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Chapter 1: Introduction 
 
In this chapter, the research context and the problem definition are introduced (1.1). After the 
research project is positioned within the relevant theoretical frameworks (1.2), the research 
objective, general research questions, and a set of research questions are formulated (1.3), all 
of which will be answered in Chapters 3, 4, 5, 6 and 7. In Section 1.4, the theoretical and 
methodological contributions of this PhD project are reflected upon. Section 1.5 presents an 
outline of the remaining chapters of this study. 
 

1.1 Context and Problem Definition 
 
1.1.1 Philosophical Perspective 
Before I started my PhD study, I lived in New York City. Every Wednesday I participated in 
the race night at my yacht club, and I spent most weekends up and down the east coast racing 
sailboats.  To be a non-professional sailing club racer was to participate in a dictatorship, a 
team action, trash-talking conflict, every Wednesday night; I loved those battles. I had two 
main jobs on the team: to raise and trim the jib, and to raise and fly the spinnaker downwind. 
Reading the wind, watching it come and go along the surface of the sails and water, keeping 
track of the time, and looking at the tides for the evening, watching the other boats, knowing 
that all of these things would change when the current and the undercurrent changed.  Also, 
to understand when the tide changes were going to affect our performance on the boat and 
where we needed to be on the race course in combination with the setting of the sun to catch 
the changes in air pressure when the sun sets, and these changes would be dependent on so 
many things that would unfold throughout the race.  These aspects of sailing have informed 
how I view the world.   

Using complexity as the basis for the development of my research means viewing the world 
as dynamically moving in and out of equilibrium, and that process can unfold in linear or 
non-linear ways. Given my viewpoint, my theoretical position in the research is also 
important. I first would like to mention the discussion with regard to organizational studies 
and some of the ways in which they have been conducted in complexity science. The 
paradigms of positivism (Newtonian science), post-positivism, and post-modernism are given 
a very brief explanation. 

Buijs, Eshuis & Byrne (2009), argued that the theoretical debate on complexity science has 
two main positions, mainly positivist and post-positivist (e.g. Cilliers, 1998/2005; Eve et al., 
1997; Morcol, 2001). Positivism and post-positivism share similar philosophical 
assumptions: the search for knowledge is the search for truth. This stems from the idea that 
Descartes put forth that the mind and body function independently from each other, and the 
body functions like a machine. This reductionist approach means analysis can be whittled 
down to elementary particles or elements. This idea was further developed by sociologists 
such as Marx and Weber. Weber began to shift the debate because of his observations in 
human behavior and the changes in motivations of humans in the modern era that moved 
from following history and tradition to a ‘mean to an end’ way of thinking which he assessed, 
led to a more goal-oriented rational (Harkema, 2004).  
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Positivists are generally guided by realist ontology (e.g. Guba, 1990) and an epistemological 
aim to discover general (universal) laws explaining reality that are based on observations 
(Buijs et al., 2009). Causality is linear and reality is broken into discreet events that can be 
isolated and analyzed to determine the relationship between them (Morcol, 2001: 109; Buijs, 
Eshuis & Byrne, 2009). A key point that positivists hold is that scientific knowledge does not 
depend on the observer; because scientific knowledge is not subjective but objective. Post-
positivists within the complexity debate are generally guided by the importance of 
indeterminacy (i.e., that the present is by no means guaranteed by the past; and descriptive of 
contingency) (Warf, 1993: 166) and randomness i.e., an inability to predict, regardless of the 
degree to which we are able to establish the initial condition of the system (Byrne, 2009: 175; 
Gould, 1991). Post-positivists view all knowledge as locally valid (Kauffman, 1993/1995; 
Buijs et al., 2009). In short, within the debate in the complexity sciences, both positivists and 
post-positivists agree that using a framework necessarily involves choosing a standpoint, 
implying the impossibility of objectivity (Cilliers, 2005; Buijs et al., 2009). 

Building on the writings of complexity theorists Uden, Richardson and Cilliers (2001), the 
theoretical debate on management science is between post-positivist and post-modernist. 
Post-modernism as ontology has a philosophical assumption about reality: the subject 
observing reality is connected to it. Post-modern discourse “analyzes social life in terms of 
paradox and indeterminacy” (Cooper & Burrell, 1988: 91; Hassard, 1994/1999). 
Fundamentally, post-modernists reject the idea that individuals are “the sole source of 
meaning and truth” (Harkema, 2004: 18). Post-modernist thinking is complimentary to 
complexity because of its “concern with blindly accepting boundaries” (Uden, et al., 2001: 
58) in reality. The limitation of boundaries is in the establishment and maintenance of 
concepts (i.e. organizations). Such establishments require “subtle and less subtle acts of 
inclusion/exclusion and prioritization” (Uden et al., 2001: 57). 

Uden et al., 2001, state that the argument between post-positivists and post-modernists is 
entrenched in the limits of attention given to the establishment and boundaries of concepts. 
For example the concepts of ‘organization’, post-positivists focus most exclusively on the 
effects that follow the establishment of concepts. Post-positivists also fail to question the 
creation of the boundaries that prevent the concept (i.e., organization) from indeterminacy. 
Hence, this also leaves “out consideration of what got excluded in the process(es) of 
establishing the limits of reach for the concept” (Uden et al., 2001: 58). For post-modernists 
in this example there is less focus on the concept, because the concept is fraught with 
instability and is the result of different ongoing processes. It is the “creation, upholding and 
acting on the concept” (Uden et al., 2001: 58) that is seen as ongoing and it is this ongoing 
process of ‘upholding and acting on’ that is studied from a complexity standpoint. 
Postmodernist contend that when the distinction of the concept is realized, the concept 
simultaneously becomes “crippled” Uden et al., 2001: 58) by the label. Although, within 
complexity science, Richardson (2004) points out that boundaries are understood to be 
emergent and temporary; a thoughtful view of what the concept is becoming throughout the 
research process is necessary. 

That said, if I take to heart the experience I have with sailing, the ontological view that things 
are in a state of ‘becoming’ draws me to the post-modern work of Deleuze, and the 
epistemological stance of this dissertation is that from my engineer’s perspective, meaning 
that the boundaries of “what knowledge is and the truthfulness” (Harkema, 2004: 11) of the 
knowledge gained in this PhD project are grounded in philosophical choices and are drawn 
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for their usefulness in practice. I have chosen to take a pragmatist view for this research. This 
pragmatist view is complimentary to the present research because this perspective focuses on 
the generation and usefulness of knowledge (Friedrichs & Kratochwil, 2009; Sanderson, 
2009). The framework of pragmatism embarks on creating space for unique human action 
and thinking, so it can be studied in normative and systematic ways that are useful to all 
entities (Romme, 2003; Wicks & Freeman, 1998). This connection of space for unique 
action, thinking, and usefulness of different representations of knowledge are much needed as 
organizational environments evolve. This fits well with a post-modernist acknowledgement 
of the evolving representations of concepts throughout the research.  Hence, from this 
framework, topics are best viewed in terms of their practical usefulness and success (Wicks 
& Freeman, 1998).  

1.1.2 Research Context 
The research that has led to this PhD project was the result of collaboration between 
Eindhoven University of Technology and a manufacturing corporation in the Netherlands. In 
the remainder of the PhD project the company will be referred to as International 
Production Company (IPC). The goal of this relationship and collaboration for ICP was to 
ensure that scholarly attention would be devoted to both a structural and cultural change and 
development plan within the manufacturing corporation during the past two decades. 
 
The structural renewal phase of the organizational change process was first ushered in 
through a companywide introduction of self-managed teams. This step-by-step structural 
process started in 1988 and continued until 1998. This change process encompassed three 
levels of organizational teams (i.e. business, operational, and self-managed) and it affected 
the functional controls (i.e. renewal, operational, and performance) associated with each of 
these levels. The structural renewal led to changes in the quality of work, as well as a 
reduction of manufacturing throughput time and costs, to give a few examples (Van 
Eijnatten et al., 1999; Van Eijnatten & Hoen, 1999). 
 
The start of a cultural renewal project began in 1999. A step-by-step companywide 
introduction of dialogue was made in the organization. From 1999 through 2005, 
management teams, work groups, and production teams took part in this change process (Van 
Eijnatten & Van Galen, 2005). There were a number of small projects that had been 
implemented within the organization from 2006 – 2008, prior to the start of this PhD project 
(Chen & Drost, 2006; Peters, 2006; Roelofs, 2007; Hennephof, 2008). 
 
1.1.3  Problem Definition 
After nearly two decades, both the structural and cultural development plans within the 
company were heading towards completion. A proposal for ‘human and social sustainability 
in work organizations’ was made to combine structural and cultural developments in order to 
create a seamless whole in 2008. The original proposal of this PhD project was intended to 
gain insight into the regenerative potential of work, utilizing dialogue and focusing on 
personal-resource development and maintenance as it related to human and organizational 
sustainability. To provide these answers, both surveys and interventions were to be 
administered throughout the PhD project. This would be done with the intention to shape 
sustainable work practices and to specify the distinct activities and roles of both the managers 
and employees.  
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In May 2009 the PhD project began, and the first pilot study started almost immediately. This 
pilot study was aimed at analyzing the building blocks for shaping sustainable work.  
However, by December 2009, the focus of the PhD project was beginning to shift, due to the 
fact that the multi-national merger and acquisition (M&A) process of the company, which 
began in 2008, was entering its final stages.  This process was coupled with the global impact 
of the economic crisis on the manufacturing industry in the European Union. There were 
considerable cultural differences between the merged subsidiaries, some of which were not 
located in the same country but halfway around the world. This shift in the research direction 
embodied the researcher’s general belief that this transition began to present new challenges, 
and shifting the research direction would help to promote sustainable performance in a 
changing work environment and to get to the heart of a work solution for the organization’s 
organizational change processes, specifically in terms of an M&A context. This extended the 
original intent of the PhD project. A new focus arose that encompassed the premise of 
increasing work and cultural development between more stakeholders and using the 
company’s merger status as a competitive advantage. Hence, a new direction for this PhD 
project took shape, which included the development of a new work-design model and 
intervention tool that would help the organizational members to change their individual 
behavior and group collaboration in order to redesign and craft their work and organizational 
culture according to a set of organizational values for sustainable collaboration in the merged 
corporation. The project was renamed as ‘Value-Crafting: Using Organizational Values for 
Developing Sustainable Work Environments’. 
  
