model manifests itself in exercising competence 
(making sense) and enacting qualifications (making reason) (Jensen & Rasmussen, 
2004) . If there is an adequate relation between sense making, reason making and 
doing, this leads to an effective (re)action to the complex environment. Making sense 
and making reason can be seen as a subset of the mental model. Doing is not a 
subset of the mental model but a subset of the interaction process making sense and 
making reason. The vertical process, ''thinking-doing-performing", in figure 3.1 can be 
seen as the cognitive perspective of an individual. 
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Figure 3.1: 
The thinking-doing
outcome-reflection 
process 

Figure 3.2: 
The thinking and 
doing process in 
detail 
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Environment 
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• Reflection 

An elaboration on the thinking and doing activities can be seen in the figure below 
(figure 3.2) . In this figure you can see that the thinking process can be adequate or 
inadequate and the doing process efficient or inefficient. 

Thinking Adequate or 
inadequate 

Qualifications activities: 

1) Examination of the effect of 

Competence activities: the reason of categories and 
relation (analyzing); 
Examination of the effect of 
potential variation of action 
(modeling); 

1) 

2) 

3) 

Doing 

Efficient or 
inefficient 

Examination of conditions for 
specifying possible sequences 
of actions (structuring); 
Weighting of future actions 
(judging, evaluation); 

5) Weighting of antecedent actions 
(judging, evaluation). 

Transitional activities: 

1) Direction or framing of potential 
action (decision); 

2) Determination that sets values 
within a category (choice). 

Learning and organizational change and development 
Organizational learning is often associated with (culture) change (Cook & Yanow, 
1993; Bate et al. 2000; Van Eijnatten & Hoogerwerf, 2000 and Jensen & Rasmussen, 
2004) . An improvement in both thinking and doing can be seen as "learning" (which 
can be both organizational learning and individual learning) , because with this 
improvement organizational change can be stimulated. 

September 2006 34 Theoretical background part I 



Figure 3.3: 
Holonic 
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Cook and Yanow (1993) outline a cultural perspective in their article on 
organizational learning. The artifactual interactions they describe can be found in the 
interaction process of thinking (the horizontal process). In this thinking process 
individuals start interacting with each other and then culture comes into play. Cook 
and Yanow (1993) state that learning is also needed in order to preserve the status 
quo of a system (thereby focusing on the good parts of the system) to maintain day
to-day operations. Learning can thus be used as a method to retain the status quo as 
well as a method for organizational change and development. This research will 
focus on the latter. 

Successful change cannot be an imposed one; involvement of organization members 
in a participative manner is needed. Bate et al. (2000) recommend a change process 
as an ongoing learning process. An effective (re)action on the turbulent environment, 
can thus be obtained by an improvement in both thinking and doing. 

The holon perspective 
The thinking and doing process in figure 3.2 can be viewed from different 
perspectives. You can view the thinking and doing process from an individual 
perspective but you can also view it from a project team perspective or an 
organizational perspective (and thereby referring to organizational learning). And now 
the term holon comes into play. Holons are entities that are both wholes and parts of 
a greater whole at the same time (Backstrom & Van Eijnatten, 2003) . Novel qualities 
can be generated in the wholes that are not present in the parts by emerging 
holarchically or dissipating. Every holon possesses both an interior as well as an 
exterior surface it presents to the world. Furthermore it has an individual and a 
collective dimension. A holon consists therefore of four quadrants illustrated in 
Wilber's Quadrant, see figure 3.3. 

Interior Exterior 

Individual 

Collective 

people in a hoton can As can be seen in the figure below (figure 3.4) , the thinking and doing process could 
lead to an be viewed from a holon's perspective. The interaction process of thinking and 
improvement in 
thinking and doing. subsequently doing can be seen as a process whereby the holonic capacity of a 
~------~ holon could be further developed (Backstrom & Van Eijnatten, 2003). A holon can 
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Figure 3.4: 
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ever-increasing 
complex environment. 
Intervention is needed 
at the bottom line of 
the mental model. 

Triggering change 

transcends to a higher complexity level if the interaction process within a holon, 
characterized by the interaction of people in that holon, leads to an improvement in 
thinking and doing, a development of holonic capacity. 

Complexity level 2 

Complexity level 1 

Complexity level 0 

3.3 A renewal by focusing on thinking 

When reviewing the causal textures of Emery and Trist (1965), you can reach the 
conclusion that many of the present-day organizations are operating in turbulent 
fields. Turbulent fields ask for a higher level of learning skills. Holons have to evolve 
to a higher complexity level to cope with the turbulent field in which it is operating. An 
improvement in thinking and doing is no longer sufficient, a renewal is needed. The 
difference between change and renewal is illustrated in figure 3.1. With renewal you 
focus intentionally on the thinking process to get a better performance, you intervene 
more in the bottom line of the thinking process. This renewal can be stimulated by the 

~------~ adoption of a new mental model, the Chaos lens. 

The new mental model: the Chaos lens 
The Chaos lens could be the "newest" mental model of a holon. This mental model is 
a kind of awareness of a holon's actions in its turbulent environment, it is another way 
of looking at this environment. 

The Chaos lens recognizes that systems are complex, dynamic and non-linear, in 
which chaos and order coexist (chaordic systems) . Periods of relative stability, in 
which the behavior of the system is controllable, are alternated by periods of 
instability, characterized by uncontrollability. The Chaos lens sees organizations as a 
dynamic whole not reducible into parts. Instead of parts chaordic systems have five 
core properties: (1) Consciousness (2) Connectivity (3) Indeterminacy (4) Dissipation 
(5) Emergence. Emergence is the interaction of components in a system that creates 
new patterns, new patterns suitable for a new situation. Interactions are the key 
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Emergence is the 
interaction of processes in CST, and interaction patterns are the basic unit of analysis in studying 
~~:r~~n~:t:;;e!tes the five chaordic properties (Backstrom & Van Eijnatten, 2003). If you see chaos as 
new patterns. a lens with which organizational architects are able to see an organization then you 
Interactions are key in can define some guidelines for organizational design. These guidelines can be found 

:::::::r.::: .. c;:::T======= in the box below. 

Figure 3.5: 
The chaordic 
systems 
framework: 
implications and 
guidelines for 
organizational 
design (source: 
Van Eijnatten & 
Fitzgerald, 1998, 
pp.22) 

The Chaordic S::r-stems Framework:: 
Implications & Guidelines for Organizational Design 

Cott TPnet 

Consdousnl'ss: Mind ... not matter, comprises 
the fundamental groundstate and the essential 
force of the chaordic S}-stem. 

Connl'cmity: The chaordic system is one an un
broken and tmbreak:able unity in which no 'thing ' 
can exist or occur independently of the whole. 

lndt'terminacy : The chao.rdic system is so dy
namically complex and highly sensitive to initial 
conditions that any link between cause and effect 
is necessarily obscured rendering its future 
indeterminate, that is unknowable in advance. 

Dissipation: The chaordic system is a dissipative 
structure cycling perpetually through a process of 
' falling apart ' and back together each time in a 
novel new form ungoverned by the past . 

Eml'rgl'nce: The inexorable thrust of the chaordic 
system is toward infinitely ascending levels of 
coherence and complexity. 

lmolication I Guidl'linl' for Dl'si1m 

Design the chaordic enterprise from the 
organisational mind--the orgmind or 'collective 
consciousness ' of the whole system--out. 

In all facets of design ensuce the optimization of 
connections and subsequent minimization of 
boundaries and divisions. 

Maximise fluidity and resilience in all aspects of 
structure ranging from the layout of the physical 
plant to that of the org chart, t~ the articulation of 
policies, plans, procedures, goals and strategies. 
Focus on preparing, not planning for surprise. 

Fashion a permeable boundary to hold 'loosely ' 
the system's essential elements, i.e ., people, 
knowledge, core competencies, etc ., allowing the 
whole to ' falls apart ' (by intention) well before 
it's apparently time to do so. 

F ostei' in the core of the orgmind a compelling 
and perpetually-evolving collectiv e (created and 
!ilia.red by all) vision that informs all thought and 
action then, get out of the w11y! 

A holon exist in an environmental context. These contexts are themselves changing 
at an increasing rate and towards increasing complexity. According to Emery and 
Trist (1965) turbulent fields ask for an examination of the values (psycho-social 
commodities) . In adopting the chaos lens these values can be found in the interior 
quadrants of Wilber's quadrant (Backstrom & Van Eijnatten, 2003). CST tries to re
unite the interior with the exterior on the individual and collective level (see figure 
3.3). 

More emphasis on the interior: dialogue 
A focus on interior aspects can also be seen in Bate et al. (2000), who propose the 
centrality of culture in a change/redesign process. In their approach they combine 
hard structural and process changes in the formal organization design (exterior in 
Wilber's quadrant) with softer cultural and behavioral changes in the everyday 
working structure (interior in Wilber's quadrant) . 