This research direction clearly reflects the core concepts of the PhD project: 'work redesign', 
'organizational values and culture', 'work- and value crafting', 'changing individual and group 
behavior’, and the design and testing of an 'intervention tool'. In the following section, I will 
present the theoretical points of departure in regard to the first four concepts. In addition, 
Chapter 2 will focus on the overall design methodology adopted to develop the work-design 
model and intervention tool to be used in work- and value crafting. 
 

1.2 Theoretical Points of Departure 
 
1.2.1 Job/Work Design 
A variety of labels have been given to the design of work (e.g. job design, job engineering, 
lean production; Garg & Rastogi, 2005; Morgeson & Campion, 2003; Parker, 2003). More 
recent literature on the design of work has used the term work design instead of job design in 
order to indicate a broader organizational context and to incorporate a long-term view of a 
person’s career (Morgeson et al., 2010; Birdi et al., 2008; Kira, et al. 2010). 
 
Work design had been defined very similarly to job design within the context of intentions, 
roles, and behaviors over the course of a person’s career. Work design has been described as 
influential in employees’ daily activities and the sociotechnical reality that surrounds them in 
the workplace (Grant, 2007; Fried et al., 2007; Grant & Parker, 2009). Clegg and Spencer 
(2007) proposed that job design is a dynamic interplay between an employee’s self-efficacy, 
knowledge, and role adjustments. In this PhD project, the term work/job design will be used 
interchangeably when referring to both job- and work design as the inclusion of the 
organizational context and the design of work. 
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There are a number of approaches that have been used in the design of work. Some 
interdisciplinary perspectives and taxonomy of four main job-design approaches and 
outcomes, prompted by Campion & Thayer (1985) and Campion (1988), are presented in 
Table 1. 

Table 1. Approaches to Job Design  
Approach to Job Design  
1.   Engineering 
/Mechanistic/Variable 
Approach 

This approach arose from the classical industrial engineering and the 
division of labor literature (Babbage, 1837/2009; Barnes & Barnes, 
1958; Gilbreth, 1911; Holman, 2005; Locke, 1982; Maynard, 1971; 
Mundel, 1970; Taylor, 1911). 

2.   Biological Approach The biological approach focuses on reducing job stress, strain, and 
fatigue related to physical performance requirements and demands 
(Tichauer & Tichauer, 1978, Astrand & Rodahl, 1977; Hertzberg, 
1966; Cornell, 1984; Stone & Gueutal, 1985; Taber, Beehr & Walsh, 
1985). 

3.   Perceptional-Motor 
Approach 

This approach has its foundation in experimental psychology and 
human factors engineering, the emphasis on reducing employee 
mental workload, minimizing the probability of errors and accidents 
related to mental fatigue, and promoting efficiency (Sander & 
McCormick, 1976; Van Cott & Kinkade, 1972; Welford, 1976; Fogel, 
1967; Gagne, 1962). 

4.   The Job 
Characteristics/Motivational 
Approach 

Job enrichment, enlargement, autonomy, motivational characteristics 
relate to the importance of self-managed teams.  
Moreover, psychological principles from sociotechnical approaches 
(Ford, 1969; Herzberg, 1966; Griffin, 1982; Hackman & Lawler, 
1971; Hackman & Oldham, 1976; Mitchell, 1976; Steers & Mowday, 
1977; Vroom, 1964; Cherns, 1976/1987; Englestad, 1979; Rousseau, 
1977; Pfeffer ,1982; Trist & Bamforth, 1951; Emery & 
Thorsrud,1976; Emery 1978; Emery & Trist 1965; Herbst, 1974/1976; 
Fensham & Hooper, 1964; Trist, 1981; Pasmore, Francis, Haldeman, 
& Shani, 1982; Rice, 1963; Mumford, 1969; Miller & Rice, 1957). 

 
As pointed out earlier, there are a number of approaches that might be taken, but in this 
project the biological approach (2) and the perceptional-motor approach (3) are not included. 
Although areas such as safety and ergonomics are important in work settings, they are not the 
focus of this study. Our definition of work redesign is primarily based upon the 
engineering/mechanistic/variable approach (1) and the job characteristic/motivational 
approach (4) which have, to a large extent, provided the basis for most of the work-design 
research conducted in the greater part of the twentieth century. 
The early mechanistic approach, time and motion studies conducted by Taylor and others in 
the early 1900s helped to develop scientific management as it is known today (Grant & 
Parker, 2009). Researchers have sought to better understand and enhance employee 
productivity, motivation, comfort, and satisfaction (Ray, 1986; Taylor, 2003; Roethlisberger 
& Dickson, 1939) in controlled environments. Motivational aspects of work design have led 
to a desire to improve the environmental and social conditions of employees (Herzberg, 1966; 
Herzberg, et al., 1967) and to understand the task attributes when shaping job perceptions and 
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behaviors (Turner & Lawrence, 1965). Socio-Technical Systems’ theory (STS) emerged from 
a series of field studies that were conducted by researchers at the Tavistock Institute in 
London during the 1950s and early 1960s. If one views work through the STS perspective, 
the difference is in the scope of investigations in which work is no longer simply regarded in 
terms of variables, but instead the systems in which they operate, are taken into account. 
 
During the 1970s, Socio-Technical Systems (STS) and The Job Characteristics Model (JCM) 
approaches merged the goals of productivity and quality of working life. STS seeks to create 
jobs that satisfy employees’ psychological needs and thus pave the way for employee well-
being and organizational productivity (Emery & Thorsrud, 1976). Self-managed work teams 
brought autonomy to the workplace, and became a highly-preferred structural solution during 
the last half century. The Job Characteristics Model (JCM; Hackman et al., 1975) aims to 
recognize job characteristics that promote ‘critical psychological states’ conducive to higher 
productivity, job satisfaction, and internal motivation. The goal was to promote work 
productivity through human motivation at work. The two paradigms complement each other 
in terms of human performance at work (STS: relation organization/ allocation of jobs; JCM: 
relation individual job/personal and work outcomes). STS and JCM cover a whole range of 
jobs and explain/measure human performance, but this has been mainly in the environmental 
contexts of moderate and predictable change. The findings of Wall, et al., (1990) that shed 
light on the effects of operator vs. specialist control are an example of an environmental 
context of moderate and predictable change. The study found that operator control led to 
higher machine operation time, especially for those machines that were more unreliable.   
 
The original JCM focused on five relatively narrow job characteristics (Grant & Parker, 
2009; Parker, Wall & Cordery, 2001). Job/work characteristics such as the introduction of new 
behaviors and the influence of the job holder, e.g. developing a role and the supervisors 
influence on the delegation of job content (Wrzesniewski & Dutton, 2001; Nicholson, 1984; 
West, 2002; Graen & Scandura, 1987; Morrison & Phelps, 1999), have been very informative 
in the design of work, as has, work-characteristics research that focuses on the job in the form 
of expectations, work tasks, and social interaction at work, such as the material value or 
external characteristics of the job itself (Dubin, 1956; Wiener & Grechman, 1977).  Studies 
have also identified antecedents of job design and contingencies that influence the 
applicability of the theory, such as additional job characteristics, uncertainty, management 
style, new moderators, context satisfaction, and proactive behaviors (Griffin, 1987; Hackman 
& Oldham, 1980; Parker et al., 2001; Oldham, 1996; Parker & Turner, 2002; Wall et al., 
2002). The social context can provide the necessary materials for employees to build the 
experience of work (Salancik & Pfeffer, 1978), and the issue of tasks has been described in 
regard to how they relate to performance in individuals, and in accordance with the 
prescribed activities a person performs during a typical period (IIgen & Hollenbeck, 1992: 
173; Griffin, 1987: 94). Although there has been substantial research to extend both of these 
models (c.f., Parker & Ohly, 2008) using them as the sole point of departure in this PhD 
project would constrain the context of this research, which seeks to examine unpredictable 
change.  
 