The successful transformation into new thinking/new doing (that leads to emergence 
(Backstrom & Van Eijnatten, 2003)) is characterized by a balanced relation between 
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Figure 3.6: 
The nonlinear 
development in the 
thinking and doing 
process 
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sense making, reason making and the doing process. Unsuccessful or pathological 
patterns are characterized by a mismatch between competences and qualifications 
(Jensen & Rasmussen, 2004). This can be seen in the figure below: the nonlinear 
development in black (I = old thinking, old doing, II = old thinking, new doing, Ill = 
new thinking, old doing and IV= new thinking, new doing) . 

Old thinking, old doing 

I II 

New thinking, old doing New thinking, new doing 

A successful change, called a leap, is a transition from quadrant I into quadrant IV. 

The interior can be developed by dialogue. Dialogue becomes apparent in the 
competence activity. During these activities there is no intended goal or end result: 
no examination of effects occurs (Backstrom & Van Eijnatten, 2003 and Jensen & 
Rasmussen, 2004) . The examination of effects comes into play during the 
qualification and transitional activities, which can have the form of a discussion 
(Backstrom & Van Eijnatten, 2003 and Jensen & Rasmussen, 2004). 

The learning process in CST is much more than the acquisition of knowledge and 
concepts, it is learning "from within" (Van Eijnatten & Fitzgerald, 1998). This "learning 
from within" is thus mainly determined by the activities of making sense. This learning 
from within can thus be stimulated by dialogue, whereby a stronger emphasis is put 
on sense making. However, the disadvantage of dialogue is that it is rather non
committing, people have to be willing to start a dialogue. Therefore other means can 
be used to stimulate the sense making activity. Stimulating this part of the mental 
model could generate a new paradigm, by which organization members anticipate 
changes and react effectively to changes in the organization and its turbulent 
environment. 

3.4 Storytelling and learning 

Storytelling is another means to stimulate the sense making activity. The 
advantages, the connection with learning and the relation with the positive feedback 
loop in systems thinking will be explained in the paragraphs below. 
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The advantages of storytelling 
Stories are often associated with entertainment and could therefore be a good 
manner for bringing the different stories of people together. Brown et al. (2005) also 
recognized the power of stories. They state that the narrative method is also useful 
in promoting organizational change, knowledge transfer, nurturing community, 
stimulating innovation, crafting communications, education and training and 

~------~ preserving values. 

Another advantage of storytelling has to do with the Chaos paradigm. This sees 
organizations as a dynamic whole not reducible into parts. Because of this, the parts 
cannot be analyzed, these are too much intertwined to allow this. Storytelling is a 
dynamic method with which you can "grasp the full complexity of fragmented, 
polyphonic voices and meanings" (Boje, 2001 ). Beside, stories clarify the context in 
which they are enacted. This rich information can be used in two ways. First, you 
can obtain information about the hampering patterns for starting emergent change 
processes by letting people tell their stories. Second, you can provide rich 
information about the hampering patterns to the people involved. By publishing their 
stories the following things could be created: awareness, the motivation to change 
and the real change itself. 

Storytelling and learning 
How storytelling is related to learning is explained by Abma (2003) in an article about 
learning by telling . By telling stories to each other you create a social context that 
enables groups of people to communicate experiences, relate stories to each other 
and collaboratively create meaning. By telling stories to each other you reflect on 
underlying values and assumptions. Telling stories serves in this respect the same 
goal as dialogue. 

You have two types of stories: canonized stories and counter stories. Counter stories 
are stories that are not perceived as important in the dominant organizational 
culture. They are considered to contain less important lessons and values than the 
canonized stories. However, counter stories could stimulate the learning by reflecting 
on underlying values and assumptions and are therefore very important. By bringing 
the canonized and the counter stories together you can create new, richer, 
canonized stories. With that you can create a new paradigm, a new way of looking at 
the world. To increase organizational learning it is important that counter stories get 

~------~ an influence in the organization. Multiplicity and diversity are therefore important. 
~~:~1;~a~n~ause Deliberately bringing in counter stories can cause dynamics in an organization; the 
dynamics in an quality of an organization is therefore determined by the interplay between 
organization. canonized stories and counter stories (Abma, 2003) . A manager has to stimulate this 
~------~ interplay. 

Storytelling and positive feedback loops 
Publishing or telling stories can enrich the understanding of a complex environment. 
The other advantage is that by bringing the stories of people together and telling 
them again, people start seeing circles instead of straight lines (a linear view) . By 
seeing circles people realize that they are not the center of activities , they see there 
is more to be explored. Systems thinking makes also use of feedback. The feedback 
concept illuminates the limitation of our language, overturns deeply ingrained ideas 
such as causality, and suggests that everyone shares responsibility for problems 
generated by the system (Senge, 1990). The input of (counter) stories is a form of 
positive feedback and can cause the three phenomena of a positive feedback 
mechanism mentioned in chapter 2. By bringing stories back into the system, a 
change in the structure of the organization can be caused. A structure that promotes 

September 2006 39 Theoretical background part I 



Triggering change 

emergent change processes. This positive feedback can accelerate the system into 
the new direction. 

The next chapter discusses the method of analysis and design. This methodology 
plays a crucial role in this research because with this methodology the first step 
towards an emergent change process can be taken already during the research 
itself. 
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4. Method of analysis and 
design part I 

Research model, data collection, data 
analysis and design of the soap 
Specific attention will be given to the methodology used in this research. By focusing 
explicitly on learning and ownership creation a new impulse could be set in motion 
already during the research itself. In this methodology chapter is explained how the 
dominant hampering patterns for starting emergent change processes have been 
discovered in the successive research steps and how these results are used to 
create awareness and motivation to change in the direction desired. 

4.1 Research model part I 

A research model that stimulates social interaction 
An emergent change process will not arise from a one-sided advice to the 
Management Team, because it strengthens the attractor where Stork Food Systems 
is in at the moment; it causes the continuation of an unsuccessful or pathological 
pattern (see section 3.3). A traditional design is therefore unsuited; a design that 
stimulates social interaction is needed. This social interaction is stimulated by a 
positive feedback loop. This feedback loop can trigger and accelerate the 
organizational change and renewal process in the direction desired. 

Successive research steps 
The successive research steps of part I can be found in the research model of part I 
below (figure 4.1 ). 

September 2006 

First, research into literature, internal documents and conversations with experts 
give some insights into the possible hampering patterns for starting emergent 
change processes. These hampering patterns have been summarized into a 
theme list. This theme list is confronted with 18 (group) interviews and revealed 
the dominant hampering patterns within Stork Food Systems (the research 
question of part I). The stories of the different interviews have been published in 
soap episodes and served as the positive feedback mechanism to stimulate 
learning and subsequently organizational change and renewal. 
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Figure 4.1: 
Research model 
part I 

Literature study 
("Bijzondere 
Opdracht") 

Literature 
storytelling 

Internal 
documentation 

Conversations 
with experts 

Triggering change 

Theme list & 

18 (group) 
interviews 

Results: dominant 
storylines within 

Stork Food 
Systems 

Orienting interviews 

4.2 Method of data collection 

Positive feedback loop 

The model described above is based on four sources of information. By using four 
reference points the dominant hampering patterns could be better described. A more 
all-round view can be obtained (triangulation) and it also yields more valid results. 
The four information sources are: 

• Literature 
• Interviews 
• Internal documents 
• Conversations with experts (the monthly TKK meetings included) 

The orienting interviews, used for developing the research approach iteratively, will 
be left out of consideration here. In the paragraphs below, the four data sources will 
be discussed. 

Literature 
In the previous chapter, literature about the concepts underlying the project definition 
and its three pillars have been explored. This literature study can be seen as the first 
source of data collection. 
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Group interviews 
Interviews have been chosen as the core data collection source in this part of the 
research. 18 (group) interviews have been conducted with 48 organization members 
in total. These organization members were randomly selected from all different 
sectors, from all hierarchical levels and both from Stork PMT and Stork Titan. 

The data collection method of a group interview has been chosen over that of an 
individual interview, because with group interviews you can test the validity and 
credibility (reliability) of the stories constructed. Organization members of the same 
sector and the same hierarchical level have been brought together in an interview 
setting to stimulate familiarity with the subjects discussed. By this the stories can 
become richer if interviewees complete each other's stories. Furthermore, by this set
up interviewees already start reflecting on their underlying values and assumptions. 

The interviews have been loosely structured to prevent giving directions or hints to 
the interviewees and promoting the construction of story lines. The construction of 
story lines maps out the dynamics of the past, the present and the future. The 
interview scheme can be found in appendix A. 

The interviews have been recorded and written down in transcripts. Transcripts have 
been used because these can be seen as stories transferred to the researcher. With 
these transcripts the views of the different interviewees and their discrepancies can 
be analyzed. 

Internal documents and conversations with experts 
The other data sources (internal documents and conversations with experts) have 
been used as a final check on the previous two information sources; are there any 
indications that other dominant patterns have been overlooked? Internal documents 
consisted of documentation about the TKK project, a Learning History, minutes of 
(former) TKK meetings, websites of Stork Holding N.V., Stork PMT and Stork Titan. 