Knowledge and physical characteristics such as problem-solving, specialization, equipment 
use, and the interdisciplinary nature of job design have also been investigated (c.f. Campion, 
1988; Griffin, Bateman, Wayne & Head, 1987; Salancik & Pfeffer, 1978; Morgeson & 
Campion, 2003; Morgeson & Humphrey, 2006; Parker & Wall, 1998; Campion & 
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McClelland, 1993; Campion & Thayer,1985; Morgeson & Campion, 2003; Campion, et al., 
2005). However, research publications on job design have increasingly begun to look at more 
complex and dynamic relationships within the design of work as a means for accomplishing 
sustainability in the work place (c.f. Clegg & Spencer, 2007; Rousseau, 2005; Wrzesniewski 
& Dutton, 2001; Karasek & Theorell, 1990; James & Tetrick, 1986).  Although work may be 
changing, the way in which researchers analyze these relationships has often been limited to 
variable-based approaches (Cox, 2008; Kira & Van Eijnatten, 2008a/b; Docherty, et al., 
2009), meaning examining correlations, mediations, and moderations, and evaluating causal 
effects of relationships. System-based approaches (Weichel et al., 2008; Bradbury, 2003) that 
look at inputs, outputs, and throughputs have also been used  as well as, to a more limited 
degree, complexity-based approaches in work have also been used (Backström, et al., 2002; 
Wilhelmson & Doos, 2002; Docherty, et al., 2009, Boyatzis, 2008; Döös & Wilhelmson, 
2011). Yet only a few have examined the dynamic relationships between whole entities in the 
context of work design (Kira, et al., 2010). The advantage of the complexity approach is 
that the dynamic context can be examined in terms of levels of development, growth, and 
behavior pattern development over a period of time. Work-design in this PhD project uses 
the complexity approach in order to incorporate the dynamic interplay of knowledge 
developed, behaviors acted upon, role adjustments and group members’ being culturally 
embedded in the workplace. Therefore, job/work design must be flexible and regenerative 
in order to accommodate more sustainable work at the organizational, group and employee 
levels.   
 
The subject of sustainability has been explored by different authors. Generally, 
sustainability can be defined as being connected with human, social, economic, and 
environmental boundaries in which people seek to fulfill their needs in a way that allows 
future generations to do the same in some regenerative way (Goodland, 2002; Docherty, et 
al., 2009). Organizational sustainability has been described as dependent on designing a 
cohesive strategy that encompasses ecological, economic, human and social aspects, all of 
which are intertwined in the context (Docherty et al., 2008; Docherty, et al., 2009). At the 
work-organizational level, sustainability means an ability to find ways to deal with 
challenges and a capability to create new opportunities for a productive existence. To this 
end, sustainability in work organizations transforms both exterior features (such as structure 
and patterns activity) and interior characteristics (such as the mental models shared by its 
members). Sustainability is – in this sense – a dynamic state (Newman, 2005). Through 
dynamic functional capability, a sustainable work organization is able to keep on reaching 
its economic goals. At the employee and group levels, sustainability means designing 
regenerative work (Kira & Eijnatten, 2008b; Holloway, 2009b). Several theoretical models 
on regenerative work exist. Theories of resilience (Sutcliffe & Vogus, 2003), thriving 
(Spreitzer et al., 2005), flow (Csikszentmihalyi, 1990; Quinn, 2005), and autogenic 
experience (Antonovsky, 1987) all identify preconditions for the ‘regenerative experience’. 
The regenerative potential of work relates to the manageability of work (e.g., a balance 
between resources and work demands), the clarity of goals, and feedback received. The 
experience of autonomy and meaningfulness has also been identified as a precondition for 
regenerative work (Kira & Eijnatten, 2008b). Regenerative work is defined as work that 
supports the reciprocal nature of the growth and revitalization of employees in terms of 
their exterior functional capabilities and actions as well as their interior psychosocial 
connectedness and intentions (c.f. Kira & Forslin, 2008; Kira & Van Eijnatten, 2008b).  
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In this PhD project I take the position that sustainability encompasses both linear and 
dynamic properties. The statement “change is sustainable if it endures over time” (Boyatzis, 
2009:104) seems to hold the reigns of sustainable change too tightly. This seems to imply 
that only a linear process of withstanding change is necessary rather than embracing its 
dynamic nature as the way forward. The viewpoint of this PhD project is that shared 
understanding and cohesive interconnectedness is done through the sustainable use of 
organizational values.  Sustainability, in this PhD project is defined as an imperfect balance 
of intentions, behaviors, roles, and culture. Balance is defined as being the crossover 
between linear and dynamic processes of sustainability. This includes but is not limited to, 
the promotion of proactivity, collaboration, functionality, and co-creation. The added value 
of looking at work design from a complexity perspective is that capturing ‘unique 
adaptations of organizational values as the elements in a dynamic work-design process may 
allow us to examine the grouping of intricate internal and external structure’ (Holloway, et 
al., 2011b: 19) in dynamic and regenerative processes. In this PhD project, redesigning 
work in order to create a regenerative and sustainable process means looking at the 
environment from an integral-theory perspective. This ultimately leads to the inclusion of 
organizational culture and values as part of the redesign process.  
 
1.2.2 Organizational Culture and Values  
The second core concept of this PhD project is organizational culture and values. 
Organizational culture is viewed as representing the collective and implemented beliefs and 
values within an organization as instituted by its members (Brazil et al., 2010; Jung et al., 
2009; Scott et al., 2003; Wallace et al., 1999; Schneider et al., 1996). To put this idea in a 
wider context, in a post-merger environment, the realignment of a corporate culture can 
influence dynamic (e.g., physical, social, and spiritual) environmental changes. Shared 
organizational values in this wider context may be more important in terms of their flexible 
qualities with respect to relational and cognitive behaviors (Bardi & Schwartz, 2003; 
Rokeach, 1973; Seevers, 2000), meaning they may be more easily used and applied in a 
changing culture and work environment. In this respect, I side with Beauregard (2011) and 
Zueva-Owens et al. (2012) who identify and stress the importance of stable, as well as more 
shifting, meanings of organizational culture.  
 
In this PhD project, organizational values are viewed as having stable and shifting capacities 
in the organizational change process. In this context, organizational culture derived from 
organizational values may be viewed in terms of their capacities to help change work and 
culture by touching on the aspects of both culture and climate (Scneider et al., 1996). To put 
this in perspective for the dissertation, I see organizational values as capturing the less 
conscious and clandestine aspects of culture in the work environment, as well as having the 
capacity to be incorporated into the practices and observable rewards of using organizational 
values in the context of organizational culture development in a renewal process. 
 
It is for this reason that organizational values have been commandeered as a means of 
capturing the stable and shifting characteristics of organizational life. Organizational values 
have been examined in a number of different ways, some of which include the following: 
personal reward (Kalleberg, 1977); antecedents of social power (Koslowsky & Stashevsky, 
2005); worker attitudes, moods, motivations, and perceptions (James & James 1989; Bruni & 
Smerilli, 2009); socialization (Dose, 1997); team processes (Dose & Klimoski, 1999); 
organizational commitment (Abbott et al,. 2005; Van der Wal & Huberts, 2008); personal 
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value choices, priorities, and behavior (Singh et al., 2011; Gandal et al., 2005; Bardi & 
Schwartz, 2003; Feather et al., 1998), leadership (Lord & Brown, 2001); antecedents of value 
congruence and leadership (Meglino & Ravlin 1998; Cha & Edmonds, 2006), and 
contributions to participation and other indirect control issues associated with achievement 
(Cha & Edmonds, 2006; O'Reilly et al, 1991).  
 
Organizational values are drivers in an organization that can provide guidance as part of the 
dynamic cadence of organizational life. Organizational values form a part of what people say 
and do in various work contexts. Linguistic constraints can limit the ability to communicate 
all of the nuances of values but the development of organizational values could be a benefit 
for connecting and directing organizational members as well as various stakeholders for long-
term congruent strategy development (Aiken, 2006; Nonaka & Takeuchi, 1995; Collins & 
Porras, 1994; Freeman & McVea, 2001). It is therefore important to help keep values salient 
because, where organizational values can support decision making, strategy, and 
organizational objectives, values can also get lost in the everyday workings of an organization 
(Lebow & Simon, 1997).  
 
Research on personal, national, and organizational values has been conducted for many years 
(Schein, 1990; Quinn & Cameron, 1999; Barrett, 1998; Seevers, 2000) and a summary of 
some of this research is presented in Table 2. 

 
Table 2 Research Summary of Personal, National and Organizational Values 

Research on Organizational 
values 

Schein (1990); Quinn & Cameron (1999); Barrett (1998); 
Seevers (2000); Dose (1997). 

Influence of organizational 
values on: 
Personal values and rewards Rokeach (1973); Schwartz (1992); Bardi & Schwartz, 2003); Ali & 

Al Shakis (1985); 
Finkelstein et al. (2009); Hambrick (2007); Hambrick & Brandon, 
(1988); Hambrick & Mason (1984); Kalleberg (1977). 

National values Hofstede (1984); Hofstede (1980); Hofstede & Hofstede  (2008). 

Organizational climate Wallace et al. (1999); Jones & James (1979); 
Schneider et al. (1996); Friedlander & Margulies 
(1969); House & Rizzo (1972); Mahal (2009); Joyce & Slocum 
(1979). 

Dynamic climate Turnipseed (1988). 
Integration/transformation 
of Organizational change 

Farmer (1990); Burman & Evans (2008). 

Organizational culture Jung et al. (2009); Hofstede (1984); Schneider et al. (1996); 
Turnipseed (1988); Seevers (2000); Wallace et al. (1999); Schein 
(1990); Cooke & Lafferty (1995); Quinn & Cameron (1999); Eckel 
et al. (1998); Brazil et al., 2010; Scott et al., 2003. 

Behavior Schwartz (2006/2009); Verplanken & Holland (2002); Chatman 
(1989); Ravlin & Meglino (1987a/b). 
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Social and Societal values Schwartz et al. (2001); 
Schwartz & Bardi (2001); Sagiv & Schwartz (1995). 

Leadership and strategy Aitken (2007); Berson et al. (2008); Collins & Porras 
(2002); Schein (1999); Hambrick & Mason (1984); Jenkins (2006); 
Murillo & Lozano (2006); Stead & Stead (1992/1994/2008/2013); 
Dyllick (1999); Dyllick & Hockerts (2002); Hall & Roome (1996); 
Hart (1995); Willard (2002/2005). 

 
Personal, national, and organizational values can have different effects on organizational 
culture during times of organizational change. In this respect, individuals are also members of 
nations and communities and have personal values that may have an influence on their 
relational, cognitive, behavioral, or affective values (Bardi & Schwartz, 2003; Landy & 
Conte, 2010), hence the desire to use organizational values.  
 
In the context of organizational change, shared organizational values have been linked to the 
development of trust, harmony, and ease in the creation of congruent behavior, and thwart 
opportunistic and selfish behaviors between members within organizations (Barber, 1983; 
Ouchi, 1980; Sitkin & Roth, 1993). Values within an organization can also be instituted by its 
members (Wallace et al., 1999; Schneider et al., 1996). Individual and collective orientation 
can be communicated in social situations with particular actors (Singh et al. 2011; Tsai & 
Ghoshal, 1998), and this can resonate with employees in terms of organizational socialization 
and commitment, the adoption of organizational norms, language, and mutual understanding. 
Stacey & Griffin (2008) call attention to shared human values as the inspiration for corporate 
values and how these values are then influential in the daily goings on of an organizational 
entity. They assert that these shared human values cannot be ‘used’ in an instrumental manor 
because they are idealizations that need to be interpreted, and the interpretation of these 
values leads to conflict and the issue of whether or not compromise is needed in every 
situation. The ways in which people interact with one another in accordance with the social 
rules of an organization create the space in which people may use organizational values. 
Within the workplace, existential or terminal objectives are sought in order to meet individual 
needs to create connections and social desirability in organizations (Super, 1980; Rokeach, 
1973; Robinson & Betz, 2008). Rokeach (1973) also identified instrumental values 
comprising both ethical and competence streams. Values are also viewed in the context of 
relational belonging and altruism (Borg, 1990); self enhancement (Ros et al., 1999); extrinsic 
values pertaining to material value and security (Elizur, 1984); developing new skills and 
learning (Harding & Hikspoors, 1995), and job satisfaction and age (Cennamo & Gardner, 
2008; Twenge, 2010). Moreover, organizational values are also part of the learned behaviors 
organization members exchange with each other (Lebow & Simon, 1997). The creation of a 
shared value system within an organization has been linked to the competitiveness of any 
given organization (Wiener, 1988; Seevers, 2000), to instill trust and cooperation amongst its 
members (Schoorman et al., 2007; Brower et al., 2000). Shared values may facilitate 
improved communication and knowledge sharing between people in terms of their personal 
outlooks, necessities, and goals (Rohan, 2000; Schwartz, 1992/ 1997). 
 
According to Juarrero (2009), organizational values can be seen as context-sensitive 
constraints. A context-sensitive constraint is a necessity in dynamic environments because 
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values interact within the organizational social context and cause the behavior of one person 
to become dependent on others, where the prior and current context is also influential 
(Juarrero, 2009; Lorino, 2001). As such, organizational values that are used as part of the 
shared value system within an organization can have a functional or formal use (Chomsky, 
1986/ 2005; Givon, 1993; Jayaseelan, 1993). The formal use would be characterized by the 
innate structure of the values themselves. The formal definitions produced by the 
organization and its efforts to create a particular atmosphere would fall under this category. 
The Functional use, would be the holonic qualities values have in language orientation 
intentions/thought/cognition (Dummett, 1993), functionalist behaviors (Pandey, 2004), 
social roles (Itkonen, 1978; Bauman & Briggs, 1990), and cultural characteristics (Carey, 
1989/2008) in which these organizational values are used. In this sense, organizational 
values in the work place are based on the notion of their orientation within the 
organization’s shared value system. Value orientation refers to the ways people assess the 
benefit between themselves and others (Messick, 1999; Nauta et al., 2002), understanding 
value orientations may forecast strategic changes that are taking place in the work 
environment and how values can be used most effectively for flexible, sustainable 
organizational culture and work changes.  
In this PhD project, the use (i.e., interpreting, applying, propagating, and adopting) of 
organizational values characterizes the potentiality of a shared organizational culture through 
which organizational values, as part of an organizational change process, have a function in 
the performance of work. These values are also part of the continued development of new 
organizational culture, in change processes such as post-merger and acquisition work 
environments. The use of organizational values as a means of developing work and 
organizational culture is based in part on the willingness of employees to embrace 
organizational values as a means for development.   
 
Research has identified several mediating relations that may influence the extent to which 
people choose to invest their personal energies in their work (Kahn, 1990; Macey & 
Schneider, 2008). Integral theory – an explanatory framework of social and human 
development (Wilber, 1999/ 2000) – suggests that the ability to capture adaptations of all 
entities is important. In this respect, Edwards (2005b) distinguished four domains: the 
conscious, behavioral, social, and cultural domains.  
 
In this PhD project, these domains are interpreted as intentional thoughts, behaviors, (social) 
roles, and values. Adaptations of value use as an intentional thought would mean, using 
intentional thoughts towards one’s own personal interpretation of a value. By interpreting 
value use in the behavior domain, one looks at applying organizational values in 
accordance with one’s own purposes. The adaptation of value use in the roles domain 
means, propagating the use of values to and with other people, and in the value domain 
value use means adopting/adapting the value in the work done in the context of others. These 
different adaptations of value use relate to the degree of development, from using particular 
organizational values for work and cultural development throughout the four domains.  
 
There are several authors who have looked at organizational value dimensions (Quinn & 
Cameron, 1999; Cameron & Quinn  2006; Cook & Lafferty, 1995; Schein, 1992; Barret, 
1998; Jones & James, 1979; Friedlander & Manguiles, 1969; House & Rizzo, 1972); 
organizational values and behavior (March & Simon, 1958; Dowling & Pfeffer, 1975; 
McNeely & Meglino, 1994; Rhoades & Eisenberger, 2002; Adler & Gundersen, 2008); 
organizational values and culture (Hofstede, 1998; Cameron & Quinn, 2011; Posner & 
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Kouzes, 1985); organizational values and development (Kahn, 1990; Quinn & Rohrbaugh, 
1983; Weick & Quinn, 1999; Meyer et al., 2002; Dodgson, 1993); and organizational values 
and change (Armenakis & Bedeian, 1999; Amis  et al., 2002). However, few scholars have 
examined the development of using or putting into practice organizational values in the work 
people do (Maurer et al., 2011; Gehman, et al. 2013). Even fewer have developed and 
executed tools to support organizational value use in the work that people do (Holloway et 
al., 2011b). 
 
In this PhD project the focus is on shared organizational value use. This means that 
organizational values can be used in the context of work (Maierhofer et al., 2003) and culture 
development as a shared system (Wiener, 1988: 535). Organizational values can be a flexible 
system that encompasses the shared values possibilities by embracing their stability and 
homogeneity qualities (Krostof, 1996; Parsons, 1956; Barnard, 1938; Etzioni, 1965), their 
ownership properties (Meglino & Ravlin, 1998; Stackman et al., 2000), and their potentiality 
for more shifting and flexible qualities (Beauregard, 2011 and Zueva-Owens et al., 2012) for 
the purpose of cross-functional team and multiple stakeholder collaboration. It is not 
completely necessary that employees find the shared values as an aggregation of their personal 
(Bourne & Jenkins, 2013) or national values. On the contrary, organizational values, in this 
context, can also be an aggregation of a myriad of influences such as power, history, fun, and 
group dynamic (d’Andrade, 2008) that influence the intentions, behaviors, roles, and values of 
a particular individual, team, or department, or an entire organization’s work goals and 
strategies. The main idea in this PhD project is that organizational values are part of a shared 
and dynamic work environment and may, at times, take precedent over personal and national 
cultural values when people engage in sustainable and participative work.   

1.2.3 Work- and Value Crafting 
Now the stipulated definitions of work design and organizational values have been 
introduced, I now come to the third core concept of this PhD project, which focuses on the 
process of crafting (constructing) both work and organizational values. 
 
1.2.3.1 Crafting Work 
Work crafting is an extension of job crafting (Holloway et al., 2011b). Job crafting is defined 
as the “physical and cognitive changes individuals make in the task or relational boundaries 
of their work” (Wrzesniewski & Dutton, 2001: 179).  Job crafting distinguishes three 
important crafting dimensions (i.e. task crafting, changing the job’s scope; relational crafting, 
changing the nature or extent of the interactions; and cognitive crafting, changing the way a 
person thinks about work). By changing task activities, work relationships and the way one 
thinks about work as a career, work crafting includes not only the challenges employees 
encounter in terms of behaviors, social roles, and intentionality, but also their cultural 
embeddedness. Crafting work includes how individuals can shape or craft their cultural 
embeddedness at work; their internalization of prevailing rules, norms, values and sense of 
belonging. Crafting work makes for a collaborative work environment “in which employees 
are able to develop their personal resources through learning processes and by translating 
already existing resources to other valuable assets” (Kira et al., 2010: 619). 
 
The need for crafting work comes from the employees’ need to: 1) assert control over their 
jobs; 2) create a positive self-image; 3) fulfill a need for connection with others; 4) feel part 
of an ever changing work environment (Wrzesniewski & Dutton, 2001: 181). Being 
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culturally embedded in the workplace is a subject that needs more exploration in the context 
of work design. In terms of careers, ‘crafting work’ includes not only the challenges 
employees encounter with respect to behavior, social roles, and intentionality, but it also 
entails their culturally shared meaning of the work context. Whereas job crafting focuses 
mostly on a specific set of tasks related to a current job, work crafting focuses on a person’s 
career by paying attention to (personal) resource development, the aim of which is to 
promote personal/individual development, and the inclusion of cultural embeddedness due to 
the use of the Integral-theory framework (c.f. Kira, et al., 2010). Looking through the lens of 
complexity using integral theory, one can incorporate both the internal and external 
motivational qualities of the work environment, which theoretically means the inclusion of 
culture. 
 