4.3 Method of data analysis 

The analysis of the data collected, has been carried out by themes that are 
connected to the hampering patterns tor emergent change processes. A literature 
review at the beginning of this whole project has pointed out a list of themes that 
promote the start of emergent change processes with which organization members 
can anticipate changes or with which they can react effectively to changes in the 
organization and its turbulent environment . This list of themes (theme 7 until 15) 
together with the topics respondents came up with during the interviews (theme 1 
until 6), resulted in a new list of themes: 

1. The relationship with Stork Holding NV; 
2. Stork Food Systems in general and the relationship Stork PMT and Stork Titan in 

particular; 
3. Peaks and depressions; 
4. Good times and bad times: the influence of trends on the (internal) organization; 
5. Opinions on TKK in general and the Design Day in particular; 
6. The appearance of old ( 1999) patterns; 
7. Growth and development and the necessity and motivation to change; 
8. Freedom versus structure; 
9. The personal relationship between organization members, coaches and 

management; 
10. Collaboration, communication and information; 
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11. Managing diversity; 
12. Personal appreciation and working environment; 
13. lntrapreneurship, personal leadership and ambition; 
14. HAM policy; 
15. Appraisal and rewards. 

An explanation of these themes can be found in appendix B. The passages that 
correspond to the 15 different themes have been collected in 15 separate documents 
and have been analyzed in more detail. 

4.4 Design of the first positive feedback loop: the soap 

The first positive feedback mechanism concerns the feedback of the interviews in the 
form of written soap episodes (in the form of a newspaper issue) and accompanying 
posters. 

Design of the soap 
For every newspaper episode a new theme has been randomly selected from the list 
of 15 themes. 

Passages of the interviews (related to the theme selected) have been selected on the 
basis of lifelike stories and a critical attitude towards the canonized stories. These 
citations have been submitted for approval to the interviewees where after the 
newspaper episodes have been written. Both canonized stories and counter stories 
are brought together in a newspaper episode to promote the learning process. If 
organization members start reading these episodes, they start reflecting on 
underlying values and dimensions. Without a "live" dialogue you start a learning 
process. The current canonized story is changed by counter stories into a new 
canonized story. The new, canonized stories are going to direct the acting of 
organization members in the complex environment. 

Distribution of the soap 
These newspaper episodes have been distributed in three ways: 
• Hardcopies at both entrances: organization members could take a new episode 

during five weeks. 
• Organization members could read the different episodes in the digital memo 

system. 
• The episodes are collected in 25 booklets and distributed within different sectors. 

To promote reading, posters and cartoons accompany the newspaper episodes. 
Furthermore, in the promotion the term "soap" is used to make it more attractive to 
potential readers. Organization members can give their reaction to the different 
episodes (publicly on the memo system or confidential via a suggestion box) . 

Now the methodology has been described, we can proceed with the results of part I: 
the hampering dominant patterns and the soap episodes. 
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5. Results part I: dominant 
hampering patterns and 
soap episodes 

Dominant hampering patterns and the 
written soap episodes as positive feedback 
mechanism 
This chapter deals with the results of the data analysis of part I and the results of the 
first positive feedback loop. 

5.1 Dominant hampering patterns for an emergent change process 

An impression of the patterns that hamper or promote the organizational renewal 
process within Stork Food Systems can be found in appendix C. The patterns are 
ordered along the fifteen themes. An impression can also be obtained by reading the 
soap episodes (more about these soap episodes in section 5.2). Below the dominant 
hampering patterns for starting emergent change processes are summarized. 

Dominant pattern Further explanation 

Organization members often The growth and development of Stork Food 
perceive their role in the whole of Systems occupies the mind of the organization 
the Food Systems group as unclear. members. They are behind these 

developments, but they do not know how they 
can contribute and how things will change; it 
creates a kind of alienation. You see big 
movements in the Food Systems group, but 
only small movements in the internal 
organization; the small movements do not 
keep pace with the big movements. 

Organization members ask for more The scaling-up strengthens this need. 
standardization and procedures. 

Little interaction takes place Organization members are especially 
between the different sectors and concerned about this interaction in the PMT-
subsidiaries. Titan relationship. 

Freedom in tasks and structures This freedom makes a heavy demand on the 
causes frustration and restlessness skills of an organization member. 
in the internal organization. 
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Organization members appreciate An informal organization culture is suitable in a 
the informal culture. However, they small or medium sized organization , but when 
realize that this informality causes a an organization starts to grow and more 
lack of knowledge distribution and a cultures come into play, a reliance on this 
low matter-of-factness. informal ity can cause problems. 

Diversity, which goes hand in hand Diversity can create the necessary dynamics. 
with different ideas and initiatives, is 
not always appreciated. 

Projects are often not evaluated. Reflecting on the outcomes and performances 
of a project could enhance the learning 
capacity of an organization and its members. 

The priority setting for projects is not Priorities are often not communicated and 
always clear to organization creates confusion among the project 
members. participants. 

The degree of intrapreneurship and This severe focus on daily operations reduces 
personal leadership is highly the drive to search for extra opportunities 
appreciated within Stork Food (initiative). 
Systems, but there is severe focus 
on daily operations. 

This table already displays an enormous diversity of hampering patterns. This 
diversity can also be found in appendix C. Furthermore, in appendix D the reader 
finds the number of passages about the different themes. 

5.2 Soap episodes 

The soap episodes and the accompanying posters can be found in appendix E. 

The soap episodes can be analyzed in terms of number of episodes read and the 
number and kind of reactions to these episodes. 

Number of episodes read 
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Episode Theme Week (Day) Episodes read 
1 Growth and development and the 1 (Monday) 84 

necessity and motivation to chanqe 
2 Personal appreciation and working 1 (Tuesday) 53 

environment 
3 Opinions on TKK in general and the 1 (Wednesday) 88 

Desiqn Day in particular 
4 lntrapreneurship, personal 1 (Thursday) 73 

leadership and ambition 
5 Manaqinq diversity 1 (Friday) 59 
6 The appearance of old ( 1999) 2 (Monday) 51 

patterns 
7 HRM policy 2 (Tuesday) 70 
8 The relationship with Stork Holding 2 (Thursday) 72 

NV 
9 Freedom versus structure 3 (Tuesday) 60 
10 Collaboration , communication and 3 (Friday) 70 

information 
11 The personal relationship between 4 (Friday) 66 

organization members, coaches and 
manaqement 

12 Stork Food Systems in general and 5 (Monday) 84 
the relationship Stork PMT and 
Stork Titan in particular 

Unfortunately the number of episodes read in the digital memo system is not known. 
No feature in the system is present that counts the number of hits. 2 

Reactions to the soap episodes 
People could react to the different episodes. 11 people gave their reaction 
confidentially via a suggestion box and 3 people gave their reaction publicly via the 
memo system. Besides these formal reactions, many organization members reacted 
positively and enthusiastically to the newspaper episodes published and started 
discussions in several departments. All these reactions could be seen as a learning 
impulse. 

5.3 Conclusion part I 

So far it can be measured, it can be concluded that the soap episodes contributed to 
a deeper insight into the hampering dominant patterns within Stork Food Systems. By 
doing this the researcher got a better feeling for defining a new direction for the TKK 
process. Furthermore, the organization members become more aware of the 
necessity to change and the different stories of their colleagues. 

2 The distribution of soap episodes is not evenly spread in time. In the beginning organization members 
were reading actively, but after a relapse in the amount of articles read, it was decided to lower the 
frequency of articles published. 
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Now we revealed the dominant hampering patterns, we can proceed with the 
identification of a new paradigm in part II. 
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Figure part II: 
Research model 
part II including 
learning and 
ownership creation 
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PARfll 

The new paradigm: knowledge 
creation & knowledge exchange 
The hampering dominant patterns in the story lines point at "knowledge creation & 
knowledge exchange" as the exterior drivers for the TKK project. This second part 
makes clear why knowledge creation and knowledge exchange is a good concept for 
starting emergent change processes within Stork Food Systems. 

Several conditions determine whether a company could be successful in its 
knowledge creation and knowledge exchange. With help of a learning experiment 
these conditions within Stork Food Systems will be revealed. This learning 
experiment is a first step in the challenge to move from generalizations to tools and 
processes that actually help understanding the importance of knowledge creation and 
exchange, design better operating policies and guide change and renewal. 
Furthermore this learning experiment is a test for the need and suitability of this new 
paradigm. 

Literature Nonaka 

Literatu re thought 
experim ents 

1 

Set-up lea rn ing 
experiment 

12 interviews with 
TKK members as 

part of the 
learn ing 

expe riment 

0 rien ting interviews 

Presentation direction 
for change to TKK 
team (19/06/2006) 

Presentation direction 

Resu lts: b lockades 
for knowledge 

creation in presen t 
business process 

loop 
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6. Theoretical background 
part II 

About hiowledge, hiowledge creation and 
hiowledge excliange according to Nonaka 
This chapter starts with a literature overview on knowledge creation and knowledge 
exchange. While reading the reader will gradually understand why the concepts 
discussed are applicable to the business of Stork Food Systems. In chapter 7 and 8 
we will make a start with using these concepts by investigating the present and 
absent conditions for knowledge creation and exchange. An overview of these 
conditions is a first step to move from generalizations (new thinking) to tools and 
processes, by which new doing can be further developed. 

6.1 Introduction to the theory 

Part I of this research focused on a research into the dominant hampering patterns 
within Stork Food Systems for starting emergent change processes. Furthermore, the 
results of this analysis have been used to promote the need to change among 
organization members by publishing the different views in written soap episodes. By 
conducting this kind of research the new thinking has been developed. Now it is time 
to understand the drivers for change that result in new doing. This new impulse will 
counterbalance and remove the dominant hampering patterns. 

Moving from the interior to the exterior 
In order to move from new thinking to new doing, concepts that lie on the exterior 
side of Wilber's quadrant have to be investigated. What can be done on the individual 
exterior (the actions and behaviors of the individual) and on the social exterior (the 
structures, organization, and artifacts created by the collective)? 

We will once again dive into literature, but this time to find the drivers for 
organizational change on the exterior dimension. Almost everything in this world has 
influence on the actions of an individual. It is, however, the thinking process that 
proceeds this doing. Therefore, the "exterior drivers" that have a strong link with this 
thinking process have been explored in this research. This lead us to the morass of 
definitions on information, communication, and knowledge. To avoid this morass of 
definitions to the reader, the next section (section 6.2) will mainly discuss the 
relations between these different concepts and how these are related to 
organizational change. 
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6.2 lnfonnation, communication and knowledge 

Information, communication and knowledge are drivers for organizational change . All 
three are related to each other, but how these concepts are related is often not 
explained in literature. This research attempts to explain these drivers and their 
connectedness in the paragraphs below. 

~------- Information 
Information is the 
content of a message Information is the content of a message and can cause the reduction of uncertainty 
and can cause the (De Rosnay, 1979). The information in a message can be of help to the receiver in 
reduction of understanding the subject under study. This understanding can thereafter trigger 
uncertainty and action and consequently cause organizational change. Whether or not this 
consequently can 
trigger action. information can really trigger action depends on other concepts under among 
~------~ communication and knowledge. 

Communication is the 
carrier of information 
that connects 
transmitters and 
receivers of a 
message. 

Communication 
Communication is the carrier of information. It is the exchange and circulation of 
information in a network that connects transmitters and receivers. Information is sent 
from a transmitter to a receiver in the form of a message which is composed of 
signals, signs, or symbols assembled according to a code (De Rosnay, 1979). 

________ Knowledge: creating meaning by a context and a mental model 
Information becomes Information becomes knowledge when it creates meaning to a person. This meaning 
knowledge when it creation is dependent on the context of a person and its mental model. 
creates meaning to a Context is the material that surrounds an item (in this case a person) which helps 
~p_e_rs_on_. ____ ~ define its meaning (Arbib, 1986), and depends on a particular time and space . 

--------
Figure 6.1: 
The relationship 
between 
information and 
knowledge 

The mental model of a person has already been discussed in chapter 3. It can be 
seen as a kind of lens via reality is perceived, filtered, interpreted and translated into 
action. Whether information becomes knowledge depends thus on the mental model 
of an individual. Knowledge is thus not a part of the real ity, but it is a reality viewed 
from a particular angle (Nonaka & Toyama, 2003) . The relationship between 
information and knowledge can be seen in the figure below (figure 6.1 ). 

} '"~'""""''""'"""' ' 

___. = Information coming from a context 

Information in itself is thus rather passive. It becomes active when knowledge is 
created out of this information. 
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create a new 
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knowledge angle 
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6.3 Knowledge creation as a means for organizational change 

Section 6.2 stated that information could trigger action (and therefore change) 
because it could reduce uncertainty. Now we know that action only occurs when the 
information links up to the knowledge angle of an individual. By exchanging contexts 
you can create a new context by which you can extend the knowledge angle of an 
individual. With this new obtained knowledge uncertainty is further reduced and more 
and other actions can be taken. What happens with the contexts and the knowledge 
angles of two individuals has been displayed in the figure below. 

_,__,. Information coming from a context 

New knowledge 
angle 

In section 3.2 had been stated that a higher complexity level could be obtained it 
people (within a holon) start interacting with each other because this can lead to an 
improvement in thinking and doing. In CST interaction patterns are also the building 
blocks for emergence. 

When you zoom into the process of knowledge creation and knowledge exchange 
you can see a spiraling process of interactions between two types of knowledge 
(Nonaka & Takeuchi, 1995). In the next section these types of knowledge will be 
discussed first. 

6.4 Tacit and explicit knowledge 

Tacit knowledge is Polanyi, a professor of social sciences, distinguished two kinds of knowledge: tacit 
personal, context- knowledge and explicit knowledge. According to this professor we know more than 
specific and hard to we can tell. He termed this prelogical phase of knowing as tacit knowledge. Tacit 
formalize and 
communicate. knowledge comprises a range of conceptual and sensory information and images. 
~------~ This information and images can eventually create meaning (Smith, 2003). Tacit 

knowledge is personal, context-specific, and therefore hard to formalize and 
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~------~ communicate. The explicit knowledge is, on the other hand, the information that can 
Explicit knowledge be transmitted in formal and systematic language; the knowledge that can be 
can be transmitted in 
formal and systematic collected and saved in a knowledge management system. These two types of 
language. knowledge are mutually complementary (Scharmer, 2001 ). The building blocks of the 
~------~ knowledge creation process will be studied in depth in the following sections. 

Four social 
conversion patterns 
can be distinguished: 
socialization, 
externalization, 
combination and 
internalization. 

6.5 Knowledge creation according to Nonaka and his colleagues 

Four social conversion patterns: the SECl-model 
The combination between tacit and explicit knowledge makes it possible to 
conceptualize four social conversion patterns (Nonaka & Konno, 1998). The first 
mode of conversion is socialization, which is sharing and crating tacit knowledge 
through direct experience. Examples are walking around inside the company and 
observe and practice, walking around outside the company and talking to experts and 

~------~ customers, and brainstorming with organization members. Externalization, the 
second mode, is articulating tacit knowledge trough dialogue and reflection, taking 
the shapes of metaphors, analogies, concepts, hypotheses, or models. Combination 
is the process of systemizing and applying explicit knowledge and information. By 
media as documents, meetings, telephone conversations, or computerized 
communication networks knowledge is exchanged and combined . The last 
conversion process, internalization, can be seen as learning and acquiring new tacit 
knowledge in practice. This is closely related to learning-by-doing. In this 
internalization pattern, knowledge becomes a kind of newly acquired asset for the 
organization (Scharmer, 2001 ). 

A Ba supports a Four contexts, Ba's, corresponding to the SECI process 
conversion process. A Ba is a physical context, characterized by a particular time and space where 
In a Ba knowledge is individuals interact and create meaning and thus knowledge. In a Ba this knowledge 
shared, created and is shared , created and utilized. According to Nonaka and Konno (1998) a Ba 
utilized. 
~------~ supports a particular conversion process and thereby each Ba speeds up the process 

of knowledge creation. In total, four Ba's can be defined: 

1. Originating Ba: a face-to-face context that stimulates socialization. 
2. Dialoguing Ba: a peer-to-peer context that stimulates the sharing of mental 

models of others, but also reflection and analysis of the own mental model; 
internalization. 

3. Systematizing Ba: a peer-to-peer context that stimulates logic. 
4. Exercising Ba: a learning-by-doing context in which routines can be developed. 

In figure 6.3 the SECI process has been displayed. 
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Figure 6.3: 
The SEC/ process 
and the 
corresponding Ba 's 
(source: Nonaka & 
Konno, 1998, pp. 
43) 
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Nonaka and Takeuchi suggest in their book "The knowledge-creating company" that 
organizations have to mobilize tacit knowledge created and accumulated at the 
individual level and amplify this knowledge through the whole organization. Through 
this interaction in a new context the personal knowledge becomes organizational 
knowledge. This organizational knowledge encourages organization members to 
develop new knowledge through new experiences, assuming that people are 
naturally eager to learn. The four modes of the knowledge conversion process 
related to the epistemological entity of knowledge described above should not only 
take place at the level of individual employees, it should also be crystallized at higher 
ontological levels. Four ontological levels can be distinguished: the individual, the 
group and the organization, and across the organization (crossing the boundary of 
the organization). In the figure below (figure 6.4) can be seen how the 
epistemological and the ontological dimension and the SECI process are integrated. 
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Figure 6.4: 
Knowledge creation 
across boundaries 
(source: Nonaka & 
Takeuchi, 1995, pp. 
73) 

Figure 6.5: 
An organic 
configuration of a 
firm (source: 
Nonaka & Toyama, 
2005, pp. 1006) 
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A Ba can thus cross the boundaries of an organization. In figure 6.5 you can see that 
an organization can become a more organic configuration; this makes it possible to 
respond more effectively on changes in the turbulent environment. The flow of 
knowledge could become more fluent. 