1.2.3.2 Crafting Values 
For the purposes of the PhD project the Value-Crafting model (VC) has been developed. 
VC is a work-design model based on the Integral-theory framework (1.2.4) and derived from 
crafting work (1.2.3.1). The value-craft ing model utilizes organizational values as an impetus for 
making short- and long-term changes in organizational work and culture, by using organizational 
values as triggers, in the development of organizational change. 
 
VC extends ‘crafting’ in that it creates a long-term process in which organizational values 
themselves are used to stimulate the sustainable development of an entity (i.e., person, 
department, or team) in terms of culture and work. Value crafting draws distinction from 
work crafting by specifically operationalizing the crafting process and by having value use. 
Value use is a specific behavior to trigger mechanisms of development whereby an 
organizational value is used as a facilitator of learning and development in each domain. 
People can expand their original work-crafting concept and the model as a means to 
accomplish the goal of a next level of development. It is then possible to account for the 
relational and dispensative qualities in and around entities within an organization, and 
possibly make predictions of the trajectory as emerging patterns of value use occur and 
become apparent, over time. Value crafting acknowledges the importance of national and 
personal values as being influential to any entity (i.e. person, department, or group), but they 
are not included in the definition of value crafting. This is because in the context of 
organizational work- and culture change, it is the organizational values that are the focus of 
both the model and the intervention. 
 
1.2.3.3 A Tool for Value Crafting 
The Value-Crafting Intervention (VCI) has been designed in this PhD project. It is an 
activity tool through which the formulation of intentions (i.e., individual, work-group, team, 
or department), the creation of action plans, the reflection on those plans, and the 
examination of the essential social roles are expected to be taken by individuals and the group 
(i.e. teams or departments) as a collective action.  
 
VCI aims to better solidify the formulation of team intentions, the creation of action plans 
and the execution of behaviors, the reflection on those plans and behaviors, and the 
adoption or adaptation of organizational values. Based on the value-crafting model, VCI 
uses the Integral-theory framework as a structure to implement four sessions that are 
intended to help create a new corporate culture by prompting the development and diffusion 
of organizational values, and in doing so, improve individual satisfaction and performance. 
The basic proposition is that the use (i.e., interpreting, applying, propagating, and adopting) 
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of organizational values at the individual (micro) level may be the trigger for realizing 
outcomes at the group (meso) level and organizational (macro) level.   
 
1.2.4 Individual and Group Learning With the Integral-Theory Framework as a 
Complexity Approach  

In order to challenge traditional linear thinking and the key concept of certainty (Byrne, 
1997; Eve et al., 1997), complexity science is used to better understand the process of work 
and value-crafting. Complexity has been defined as being based on holism and therefore 
non-linear relationships; complexity science thus serves to reject the reduction of parts and 
Newtonian concepts (Byrne, 1998: 14-15). Byrne (1997/2005) and Cilliers (2002) contend 
that complexity theory is interdisciplinary and characterized by different discourses. Each 
discourse represents a condition of relation and self-organization. In this interpretation and 
understanding of reality, “knowledge is inherently local rather than universal” (Byrne, 2005: 
97) and in its strictest sense, complexity does not “acknowledge the notion of ‘parts’ or 
‘objects’ such as an organization” (Van Uden et al., 2001: 59). Van Uden et al. (2001) also 
asserted that the use of complexity science in the study of organizations is appropriate as 
organizations are complex social systems. Two important features of complexity theory are 
emergence and trajectory. Emergence allows for “the combination of elements with one 
another [and] brings with it something that was not there before” (Mihata, 1997: 31). 
Trajectory is important, as it differentiates complexity theory from dynamic theory and 
acknowledges “pattern[s] of change of a system” (Byrne, 2005: 97). 
 
According to Goldstein (1999: 49), emergence is conceptualized as occurring at the macro 
level. An example of this is how history and traditions emerge from society’s self- 
organization (Turner, 1997; Lee, 1997; Mihata, 1997). In this PhD project I take the position 
that the micro and meso levels in this case represented by individuals and teams 
respectively, are also the starting points of emergent patterning. The emergence of new 
patterns in whole systems is central to understanding how self-organization, 
adaptation/adoption, and behavior develop. In my PhD project I examine the environmental 
context at the micro and meso levels as one of dynamic and unpredictable change. For 
example, individuals and groups make up society and although the scale at which their effect 
have an impact on history or tradition can be fast or slow, over time they are reflected in 
society. From my vantage point, micro, meso, and macro level adaptation/adoption, and 
behavior developments are connected. Hence, in my view, emergence is an all-level 
emergent and self-organized phenomenon. 
 
To begin investigating work design in organizations from a complexity vantage point it was 
necessary to define a unit of analysis that could accommodate and explain the dynamic nature 
of connectivity. Connectivity is considered to be a basic characteristic (Fitzgerald & Van 
Eijnatten, 2002; Van Eijnatten, 2004) when the work environment is viewed as a whole 
complex system. The implication is that connectivity is interconnected development and 
within the organizational system its path will emerge over time and across many scales, and is 
“the interplay between change and persistence” (Holling, 2001: 396). In M&A, connectivity 
also “highlights the complexities, interconnected processes and synchronized activities in 
organizations and their contexts” (Angwin & Vaara, 2005a:1448). Complexity in this research 
refers to the relational and dispensative qualities in and around the simultaneous uniqueness 
and integration of entities in integrated systems and context. 
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To understand precisely how individuals and groups develop activities and practices in which 
they use work- and value crafting to improve the outcomes of work in a sustainable way, I 
use the Integral-theory framework, as developed by Wilber (1999/ 2000) and Edwards 
(2005a/2010). I will give a brief introduction of the general assumptions of the Integral-
theory framework, and then elaborate the way it is applied in this PhD project. 
 
The Integral-theory framework of social and human development is a framework that 
suggests that the ability to capture adaptations of all entities, called holons, is important to 
understand change. The basic idea is that each entity―which could be a person or a group― 
is a whole in itself and at the same time also part of a larger whole. Therefore, to understand 
social and human development, one always has to pay attention to rather invisible processes 
within the holon (interior), the more visible activities related to the holon (exterior), and the 
holon as a whole and as part of a larger whole.  
 
Originally, Koestler (1967) developed the holon concept: “Every holon has the dual tendency 
to preserve and assert its individuality as a quasi-autonomous whole; and to function as an 
integrated part of a larger whole” (Koestler, 1967: 343). Wilber (1996) embraced and further 
elaborated the holon concept to become the cornerstone in the development of integral theory. 
Wilber’s pursuit of a way to develop an overarching theory by which phenomena could be 
explained has resulted in the Integral-theory framework (Edwards, 2010). 
 
Both Wilber and Edwards have articulated the Integral-theory framework on the basis of two 
dimensions spanning four respective quadrants or domains, as they are henceforth called in 
this PhD project. They agreed about the first dimension: interior (= what cannot be 
objectively measured, what cannot be perceived by our five senses) versus exterior (= what 
can be objectively measured, what can be perceived by our five senses). However, Wilber 
and Edwards disagreed about the definition of the other dimension. Wilber (1996) defined it 
as individual versus collective; Edwards (2004; 2005a; 2007; 2010) named it agency versus 
communion. In this PhD project, the integral holon as proposed by Edwards, (2003/2005a) is 
the point of departure. I prefer to use Edwards’ definition, because agency (= whole) versus 
communion (= part) better suits the definition of a holon as a unit that is both a whole and 
part of a larger whole. The Integral-theory framework implies that individual and collective 
decision-making processes, constituted by the relationship between intangible subjective 
experiences and tangible objective behaviors, and are intertwined (Edwards, 2005a). A holon 
essentially covers All Quadrants (a.k.a. Domains) and All Levels (AQAL). 
 
Therefore, all holons have four domains arising from the notion that all entities possess 
interior (I), exterior (E), agency (A), and communion (C) dimensions. These four domains 
are labeled in this PhD project as: intentions (the combination of agency and interior, AI), 
behaviors (the combination of agency and exterior, AE), roles (the combination of 
communion and exterior, CE), and values (the combination of communion and interior, CI). 
This matrix is presented in Figure 1. 
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Figure 1 Holon as a Single Matrix (after Edwards, 2010) 
 
When viewed from an Integral-theory framework perspective, value crafting (see Section 
1.2.3) incorporates the following: 
 
• Changes in the agency-exterior domain (AE): concrete tasks and work activities (task 

boundaries). 
 
• Changes in the agency-interior domain (AI): comprehension and mental models of work, 

both purpose and priorities (cognitive boundaries). 
 
• Changes in the communion-exterior domain (CE): social roles, relationships, 

connections, and collaborations (relational boundaries). 
 
• Changes in the communion-interior domain (CI): myths, sense of belonging, cultural 

embeddedness, and shared meaning of values (cultural boundaries). 
 
I distinguish between two of the three types of holon: the individual employee as a holon and 
the team as a holon. Accordingly, I distinguish between two sets of domains: the four 
individual domains (the combinations of agency, communion, interior, and exterior on an 
individual level, as represented in the abbreviations AII, AEI, CEI and CII) and the four 
group domains (AIG, AEG, CEG and CIG). Figure 2 indicates this distinction between types 
of holon.  
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Figure 2 Individual Holon and Group Holon as a Single Matrix (after Edwards, 2010) 
 
The holon is a “quasi-autonomous whole” (Koestler, 1967: 343) and functions partly for 
autonomous, and partly for communion reasons.  
 