University 

Supplier 
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Figure 6.6: 
The knowledge 
creation process 
and its conditions 
(source: Nonaka & 
Takeuchi, 1995, pp. 
84) 

Triggering change 

6.6 A model for knowledge creation and the promoting conditions 
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Providing a proper context for facilitating group activities and activities at the 
individual level , five organizational conditions have to be met. These five conditions 
promote the knowledge spiral in figure 6.4. These five conditions, together with the 
SECI process, can be integrated into a knowledge creation process in which the time 
dimension is incorporated. The five enabling conditions for knowledge creation are: 

1. Intention 
2. Autonomy 
3. Fluctuation and creative chaos 
4. Redundancy 
5. Requisite variety 

The knowledge creation process consists of five phases: 

1. Sharing tacit knowledge 
2. Creating concepts 
3. Justifying concepts 
4. Building an archetype 
5. Cross-leveling of knowledge 

How the different concepts are related can be seen in figure 6.6. A deepening into 
these conditions and phases can be found in chapter 7 in the discussion of the 
learning experiment. 

I 
I 
I 
I 
I 
I 
I 
I 
I 
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6.7 Role of (middle)managers 

The power of the concepts of Nonaka lies in the possibility to switch to a different 
context when needed. This is manageable only insofar as leaders embrace and 
foster the dynamism of knowledge creation. These leaders have to create the Ba's 
necessary. The success of knowledge creation depends on management's 
assumption of responsibility, justification, financial backing, and caring (Nonaka & 
Konno, 1998). They have to see themselves as knowledge activists who connect the 
present and the future; they must support emerging processes with their vision (mind) 
and personal commitment of time and power (body) . 

The next chapter discusses the methodology of part II. A learning experiment will be 
used to reveal the status of conditions within Stork Food Systems. Again, a positive 
feedback mechanism will be used. 
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7. Method of analysis and 
design part II 

Research model, data collection, data 
analysis and design of the learning 
experiment 
In this methodology chapter it is explained how we reveal the conditions that 
determine whether Stork Food Systems is successful in its knowledge creation and 
exchange. The successive research steps, data collection and data analysis methods 
will therefore be explained. Furthermore, the design of another positive feedback loop 
will be explained. Again a positive feedback loop; to emphasize that not only the 
results itself are important, but also the process by which change is set in motion. 

7.1 Research model part II 

A research model that reveals the conditions for knowledge creation 
The "exterior drivers" that have a strong link with the thinking process have been 
explored in chapter 6. This led us to the concept of knowledge creation and 
knowledge exchange as the possible new impulse for the TKK project. In this part of 
the research the current conditions for knowledge creation have to be revealed so 
that the shift desired can be made; a shift from generalizations to tools and or 
processes that stimulate knowledge creation and exchange. Again a research design 
that stimulates social interaction is adapted for promoting a collective vision on the 
current conditions . 

Successive research steps 
The successive research steps of part II can be found in the research model of part II 
below (figure 7.1 ). 

September 2006 

First, research into literature on knowledge creation gave some insights into the 
conditions that determine whether an organization is engaged in this subject. 
Information regarding these conditions together with literature on thought 
experiments resulted in a set-up for a learning experiment by which these 
conditions at Stork Food Systems can be investigated. The interview set-up of 
this learning experiment is confronted in 10 interviews with TKK members and 
revealed the conditions within Stork Food Systems. These conditions have been 
discussed in a plenary learning experiment with the interviewees. With that a 
more collective vision among the TKK members on the current conditions is 
acquired and a feeling is developed for a suitable tool or process design. 
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Figure 7.1: 
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The model described above is based on two sources of information: literature and 
interviews. The interviews are a part of the learning experiment. More about this 
learning experiment can be found in section 7.4. The two data sources will be 
discussed in more detail in the paragraphs below. Again the orienting interviews, 
used for developing the research approach iteratively, will be left out of consideration 
here. 

Literature on knowledge creation and thought experiments 
The concepts underlying knowledge creation have been explored in the previous 
chapter. This literature study has been extended with a literature study on thought 
experiments for designing the learning experiment. More information about the 
concepts of a thought experiment can be found in section 7.4. 

Interviews 
Interviews have been chosen again as the core data collection source in this part of 
the research. 10 TKK members have been interviewed by the researcher. An 
overview of these interviewees can be found in appendix F 

In each interview the interviewee reflected on the progress of one or more projects. 
The interview itself is part of the learning experiment. More details about the learning 
experiment pass in review in section 7.4. In the interview a interviewee could tell his 
or her experiences about participating in one project finished : the progress, the 
bottle-necks, dominant patterns that crop up more often, etc. The interviewer had a 
list of questions with which an interviewee could be directed into another field of 
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conditions. This had to be done to cover a broader field of subjects related to the 
conditions for knowledge creation. The interview scheme, in which the possible 
questions have been taken down, can be found in appendix G. 

The interviews have been recorded and summarized in a table corresponding to the 
different knowledge creation conditions. More about that in the following section. 

7.3 Method of data analysis 

Data analysis has been made possible by a list of questions corresponding to the five 
conditions for knowledge creation and the five-phase model. While reading the 
literature about the five conditions and the corresponding five-phase model, the 
researcher got a good overview of promoting and hampering conditions, activities 
and views for knowledge creation and exchange. While reading the researcher 
constructed a list of Dutch questions (corresponding to this part of literature) for three 
ends: 

• Directing the interviewees during the interviews in a field of subjects not covered 
yet during that interview (already mentioned in section 7.2); 

• To make a clearly arranged analysis that is easy to communicate; 
• As an aid for Stork Food Systems in evaluating its knowledge creation conditions 

later on. 

The list of questions, corresponding to the five conditions and five-phase model, can 
be found in appendix G (in the interview scheme). 

Each condition and phase of the five-phase model could then be scored by means of 
a list of questions in every interview. An answer that promoted the condition was 
scored with a green color. An answer that hampered the condition or the phase was 
scored with a red color. And an answer that had something of both was scored with 
an orange color. All the scores of the 10 interviews together provides insight into the 
bottlenecks for knowledge creation. 

7.4 Design of the learning experiment 

The second positive feedback mechanism concerns the feedback of the interview 
results to the interviewees in a plenary meeting. 

In this research the interviews and the feedback of the results are part of a so-called 
learning experiment. It has been called a learning experiment to emphasize that not 
only the outcome of the experiment is important, but also the process of conducting 
the experiment itself. Literature on thought experiments is used to set up this learning 
experiment. 

Literature on thought experiments 
A thought experiment is the use of an imagined scenario to help us understand the 
way things really are. The understanding comes through reflection on a particular 
situation (Witt-Hansen, 1996). By this reflection people can understand possible 
future actions better. Thought experiments display a patterned way of thinking that is 
designed to allow us to explain, predict and control events in a better and more 
productive way. 

September 2006 61 Method of analysis and design part II 



Triggering change 

At Stork Food Systems we make use of a retrodicting thought experiment: by 
reflecting on a project or situation in the past, the ultimate cause(s) of a specific event 
(comparable with reverse engineering and forensics) can be established. 

Thought experiments can introduce interesting, important and valuable new 
perspectives on old mysteries and old questions; maybe old questions seem 
irrelevant and new questions are created by this. Wikipedia (2006) mentions several 
practical outcomes of a thought experiment. The relevant outcomes of them are listed 
here: 

• It can challenge the prevailing status quo;3 

• Extrapolate beyond (or interpolate within) the boundaries of an already 
established fact; 

• Explain the past; 
• Facilitate decision-making, choice and strategy selection; 
• Solve problems and generate ideas; 
• Move current (often insoluble) problems into another, more helpful and more 

productive problem space; 
• Attribute causation, preventability, blame and responsibility for specific outcomes; 
• Ensure the repeat of past success; 
• Ensure the (future) avoidance of past failures. 

After this explanation about the methodology underlying this part of the research, we 
can proceed with the results of part II. 

3 It can identify flaws in the argumentation, preserve certain facts , or refute an assertion that states that 
something is forbidden, believed, necessary, possible, etc. 
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8. Results part II: 
conditions within Stork 
Food Systems 

Present and absent conditions for 
knowledge creation and exchange 
This chapter deals with the results of the data analysis of part II and the results of the 
learning experiment, the second positive feedback loop. 

8.1 Present and absent conditions for knowledge creation and exchange 

In appendix Han overview of the scores for the different questions can be seen (in 
this overview the different project names and the names of the interviewees have 
been left out to guarantee the confidentialness of the answers given by the 
interviewees). In the figure below the status of each condition and each phase within 
Stork Food Systems is displayed by colors (red in case of a low score on the 
condition or phase scored, green in case of a high score, and orange in case of a 
moderate score). In table 8.1 a summary of the status of each condition and each 
phase within Stork Food Systems is given. In this overview the results concerning the 
conditions in general and in projects have been analyzed at once. 