The Integral-theory framework serves to describe the ‘complexity’ of organizational 
development (Cacioppe & Edwards, 2005b) by focusing on three features of dynamic 
change: 'levels', 'lines/streams' and 'developmental mechanisms'. In so doing, the holon 
construct brings to light the relationships between any and all levels and lines in each of the 
four domains which allows for in-depth examination of human growth and development. A 
level is a general measure of higher and lower, and any specific level can have structure. 
Levels tend to unfold in a sequence and thus progress through stages at different levels of 
complexity (Edwards, 2009). Levels are not rigidly separated from each other but instead they 
overlap. To put it differently, levels are abstract measures that are fluid but yet are 
qualitatively distinct classes of recurrent patterns. An example being: “egocentric ↔ 
ethnocentric ↔ world centric” (Rentschler, 2006: 19). Lines or Streams represent identifiable 
areas of development within a domain at any given point in time. Developmental lines 
include, but are not limited to, those that represent cognitive, moral, self-identity and 
resources (Edwards, 2009).  
 
A holon’s resources (i.e. job, personal, economic, etc.) may be identified as part of their 
capability and potential. They can include emergent properties due to their ‘whole-part’ 
functioning. Resources may be identified at the individual and group levels and may also be 
identified as being part of particular holon dimensions. Values (i.e. organizational, personal, 
national, etc.) can be part of the domain developmental process of an individual and group 
holon. In this research the multi-dimensional developmental process of learning and 
knowledge creation (Edwards, 2009; Akbar, 2003; Romme & Witteloostuijn, 1999) within 
the domains is identified as value-domain developments. The developmental process can be 
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presented as a cyclical process. Edwards (2008) identified integral learning cycles, 
representing identifiable areas of individual and relational development. These can be 
identified as: reflective learning, entailing observation and reflection; behavioral learning, 
entailing active and physical involvement; social learning, which entails testing and 
validating; and cultural learning, involving sense & meaning making (Edwards, 
2009/2010/2013).  
 
In this PhD project, Edwards’s presentation (Edwards, 2009) of the dynamics of the integral 
holon as a single matrix is adopted, as presented in Figure 3.  
 

 
Figure 3 Dynamics of the Four-Domain Matrix as Used in this PhD Project 

(after Edwards, 2003, Part IV, Para. 21) 
 
The Integral-theory framework distinguishes two developmental mechanisms (i.e. 
translation and transcendence). Translation according to Edwards (2008) is the melding of 
interior developmental streams (intentions, values) into exterior developmental streams 
(behaviors, roles). It is also the melding of agency developmental streams (intentions, 
behaviors) into communion developmental streams (values, roles). Translation is the 
dissemination of information between all four domains. Transcendence is when old/new 
intentions, behaviors, social presence, and cultural resources are needed or discontinued to 
achieve new results. The mechanism of transcendence helps create transformational changes 
(e.g. personal experience↔can lead to purposeful behavior↔which can create personal 
meaning↔causing a person to take on particular roles) as a process of discontinuous growth. 
This connectedness and continuation of the “enfoldment and unfoldment, which intermingle 
and inter-penetrate each other in principle throughout the whole…” (Bohm, 2012: 92) may be 
achieved with the mechanisms of transcendence and translation. 
 
The holon framework allows for the in-depth understanding of developmental growth and the 
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development of social phenomena while mapping the directional transformation vis-à-vis 
lines/ streams, levels, translation, and transcendence. Interior and exterior dimensions make 
available for discussion the subjective as well as objective data needed to better understand 
organizational development. The direction of those thoughts and actions can be in terms of 
agency developmental streams (i.e. personal intentions and internal goals) and communion 
developmental streams (i.e. external influences and sharing). Connected to the notion of 
work- and value crafting are the dynamics of the Integral-theory framework as illustrated in 
Figure 4. 
 

 
Figure 4 The General Conceptual Framework 

 
1.2.5 Conceptual Model  
Figure 4 describes how specific patterns of behaviors based on individual and group learning 
(i.e. work or value crafting) can trigger developmental mechanisms (i.e., translation and 
transcendence), which in turn activate patterns of work and value crafting, after some time. 
The time element is important because as a researchers one is bound to a certain time and 
space in which one can gather the information, but it is also the time and the space in 
which our participants are able to participate in the studies that have been designed.  This 
dynamic arrangement could develop into higher levels of complexity (i.e., understanding, 
development and adaptation/adoption) and in so doing it may produce changes in various 
types of sustainable human and organizational performance within a changing environment, 
over a period of time. The advantage of having longitudinal data is that it may be possible to 
capture episodic non-linear changes over time (Ohly et al., 2010; McCullough et al., 2007). 
The exact period of time it will take to capture the patterns described in the conceptual model 
is unknown but a primary idea of the PhD project is to find the applicable conditions for the 
new work-design model. The time lags between the mechanisms and the behavior patterns 
are an important aspect of the work-design concept, because the model takes into account the 
specific challenges of the work environment that can be both individual and situation oriented 
(Kira et al., 2009). 
 
Viewing all entities as being in possession of the four domains makes it possible to use the 
single matrix framework as a complexity-based analysis tool and to make a distinction 
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between these domains in all entities. In this PhD project the Integral-theory framework is 
used to identify the subjective-objective relationship as an aspect of reality, the balance 
between interior-personal and cultural life, and exterior-behavioral and functional life 
(Cacioppe & Edwards, 2005b). 
 

1.3 Research Goals, Research Questions and Relevance of the Study 
 
1.3.1 Research Goals 
This PhD project aims to develop a Value-Crafting Model and tool intended to help create a 
new corporate culture by prompting the development and diffusion of organizational values. 
This has both practical and theoretical relevance. By bridging theory with practice, theoretical 
questions of organizational values use with practical questions about the delivery of solutions 
in the field, are brought together. By creating a cyclical process where theory feeds 
application, a mutually beneficial relationship is formed between the two. Results are directly 
transferable to local practice because the organizational setting defines the dynamic protocol 
of the research.  
 
The theoretical goal in the research is to: 

• develop a model for crafting work and organizational culture that is based in 
complexity. 

 
More specifically, the theoretical goals of the research are to: 

• provide new theoretical insights into the use of organizational values to create 
sustainable culture and work development. 

• design a work-design model and tool that would help organizational members craft 
their work according to a set of organizational values for sustainable collaboration. 

 
The practical goal in the research is therefore to: 

• design a value-crafting tool and test it in the field. 
 
This goal will be achieved by using design-science research to make improvements to 
performance through descriptive knowledge that can be employed by academics and 
professionals to find solutions for field problems in the field. 
 
More specifically, the practical goals of the research  are therefore to: 

• support the growth of sustainability for humans and organizations by developing 
work values (e.g., knowledge creation and emergent learning). 

• facilitate, develop, and in some cases maintain work value contexts in which 
humans are able to grow and thrive in an organizational change process (i.e., 
mergers & acquisitions).  

 
1.3.2 Research Questions 
This is an exploratory study concerning crafting work and organizational culture by means of 
organizational value crafting. To my knowledge, up until now, no research has been carried 
out in the domain of organizational value use that draws on the integral-theory perspective to 
study the behaviors, emergent learning, and development of organizational value use in the 
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field of management studies. The exploratory nature of the research is reflected in the 
following general research question:  
 
How can the crafting of organizational values influence work and the adoption/adaptation of 
organizational culture? 
 
To answer this general question sub-questions that address the underlying nature of the 
general research question were formulated. The questions deal with the need to better identify 
and develop organizational culture in order to better support organizational members work 
and cultural grounding in a dynamic organizational change environment. The related sub-
questions are as follows:  
 
In Study 1 (Chapter 3), as part of the foundation and initial design of the value-crafting model 
and intervention tool, the following detailed research question is added:  
 

1. Do employees see new organizational values as an example of new preferred culture? 
 
In Studies 2 and 3 (Chapter 4), in which further investigation of the design for the value-
crafting model and intervention tool take shape, the following detailed research questions are 
added: 
 

2. How does the crafting of work translate into intentions, behaviors, roles, and values in 
individuals and groups? How can one make employees craft their work? 

3. Does changing work with organizational values influence individual and team 
development?  

 
In Study 4 (Chapter 5), as part of the design and validation of the value-crafting model and 
intervention tool, three analyses are done. For the first analysis, the following detailed 
research questions are added: 
 

4. How do general perceptions of work and personal resources enhance work 
engagement?  

5. How is work engagement related to the weekly use of organizational values?  
6. How are intangible subjective experiences and tangible objective behaviors 

intertwined and related to work engagement?  
 
For the second analysis, the following detailed research questions are added: 
 
7. Which organizational values are used in agentic and communion dimensions?  
8. Which situations affect agentic and communion value-domain-use?  
9. Which triggers affect agentic and communion value-domain-use? 
 
For the third analysis, the following detailed research question is added: 
 
10. Are there any patterns of organizational value use over four weeks? 

 
In Chapter 6, the modification and design aspects of the value-crafting model and 
intervention tool yielded the following detailed research question:  
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11. To what extent is value crafting an appropriate design solution for the 
adaption/application of organizational values for the improvement of work and 
organizational culture development? 

 
The implementation and testing of the work-design model and intervention tool (Chapter 7) 
yielded the following research questions:   

12. Is the value-crafting intervention a suitable artifact for organizational change? 
13. To what extent are organizational values effective for the improvement of work and 

organizational culture development? 
 
The research question in Chapter 8 addresses the salient conclusions of the PhD project as a 
whole: 
 

14. How does value crafting (VC) support organizational change? 
 
In Chapter 8, the main research question for the PhD project will also be answered:  

How can the crafting of organizational values influence work and the adoption/ adaptation of 
organizational culture?  
 