63 Results part II 



Figure 8.1: 
Overview of scores 
on conditions and 
phases within Stork 
Food Systems 
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Table 8.1: 
Status of conditions 
and phases within 
Stork Food 
Systems 

from Tacit from users 
collaborating knowledge 
organizations 

Condition Score 

Intention Low 
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Internalization by users Explicit knowledge as 
advertisements, patents, 
product and/or service 

Explanation 

When an assignment is formulated by the client only 
the rough scope is communicated and not the direction 
in which an answer has to be found ; 
Because the assignment is unclear, the objectives of 
the assignment change quite easily; 
Because the assignment is unclear it is not possible to 
map out which knowledge is needed and which people 
have to be involved from the start; 
Some meetings do not have a well-defined structure; in 
advance it is not always clear which subjects will be 
discussed and which decisions will be taken; 
It is not always clear who is the leader or the 
coordinator of a project. People do not know whom to 
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contact when they want to contribute. 
Autonomy Moderate Positive: 

• Teams of different disciplines, adopting a rugby 
approach; 

• Within a team people have considerable autonomy . 
Negative: 

• This autonomy is just appearance when it comes to 
defining the ultimate direction of a project. Then the 
client4 decides, leavinq the team frustrated. 

Fluctuation Low • Chaos is created unconsciousness; 
and creative • Or chaos is created conscious, but then the client omits 

chaos seeking contact with the team when they are in the 
process of creating a direction; 

• Organization members are not stimulated in focusing 
on non-operational activities (by their coach and their 
environment) . Furthermore, they are not appreciated 
and rewarded for undertaking these kind of activities; 

• Experimenting is possible, but is done too little ; no 
reflection-in-action . 

Redundc;i.ncy Moderate Positive: 

• Information is often shared in a face-to-face context, 
during meetings or videoconferences. 

Negative: 

• People do not have the feeling that they lack 
information until the moment a direction is steam-rolled 
through. 

Requ isite Moderate Positive: 
variety • No lack of information in general. 

Negative: 

• Information is not always in time. Sometimes 
information comes too late and people feel themselves 
excluded; 

• A rather static structure in processes and councils; 

• Little job rotation . If you want it is possible to change 
but it is not stimulated at all. 

Phase Score Explanation 

Sharing tacit High • Face-to-face contexts are stimulated; 
knowledge • The set-up of multidisciplinary teams is stimulated . 

Creating High • The creation of concepts seems no problem at all . 
concepts 

Justifying Low • Concepts are tested or justified but often too late in the 
concepts project with the result that the directions of the team 

and the client differ. From both the team's side and the 
client's side there is too little interaction in the 
meantime; 

• At the start of a project no criteria are formulated and 

4 A client is the one who formulates the assignment. This client is most of the time an organization member 
or a MT member of Stork Food Systems. 
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that makes it difficult to justify the concepts designed. 
Furthermore, changes in the objectives are made quite 
easily because of this ; 

• Little feedback on concepts created . 
Building an Moderate Positive: 
archetype • After a long trajectory an archetype is operational. 

Negative: 

• The archetype is less extensive then the initial plan; 

• It takes a long time before the archetype is operational. 
People that have to contribute to the archetype to 
make it operational are not always will ing to cooperate 
immediately and the people who have to work with it 
are not always willinq . 

Cross- Moderate Positive: 
leveling of • Using expert knowledge at the start of project. 
knowledge Negative: 

• Archetypes are not always propagated by the coaches; 

• One-way communication (mainly electronic) when it 
concerns distribution of knowledge on the archetype. 
Feedback on concepts, plans, ideas is scarce. 
However, people start the discussion when the 
archetype is finally implemented. It is thus not clear 
when and why people have to give feedback and who 
is involved in taking the final decision of 
implementation; 

• Cooperation with other subsidiaries is often difficult. 

8.2 lhe results of the plenary learning experiment 

During the learning experiment the results per condition and per phase have been 
presented and discussed with the TKK team. A successful thought experiment will 
be one in which intuitions about it are widely shared (Wikipedia, 2006). The TKK 
members recognized the results in their own working environment. During the 
learning experiment they already came up with concrete initiatives, like: 

• An elaboration in the course project based work in light of the results: a project 
shut-down (PSD) as part of a project-cycle in which conditions and phases can 
be evaluated. 

• Making structural improvements more visible in the evaluation of organization 
members. 

• It seems that people need to feel safe to make a decision and that is the reason 
some organization members depend too much on particular "stakeholders". The 
TKK members want to discuss these phenomena with the people involved in 
these decision-making processes. 

The list of questions in appendix G, makes it possible for Food Systems to make a 
start with the evaluation of conditions and phases in projects, steering committees, 
working groups, etc. An adjustment by Stork Food Systems itself is needed to make it 
really practicable. 
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8.3 Conclusion part II 

It can be concluded that knowledge creation and knowledge exchange is really a 
point meriting attention within Stork Food Systems. 

By reflecting on concrete projects with the TKK members in an interview and uniting 
the results in the plenary learning experiment, a structured but more importantly a 
shared view is obtained on the blockades tor knowledge creation and exchange. This 
shared view found expression in the plenary learning experiment when TKK 
members really started recognizing each others stories and start finding the levers tor 
change together. 

The power of a learning experiment has been proved: people began to understand 
the problems by reflecting on a concrete situation. Each project seemed unique and 
was dependent on a complex set of events at a particular time. By bringing the 
projects together central conditions could be identified, conditions that nudge the 
probabilities of successful change in one way or another. 

From the learning experiment can be concluded that knowledge creation and 
knowledge exchange is a suitable new paradigm tor Stork Food Systems. 

In the next chapter the processes and the outcomes of part I and part II will be 
evaluated. This evaluation would offer some clues to a particular intervention and 
other recommendations. 
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Several conditions determine if a company could be successful in its knowledge creation 
and knowledge exchange. The presence and absence of particular conditions within 
Stork Food Systems offers some clues to concrete tools and processes that can make a 
start in realizing the necessary knowledge creation and knowledge exchange. In this last 
part future directions will be defined. On one particular intervention will be further 
elaborated; its design and its implementation trajectory will be presented. Furthermore, 
the change process of part I and part II will be evaluated, because this evaluation could 
enhance the success of future actions. In chapter 10 we will reflect on the final outcomes 
and the graduation project. 
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9. Drawing up the 
balance-sheet of part I & II 
and future directions 

The meeting of past, present and future 
In this chapter we evaluate the change process of part I and part II and we search for 
future actions within the framework of knowledge creation and knowledge exchange. 
One future action, a design in the form of a decision-making tool, will be explained in 
more depth in section 9.3. This tool prepares for the stimulation of the necessary 
conditions for knowledge creation and knowledge exchange. Apart from this tool 
other recommendations could be given on the basis of the preceding research. 

9.1 Introduction 

The objective of this research is giving a new impulse to the organizational change 
and renewal process of Stork Food Systems. We made use of a converging research 
approach, in which learning and ownership creation played a central role. In part I the 
momentum for a new impulse has been explored by investigating the different views 
of the organization members. By this investigation the dominant hampering patterns 
for starting emergent change processes have been revealed. These patterns pointed 
at knowledge creation and knowledge exchange as the exterior drivers for the TKK 
project and a learning experiment has been used to test the need and suitability of 
this new paradigm (in part II). Now the time has come to evaluate the preceding 
processes of part I and part II. By evaluating this process we can celebrate former 
successes and we can learn and enhance the success of future actions with which 
we move from generalizations to tools and processes that help in starting emergent 
change processes. 

Outline of this chapter 
First, in section 9.2, we will draw up the balance-sheet of part I and part II by 
discussing the cohesion between the different parts and the developments within 
these change processes. In section 9.3 we will define one future action and its 
possible implementation trajectory in more detail. Eventually, in section 9.4, 
recommendations will be given that can help in the further design of the emergent 
change process within Stork Food Systems 
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9.2 Drawing up the balance-sheet of part I and part II 

What is the cohesion between part I and part 11 and what happened with the TKK 
project and the participants? These questions will be answered in the following two 
sections. 

9.2.1 The cohesion between part I and part II 
As already mentioned in section 9.1 a converging approach has been used in this 
research. Little by little, both the researcher and the organization members involved 
got a better overall picture of the patterns hampering the emergent change process. 
At the start of the research many subjects were considered important. This found 
expression in the rambling speeches of TKK members during the monthly TKK 
meetings. At the feedback moments in part II the TKK team became more aware of 
the status of conditions within Stork Food Systems. The change process was 
becoming more participative and people could come up with concrete initiatives to 
move the process in the direction desired. So tor both the researcher and the 
members involved the process of part I and part can be described as a decrease in 
complexity, and a shift from thinking to doing. 

9.2.2 Developments during part I and part II and roles of participants 
The results of the different parts have already been described in section 5.3 and 8.3. 
How these outcomes influenced initiatives elsewhere in the organization is difficult to 
say, because it is rather difficult to grasp these consequences. The different feedback 
moments, in which initial results and observations were presented, were valuable. 
After a while you see those people present start adopting the concepts and the 
terminology in their own work. 

The TKK members are considered as the ultimate change agents in the TKK 
process. The members of the TKK team volunteer in the TKK process and are 
interested in the subjects treated. Furthermore the team can rely on an enormous 
commitment of the management team and a lived through project within the whole 
company. At the moment the TKK team is occupied with the realization of some 
concrete initiatives. These initiatives have been divided among the TKK members 
and every TKK member is collecting a crowd of people in the organization that has 
the objective to breath life into this initiative. The monthly TKK meetings serve as an 
open space meeting where initiatives and progress can be discussed. The realization 
of the initiatives in this form is a good example of the Japanese Ba concept: Different 
Ba's have been set-up, organization members can join if they want to, and the 
knowledge shared is utilized in the own working environment if possible. Despite the 
monthly TKK meetings it is difficult to grasp the distribution of these initiatives in the 
organization of Stork Food Systems. 

9.3 The design of a tool to let develop a new paradigm 

The term knowledge can primarily be found in the fields of ICT and Finance. In these 
fields, it concerns the storing of information, by decoupling it from an individual, and 
making the information available at a later time for another individual. Another field is 
the one of the social sciences, in relation to creativity and entrepreneurship, where it 
concerns the willingness to share and the willingness to apply the knowledge. It is 
this field of study where a solution of Stork Food Systems can be found. By 
promoting the willingness to share knowledge and the willingness to apply knowledge 
you stimulate the creation of different Ba's and thereby the fluidity of knowledge 
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within a company. However, promoting the willingness to share information is very 
difficult due to two reasons. First, people are afraid of losing their unique position. 
Second, and more importantly, people weight their own knowledge level and are 
afraid this level is not sufficient. This last reason has strong linkages with decision
making and leadership style (Joma et al. 2004) . In section 9.3.1 is explained how the 
right context can be stimulated by decision-making and leadership. In section 9.3.2 
the design and the implementation of the decision-making tool will be discussed. 

9.3.1 Stimulating the right context by leadership and decision-making 
We are thus looking for a design that stimulates the right context. This can be a 
context in which interaction between the right people is stimulated, but also the 
exclusion of interaction if a situation asks for it. Especially in a turbulent environment, 
in which business changes all the time, the right reaction to a problem situation is of 
great importance. This reaction to a problem situation can be defined as decision
making (Robbins, 2003). A right reaction is a reaction that is both effective and 
efficient. If decisions are taken poorly the conditions of the Nonaka framework are 
influenced in a negative way; the wrong context is stimulated. According to Robbins 
(2003) one person's problem is another person's satisfactory state of affairs and then 
the use of influence is needed to direct and coordinate the activities of people to meet 
objectives. 

The use of this (noncoercive) influence can be defined as leadership (Moorhead & 
Griffin , 1995). With leadership individual and group behavior can be influenced. A 
leadership position can be a position that has been appointed to someone, but can 
also emerges within a group according to consensus of the group members 
(Moorhead & Griffin, 1995). 

Vroom, Yetton and Jago (VYJ) developed a decision-making model that enables a 
leader5 to examine a problem by situation characteristics (in the form of eight 
questions) and to determine which decision-making style is appropriate in the given 
problem situation. This approach focuses on deciding how many people6 should 
participate in the decision-making process to guarantee an effective and efficient 
implementation. The model assumes that a leadership style is dependent on the 
situation and that the same leader may thus display different leadership styles. 

In appendix I an elaboration on the VYJ-model can be found. In this appendix you 
find the model with its eight situational patterns, the five decision-making styles and 
effects of using the tool. 

While using the decision-making model the user answers many questions that are 
related to the conditions and phases in the framework of Nonaka. A decisional 
process is often gone through unconsciously. By formulating and answering the 
questions in the decision-making tool, the decision-making process can be made 
more consciousness, but more importantly interaction is stimulated where necessary 
so knowledge can become more fluent. 

5 Originally the model was intended for managers and their subordinates, but experience has shown that 
the model also produces meaningful results for other relationships, like the planning of a vacation by family 
members (Vroom, 2003) . 
6 Here the word people refers to organization members involved in the implementation or in providing the 

relevant information in determining an outcome to the problem under study. 

73 Evaluation and future directions 



Triggering change 

Within this model different approaches can be found . Traditional approaches and 
approaches more in line with the Chaos lens pillar. A leap manifested itself in the first 
half of 2006, when Stork Food Systems went through a growth by the takeover of 
Townsend and Food and Dairy. At the moment Stork Food Systems is streamlining 
and consolidating its operations and therefore both approaches fit into in the current 
business environment. 

9.3.2 The design and the implementation of the decision-making tool 
In this section many things will be explained to the reader: the design process itself, 
the requirements and design criteria of the tool, the prototype of the tool, the results 
of the testing phase, and the implementation trajectory of the tool. 

The design process 
The model of Vroom and his colleagues provided some useful insight for the design 
of a tool to let develop a new paradigm of knowledge creation and exchange within 
Stork Food Systems. The ultimate design process was a "search and experiment 
process" with the already existing VY J-model. The ultimate decision-making tool 
had to trigger the organization members of Stork Food Systems and the translation of 
the model in a concrete artifact relied heavily on the creativity and the intuition of the 
researcher. Nevertheless, during the design process an eye is kept on a number of 
limiting conditions and design criteria. 

Functional requirements and limiting conditions 
First of all , the design has to be in line with the research objective: it needs to 
stimulate a (participative) process with which organization members can (re)act 
effectively on changes in the turbulent (internal) environment. Furthermore it has to 
conform to the current strategy of Stork Food Systems: organic growth. Finally, the 
design has to fit into the existing organizational culture (Van Aken et al. 2001 ). 

Design criteria 
These functional requirements and limiting conditions can be translated in concrete 
design criteria, which are listed below: 

• The tool has to stimulate the right contexts, different Ba's. Stimulate interaction when 
a situation asks for it and the other way around. New patterns arise as a result of 
interaction between components of a system. 

• The tool has to be user-friendly and easy to transfer to other users. 
• The tool has to be practical : involving or relating to real situations and events. 
• It has to stimulate the appreciation of the use of different contexts. 
• The tool itself has to be made conspicuous to make people curious. 

The decision-making tool 
The prototype of the decision-making tool can be found in appendix J. The complete 
tool has the form of a folding tool. When answering the questions in the manual 
(appendix L) and unfolding the corresponding flaps, the user is directed to a 
leadership-style that is appropriate in that particular situation. 

This decision-making tool can be used by different organization members. Originally 
the model was intended for managers and their subordinates, but experience has 
shown that the model also produces meaningful results tor other relationships, 
therefore the decision-making tool can be introduced throughout the entire Stork 
Food Systems group. 
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The folding tool can also be automated within for example Excel. However, the power 
of a physical tool like this resides in the possibility to get a feeling about the different 
relationships of the situational characteristics by folding and unfolding the different 
flaps. Furthermore this folding tool is easy to communicate to (future) users and it is 
easy to conduct tests with. 

Implementation trajectory 
First, this prototype has to be tested among people involved, to find out whether the 
functional requirements are met and whether the manual is clear to the users (the 
conclusions of this testing phase can be found in the next paragraph) . 

Subsequently the following steps can be followed: 
1. Publish an article about the decision-tool in the company magazine together with 

reactions to the tool during the test phase. 
2. Introduce the tool to managers, coaches and project leaders. 
3. Evaluate the tool within a group of users. 

After this third step the tool can be introduced to more organization members. The 
best thing would be to introduce the tool in kit form so the organization members 
have to assemble their own decision-making tool (see appendix K). 

Who is going to execute this plan remains to be seen. It is important however, to 
appoint someone who has to coordinate the different activities to guarantee the 
implementation of the tool. 

A first evaluation of the tool 
An overview of the testers of the tool can be found in appendix M. A summary of the 
reactions is listed below: 

• People are immediately triggered by the form of the decision-tool and react 
enthusiastically. 

• "Besides the stimulation of the right leadership style it can also be used as a means 
to explain the people involved why and how a decision has to be made and what their 
role is in the decision-making process. " 

• "It can also be used as a means to evaluate decision-making. "1 

• "It can be of help for people who always adopt the same decision-making style, but 
also to people who always wonder whether they adopt the right approach; it can 
make them more secure. " 

• "It is a tool with which you can coach teams. " 
• ''The power of the tool resides in asking yourself questions about the problem 

situation. Often you find out that you not fully investigated a particular situation 
characteristic." 

What is the effect of this tool on the behavior of organization members? 
• By using the decision-making tool organization members get trained in different 

styles: they adopt a broader repertory, but more importantly they become aware of 
different styles. 