1.4 Practical and Theoretical Relevance, Methodological Contribution 
of the Study 
 
1.4.1 Theoretical relevance 
As was mentioned before, the relevance of this study is both theoretical and practical. This 
study will enable the development of a new work-design model and tool that could contribute 
to the theoretical advancement of job design and management science. 
This PhD project contributes to the literature on work design and organizational culture by 
the development of a work-design model that uses organizational values and draws on the 
Integral-theory framework. Using the Integral-theory framework as a complexity approach 
allows for the broadening of work design. This serves to include aspects of cultural 
embeddedness by using organizational values as a means for work and cultural development 
in times of organizational change.  
 
These issues demand the validity and reliability of a science-based approach that can 
brandish the theoretical approaches of design, complexity, and organizational and cultural 
values. Another important point for theory is the researcher’s view. It is an intricate part of 
the design solution (i.e., practical and theoretical), because the process is a series of 
interrelated steps. In order to understand the principles that form the framework in which this 
research has been grounded and conducted, it is necessary to understand which decisions 
were made by the researcher when designing the work-design model and tool.  
 
1.4.2 Practical Relevance 
One of the situational characteristics of the researched organization was its Merger-and-
Acquisition status. Failure rates for such endeavors have been reported by different authors: 
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44-50% (Kitching, 1974; Rostand, 1994; Schoenberg, 2006; Cartwright & Shoenberg, 2006) 
and 70 – 90% (Christensen et al., 2011). M&As are a large part of global investments and 
serve a variety of activities such as corporate immersion into new markets, dynamic learning, 
and economic-value creation (Shimizu et al., 2004). Challenges to cultural integration are an 
additional issue in cross-border M&A circumstances (Hofstede, 1980; Shimizu et al., 2004). 
This challenge can have an effect on the relational and cognitive boundaries of jobs (i.e., 
communication), and the employees, and management’s ability to have autonomy or control 
over situations, thus affecting the employees, ability to feel supported (i.e., sustained). This is 
particularly the case when the workers themselves have not experienced any geographical 
changes (Dewett & Jones, 2001; Weimann et al., 2010) but have instead been subject to the 
M&A effects in their home country. 
 
Another component, from a practical standpoint, is the need to have a more prescriptive 
solution for knowledge creation/learning to communicate better, and to share organizational 
values in the various types of work done, now and in the future. It is important to design a 
tool that may help to facilitate the communication of a shared organizational culture 
(Weimann et al., 2010). As such, one needs to take into account the increase or decrease of 
cultural connectivity between individuals, groups, departments, and organizations involved in 
an inter-relational work space in which tasks, relations, intentionality, and culture all play a 
part in participative work. The practical relevance of value crafting may be that its flexible 
framework will help to improve the collaboration between different subsidiaries, 
departments, and the company’s different stakeholders by developing behavior patterns, and 
hence promoting an environment where employees feel sustained and supported. The use of 
organizational values can serve as a tool for this development and prompt improved 
communication, collaboration, knowledge creation and the promotion of sustainable 
performance, over a period of time. 
 
1.4.3 Methodological Contribution of the Study 
To assess the phenomena of knowledge development in this study, design-science research 
(DSR) is used. In DSR (Van Aken, 2007), making an intervention plan, an implementation 
plan, and a design process plan are necessary steps in designing solutions for problems in the 
field. The notion of design science was proposed by Simon (1996), who explored the 
fundamental differences between the (natural) science and the ‘sciences of the artificial’ 
paradigm. As such, design science aims at improving the human condition by developing 
knowledge to design and implement solutions for field problems. Here, a distinction should 
be made between two separate definitions of a paradigm. On the one hand, there is Guba and 
Lincoln’s (1994) definition of the term ‘paradigm’, that is based on an individual’s ‘basic 
belief systems’ (Guba & Lincoln, 1994: 107) about the human condition upon which 
ontology, epistemology and methodology are not open to proof, but merely persuasion. As 
they are representative of an individual’s world view and in this way are limited by that 
worldview, “the beliefs are basic in the sense that they must be accepted simply on faith 
(however well argued); there is no way to establish their ultimate truthfulness” (Guba & 
Lincoln, 1994: 107). On the other hand, there is Kuhn’s (1962) interpretation of this concept 
as it relates to scientific practice and activity. According to Kuhn (1962), a paradigm has two 
main characteristics and should be “sufficiently unprecedented to attract an enduring group 
of adherents away from competing modes of scientific activity. Simultaneously, it was 
sufficiently open-ended to leave all sorts of problems for the redefined group of 
practitioners to resolve” (Kuhn, 1962: 10). On the basis of Kuhn’s interpretation, the 
‘paradigm’ of DSR can be characterized by research questions, the production of prescriptive 
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knowledge and research products largely based on pragmatic validity, and this definition is 
not limited to any particular discipline (Andriessen, 2007; Becher & Trowler, 2001; Denyer 
et al., 2008). With design-science research I seek to make improvements in performance by 
means of prescriptive knowledge that can be used by a student or professional to reinterpret, 
redefine, and find solutions for problems in the field (Van Aken, 2005). 
 
It is important to keep track of the progress regarding the development of the value-crafting 
model and the intervention. I develop the intervention tool for value crafting (see Chapter 6) 
based on the data collected, the concepts explored, and a synthesis of literature throughout the 
studies in this PhD project. The description of the value-crafting intervention is a culmination 
of the previous chapters, and documentation of this development is done with a combination 
of methods (see Chapter 2): CIMO Logic (2.1.2), the regulative and reflective cycle (2.1.1), 
and the Concept-Knowledge design theory (6.1.1). 
 

1.5 Structure of the PhD Project  
In Chapter 1, the introduction to the fundamental research problem, the theoretical and 
methodological points of departure and contributions, the general and specific research 
questions, and the general structure of the PhD project are presented.  
 
In Chapter 2, the overall methodology of the PhD project will be discussed. I distinguish 
between the separate studies by using regulative and reflective cycles (R&R cycle) with 
CIMO logic and briefly describe the PhD project as a whole by using Concept-Knowledge 
theory (C-K theory). C-K theory will be more broadly described in Chapter 6. 
 
In Chapter 3, the description of a diagnosis amid the first empirical data collection through an 
online cultural assessment of the manufacturing organization (where the empirical studies 
took place) at the time of a merger, and analysis of the cultural assessment results with 
respect to the research questions. Conclusions will be drawn and presented on the basis of 
the measurement of organizational culture and an assessment of new company values, and an 
exploratory quantitative study on the basis of on the employees’ perceptions of organizational 
culture. 
 
In Chapter 4, two empirical intervention studies conducted in the field will be discussed, as 
well as the insight gained by investigating the research questions regarding the crafting of 
both work and values in a guided intervention setting. Both intervention studies use a design 
approach in order to develop a work-design model that looks at the organizational landscape 
in terms of its non-linear knowledge and learning experience within the organizational social 
systems (i.e. teams/groups). This part of the PhD project offers a first explanation of how 
the crafting of work and organizational culture by means of organizational values is feasible. 
 
In Chapter 5, a non-directive longitudinal diary study will be examined. Empirical data was 
collected nearly a year after a corporate wide introduction of the new company values had 
been completed. The survey results will be analyzed with respect to motivational, contextual, 
and directional aspects. Conclusions will be drawn based on the results, testing of the 
hypothesis, and implications for further development of the value-crafting work-design 
model. 
In Chapter 6, the results of the empirical data collection will be integrated with the Concept-
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Knowledge theory (C-K theory). The findings of previous chapters will be built into a 
detailed intervention tool for value crafting. 
 
In Chapter 7 the developed value-crafting intervention tool will be tested in the field. In this 
chapter, I will examine and review the results of an Alpha test conducted with experts from 
industry, consultancy, and academia. The Beta test was conducted in a recently merged 
construction company in the Netherlands. Employees of a newly formed division of the two 
former companies took part in the intervention, as likely users of such a tool in the field. In 
this chapter, I will review these results to validate the value-crafting model and intervention.  
 
In Chapter 8, the central results of the PhD project will be presented. The salient 
conclusions and practical recommendations will serve to answer the main research question 
of the PhD project. Also, future work will be discussed. Finally, the PhD project will be 
reflected upon from the wider perspective of organizational culture and change. 
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Chapter 2: Overall Methodology of the PhD 
Project 
In this chapter, descriptions of the methods used to develop the value-crafting model and 
intervention tool are given. Wallis (2010: 104) suggested that a combination of methods that 
are equally supporting provides a “more nuanced and sophisticated scholarship”. As such, 
throughout the PhD project, an integrated design approach is taken in the development of the 
value-crafting model and intervention tool.  
 
All of the studies in this PhD project contribute to the development of a value-crafting model 
and a value-crafting intervention tool for organizational change and work development 
processes. This has been done with key steps in the problem-solving cycles, including the 
analysis of the present problematic situation and the design, evaluation, and choice of the 
solution to the problem, as suggested by Van Aken (2007).  
The chapter is structured as follows. I start with a discussion about the research designs of the 
individual studies in Section 2.1, and then discuss the design method used in the PhD project 
in Section 2.2. Lastly, in Section 2.3 I will detail the emphasis on design and analysis for 
each of the four studies in the PhD project.  
 