September 

7 Despite the tool , misperceptions from the user may still exist (e.g. a leader that overestimate its expertise 
relative to a group) . By the use of social comparison people can reflect on their misperceptions and then 
the behavior can be changed effectively. Reflecting on the decision-making process in a changing 
environment is worthwhile: routines or habits can become inadequate, because they reflect the learning 
environment at the time the routine was formed. 

75 Evaluation and future directions 



Triggering change 

• It stimulates interaction in the situations needed and this can cause a better overview 
of someone's task on the whole. By the formation of groups, complexity can be 
reduced. 

• The situation is analyzed beforehand and this could prevent frustration in a later 
stage. 

• When this tool is used by organization members of a lower hierarchical level, they 
can convince their coach that he or she has to let go; in particular situations the 
organization member can make the decision-making alone. 

9.4 Future directions - recommendations 

The decision-making tool is an addition to the current state of mind of Stork Food 
Systems. Of course this design is not the only one that stimulates the use of the right 
contexts, but it is a prototype that is able to directly influence the alertness of Stork 
Food Systems. This tool also fits well in the strategy of the Food Systems group. In 
the near future collaborations between people of different subsidiaries will be 
intensified (due to the streamlining) and then effective and efficient decision-making 
becomes more important. However, the cultural background of the decision maker 
can have significant influence on his or her selection of problems, the depth of 
analyses, the importance placed on logic and rationality, or whether organizational 
decisions should be made autocratically or individually (Robbins, 2003). Furthermore, 
the tool preserves the advantages listed above. 

Apart from this tool, other recommendations can be given that help in developing the 
new paradigm of knowledge creation and knowledge exchange. 

• First, the questionnaire in the interview scheme of part II can be improved and 
extended with the checklists in the book of Jorna et al. (2004) . This checklist can be 
of help in evaluating the conditions of knowledge creation and knowledge exchange 
in projects , in general, and across different sectors and subsidiaries. However, this 
questionnaire should be updated continually to new innovation insights from literature 
and practice. Furthermore, this questionnaire can give a better understanding of the 
relationship between learning styles and the level of knowledge creation and 
knowledge exchange. Do the learning styles within Stork Food Systems link up with 
the required distribution of knowledge? This understanding could lead to changes in 
the training programs of Stork Food Systems. 

• Job rotation and strategic rotation can stimulate the knowledge creation and 
knowledge exchange. Research on the positive and negative effects of this rotation 
could be very useful. The line of business seems an important obstacle in introducing 
this kind of HRM policy. A benchmark among other technology companies could be a 
good starting point for investigating this subject; how do other companies deal with 
this issue and what are the advantages and disadvantages according them? 

• To mobilize more people in the TKK process it is recommended to change the name 
of the TKK project. The Dutch acronym is not covering the range of initiatives taken 
by the TKK team at the moment. If the TKK team wants to involve more and new 
people in the project the TKK process needs a name that corresponds with the 
actions taken and the challenges faced. Especially newcomers are astonished about 
the old-fashioned name and these are the people you need in stimulating 
organizational change. If you can involve these people in the TKK process you can 
construct more effective Ba's. 

In this chapter the change process of part I and part II has been evaluated and 
directions for the future have been defined that could help in developing the new 
paradigm. In chapter 10 the researcher will reflect on the process and its outcomes, 

September 2006 76 Evaluation and future directions 



September 

Triggering change 

because the perceptions of the researcher could be of help in understanding the 
change process. 
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IO.Epilogue 
The interaction between Stork Food 
Systems and the researcher 
In the previous chapter the balance-sheet has been drawn up, and with that the 
change process, which was object of this graduation project, has been evaluated. 
Learning is an important factor in this research and therefore this report will be ended 
with an epilogue in the form of a reflection from my side, the researcher. I will reflect 
both on the process and its outcomes, respectively in section one and section two. 
My perception could be of help to the reader in understanding the change process so 
far and can give some insights in directions for the future as well. 

10.1 Reflection on the graduation process 

First, I will reflect on the last nine months of the graduation process. Researching the 
organization-development status and identifying the levers for change have marked 
this process. However, this graduation project also tested the limits of my own 
abilities and my own levers for change. After more than five years of studying you 
wonder whether you have the right level of knowledge to enter the real business 
world. 

The start 
Already during my literature research I had the feeling to start from scratch; I had to 
explore a completely new domain to be able to meet the objectives of Stork Food 
Systems. Luckily it was rather interesting to explore a new domain of study. However, 
during the first weeks in Boxmeer I was astonished about the rich history of the 
change process and the knowledge level of the organization members involved. 
Looking back I think it is rather surprising how I hold confidence the first weeks; 
graduating in a domain where the people involved expect an expert role while your 
knowledge lacks behind in comparison with them. 

Part I 
In part I I played more or less the role of observer; in an open interview setting I 
obtained data from numerous people. The results of these interviews were fed back 
in the organization of Stork Food Systems in the form of soap episodes and an 
interim presentation. But in my opinion the level of feedback was not felt that much 
and I felt disappointed and "unheimisch". Now I see that there was considerable 
feedback and reactions of organization members, but not in the way I expected. Now 
I also realize that Stork Food Systems is a company that speaks its mind but only 
after a considerable time in which it has to form that opinion. However, a newcomer 
could get the feeling that participants are not involved and passive. This might be 
something for Stork Food Systems to be aware of. 
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Part II 
In part II I got a clearer vision about the conditions hampering knowledge creation 
and the levers for change. This vision together with the "passive" attitude of the TKK 
team caused another behavior at my side; I became more self-conceit and 
determined the path to follow without imposing these on the participants. I think 
during the learning experiment it became clear that the path followed was the right 
one: TKK members started understanding the status of conditions within Stork Food 
Systems, got more energy and came up with concrete ideas. At the end of this part I 
had the feeling that the process was becoming more participative. 

Part Ill 
At the end of part Ill it became clear to me that when working in an organization you 
become aware of the way of interacting and the way of dealing with problems. I think 
I designed an interface in the VY J-model that triggers the organization members of 
Stork Food Systems; it is new and refreshing, people can actually use it, and it 
makes sense for the people who tested it. 

During this graduation process I tried to be a part of the whole. The realization of the 
stories, the learning experiment and the decision-making tool is not a mere product of 
myself, but the result of an interaction between me and the members of Stork Food 
Systems. 

10.2 Surplus value for the different parties 

The stories, the learning experiment and the decision-making tool are thus results of 
the interaction process between me and the organization members involved. But 
what is the surplus value for the different parties involved? Below I will discuss the 
surplus value for Stork Food Systems, science and myself. 

Stork Food Systems 
The diffusion of concepts and the status of Stork Food Systems in light of these 
concepts was my biggest contribution. I think this research made it possible for Stork 
Food Systems to start distinguishing important from unimportant. The different 
presentations, in which I presented the results and my observations, are maybe the 
most valuable. In these presentations I developed a role as mirror and not the role as 
guide. 

Looking back I think I triggered a reflective process within Stork Food Systems and 
provided some concepts to let develop a new paradigm of knowledge creation and 
knowledge exchange. 

Science 
In the beginning I was skeptical about the CST framework, because I had the feeling 
that many people are in need of clarity to perform well and feel pleasant. But along 
the way I found out that the power of CST resides in the nonlinear way of looking at 
things, and also, more importantly, that it is a means to set things in motion and to 
make people aware of particular changes and developments. I think this research 
has shown that a CST approach can be combined very well with more traditional 
methods. Furthermore, the concept of storytelling is very powerful. After five months 
people still remember some citations, still ask themselves what people mean with the 
judgments in the soap episodes and are still surprised about how freely people spoke 
in the interviews. 
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Personal 
At particular moments during the research it felt like shooting on a moving target. 
Everything kept on changing and that made a heavy demand on my flexibility and my 
improvising skills. Sometimes I felt Tom Thumb: completely lost. But along the way I 
found out that a spontaneous approach and self-conceit were needed to open new 
avenues. 

In this research it was a matter of stimulating interaction without steering the process 
and its members. And this was extremely difficult. Patience and "letting go for control" 
are not characteristics that apply very well to me. I consider myself as creative and 
chaotic when it comes to generating ideas, but I would describe myself as an 
enormous "control freak" when it comes to the set-up and the implementation. 
However, I do not feel comfortable in the role of a wiseacre, so triggering the process 
itself , in which I do not have to ask for attention, suits me very well. I found out that a 
project like this needs good communicative skills to transfer the message. It was 
quite satisfying to realize that people understood the messages at the different 
feedback moments and even start adopting the concepts and the terminology in their 
own work. 

After conducting this graduation research I truly believe that the power of a student 
Industrial Engineering and Management Science resides in the ability to take in a 
situation at a glance, the ability to communicate with different disciplines and 
identifying the levers of change. Knowledge is important, but these skills count 
maybe even more, when it comes to consolidating the growth of a company like Stork 
Food Systems. 

Looking back on this graduation project I can say that it was not only an intensive 
learning process, but also an inspiring and valuable discovery. 

Jessica Peters 
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