2.1 Research Design of the Individual Studies 
Design science has been described as a rational and systematic way of designing (Cross, 
1993).  Its purpose is to produce testable artifacts (Andriessen, 2004). There are a number of 
design approaches that all fall under the umbrella of design science. Notably, there is design- 
based research (DBR) (Van der Akker, et al., 2006), which is used within the field of 
education policy; design-oriented research (DOR) (De Sitter et al., 1997), which is used in 
organizational research and focuses on an iteration process between theory and practice; and 
a science-based design approach (DSR) (Romme, 2003; Romme & Endenburg, 2006), which 
revolves around the realities of practitioners working to design interventions and design 
processes that develop knowledge as well as improve management problems in the field (Van 
Aken, 2004/2007). It was Simon (1996) who first proposed the paradigm of Design Science 
(DS) in organization and management research and it was Simon who made a distinction 
between natural science and ‘the science of the artificial’. A distinction between what 
researchers would come to label Mode 1 knowledge or explanatory sciences, and Mode 2 
knowledge or artificial science (cf., Gibbons et al., 1994; Van Aken, 2004). Mode 1 
knowledge is associated “primarily within individual disciplines, mainly in universities and 
other academic institutes” (Martin & Etzkowitz, 2000: 4) to help “explain and develop valid 
knowledge to describe, explain and predict empirical phenomena”  (Van Aken et al, 2007: 
34). Mode 2 knowledge is associated with multidisciplinary research with more fluid 
boundaries than Mode 1. Mode 2 knowledge is connected to different types of institutions, 
industries, practitioners, and researchers. Mode 2 knowledge is “knowledge produced in the 
context of application” (Gibbons, 1997: 3). The term ‘artificial’ represents Mode 2 
knowledge and the type of science that is important for the purposes of educating students or 
others who wish to become professionals so that their knowledge can be applied when 
developing and designing solutions to problems, for example, in the fields of medicine, 
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engineering, management or law, and it is “because of this focus on knowledge-for-design, 
one may call them design sciences”. (Van Aken, 2007: 2). 
  
In this PhD project, Design Science Research (DSR) is used as a point of departure with the 
objective of developing a flexible work design model that can be used to enable academic 
progress and application in the field of management. The use of engaged scholarship was 
incorporated into the development of the studies, although more nuanced than may have been 
described by Van de Ven (2007), and this is for two important reasons. First, in carrying out 
the research with different levels of the organization, focus groups, buy-in sessions, and 
meetings were undertaken to gauge the usefulness of the tools development in order to get 
feedback from the different experts. This was particularly dense in Study 2 the work-crafting 
study and Study 3 the value-crafting study. However, the second consideration for this 
particular research is the speed at which the information and knowledge is gained, as a 
scientist is much slower. Indeed, Douglas Ruskkoff (2014) points out that science is not 
consultancy and is under no obligation to speed up results and react to “every bump in the 
road”. More importantly, when engaging is scientific discovery especially in this day and age 
it is important to reclaim science as a process of  “deliberate inquiry, capable of helping us 
avoid crises instead of just fixing them” (Ruskkoff, 2014). This objective implies the need to 
develop the right criterion and includes developing the right specification such as maintaining 
a holistic and robust client orientation and the development of substantive and procedural 
design for scientific purposes.  

2.1.1 The Regulative and Reflective Cycle (R & R Cycle) 
The Regulative and Reflective Cycle (R&R cycle) is used to develop both instrumental and 
descriptive knowledge. Within an organization, the development of descriptive knowledge 
supports the development of human performance, in that the knowledge is actively used for 
direct and specific purposes and instrumental knowledge supports the desire to obtain a 
higher truth and enlightenment in regard to the research study (Van Aken, 2001).  See Figure 
5. 

 

Figure 5 The Regulative and Reflective Cycles (R&R cycle) (After Van Aken et al., 2007) 
The regulative cycle was first proposed by Van Strien (1997) to structure the steps by which 
problems can be solved in a systematic way. Van Aken, Berends, & Van der Bij (2007) 
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further elaborated on the focus of design and business theory problem solving. In this PhD 
project, the regulative and reflective cycle are used together to develop a new work design 
model in order to come up with a descriptive and instrumental solution for our field research. 
In Figure 5, we can see how the regulative cycle is used to build up design knowledge by: 

• First, identifying the problem definition, on which the project is based. Although 
this may not be a static problem, it does provide the basis for starting an 
investigation into a problem in the field.  

• Secondly, data must be collected and analyzed, and a diagnosis must be made.  

• Thirdly, there is the plan for redesign; as well as a plan for making those changes 
that are necessary in order to implement the redesign.  

• Then, there is the implementation; in this step all the plans that have been devised 
when in the field are used to make changes in order to facilitate the 
implementation of the plan and achieve the research goals.  

• The final step consists of an evaluation that serves to assess the plan and its 
implementation; any learnings may serve as input to an adapted or new problem 
definition.   

At the same time, the reflective cycle (Van Aken, 2004) is used in this field research as a 
method for using the developmental learning that has been gained throughout the project so 
this knowledge can be applied to “a new project dealing with the same type of problem” (Van 
Aken et al., 2007: 37).  The reflective cycle is used to build up design knowledge by:  

• Selecting a case or problem to examine.  

• Planning and implementing interventions (on the basis of the regulative problem 
solving cycle). 

• Reflecting on the results and developing design knowledge to be tested and,  

• Refining the intervention in subsequent cases (Van Aken, 2004). 

For each of the empirical studies, the R&R cycle (Figure 5) is used to develop the value-
crafting work- design theory. Study 1 helps to formulate the diagnosis. An initial literature 
review and the cultural and value measure results contribute to those first two regulative 
cycle steps, and Study 2 proceeds to the third step, planning for redesign. The measure results 
together with a literature review form the definition of the organizational problem in the first 
two steps of the R & R cycle. 

In Study 2, the first two steps of the regulative cycle, a problem definition and a diagnosis, 
are made. For the third step, the input for Study 2 is a first version of a work-crafting 
literature review and the preliminary collaborative work-crafting theory that is designed 
based on the results from Study 1. 

The intervention is done in the IPC, using all five steps of the regulative cycle. The quasi-
experiment was the first attempt to implement the work-crafting theory in a manufacturing 
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firm. The outcome of Study 2 is a second version of the work-crafting theory; this will be 
used as input for the plan for redesign step in Study 3. 

In Study 3, the regulative and reflective cycles is again used together to develop the value-
crafting work design theory. In Study 3, we begin to strategize a problem-solving solution for 
our field research. Here, again after determining  the problem and making a diagnosis the 
study input for the redesign will consist of the preliminary value-crafting theory, the second 
version of the work-crafting theory output, and a literature review.  

The output in this value-crafting study will be a second and more refined version of the 
value-crafting theory. With the knowledge gained from the work-crafting model a review of 
the literature, along with the theoretical idea of how value crafting might work as an 
intervention in the field. In testing the theory during the exploratory study, more insight is 
gathered into how the value-crafting model can be reformulated for further refinement.  

In Study 4, the input is the culmination of the literature reviews along with the clarification of 
the value-crafting concept to evaluate the non-directed use of the value-crafting concept in 
the work that people were doing in the field on a weekly basis. This serves to enhance the 
evaluation of and reflection on the value-crafting theory. The output will be an even more 
formulated concept for further model development.  

2.1.2 CIMO Logic 
Establishing a good design depends on how well synthesis has been achieved between the 
different stages of design development. Synthesis involves “making a design for a solution 
for the field problem” (Van Aken, 2007: 73).  A number of different approaches to synthesis 
are described in the current literature. For instance, Denyer et al. (2008) described their 
approach to research synthesis using meta-analysis (Hammersley, 2001; Chalmers, 2005; 
Egger et al., 2001). Pawson et al. (2004) and Sonenshein (2010) used a narrative approach 
whereas Noblit & Hare (1988) and Campbell et al. (2003) used a meta–ethnographical 
approach. Pawson (2002) proposed still another approach in which a realist synthesis is 
comprised of “testing the theoretical ideas on intervention-outcome relations” (Denyer et al., 
2008: 398). Realist synthesis aims to understand how interventions or systems work in 
various types of context. CIMO logic involves the synthesis of problematic Conditions, 
whereby a created design proposition suggests a certain Intervention type will produce, 
through specified generative Mechanisms, an intended Outcome (Denyer et al., 2008), and it 
serves as a means for synthesis and intervention planning for the thesis, see Figure 6. 
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Figure 6 The CIMO Logic of Prescriptions for the PhD Project (after: Denyer et al., 2008) 
 
CIMO logic is applied in each study of this thesis to provide prescription and structure to a 
possible solution and working hypothesis that has been formalized for design purposes. 
CIMO logic serves to structure the knowledge in a way that makes it applicable in practice to 
solve problems. Context (C) includes the environment and the nature of those who can 
influence change. Aspects such as experience, competency, power, and uncertainty and 
system interdependencies would fall into this category (Denyer et al., 2008). Conditions in 
particular context can refer to behaviors that could support the success of the intervention 
location, environment, and identity (Schilit & Theimer, 1994; Brown et al., 1997; Dey, 
1998). Context can also be described as proximal and distal stimuli versus dissimilarity and 
similarity between organizational members (Mowday & Sutton, 1993). For the purpose of 
this PhD, project a modification of context as proposed by Dey & Abowd (1999: 307) and is 
fitting for this research is used: 

Context is any information that can be used to characterize the 
situation of an entity. An entity is a person, place, or object. 

 
Interventions (I) are rooted in social systems. They are affected by the context in which they 
are delivered, i.e. the individuals involved, their interpersonal relationships, time, the 
characteristics of their work units and the organization’s wider infrastructure (Pawson & 
Tilley, 1997/2001; Rousseau, 2001). Therefore, mechanisms (M) in a certain context can be 
triggered by interventions. Mechanisms themselves consist of at least four separate aspects: 
(i) a phenomenal aspect: as a phenomenon, mechanisms are capable of making things 
happen; (ii) a componential aspect: a component is part of a mechanism and it is relevant to 
the phenomenon explained by the mechanism; (iii) a causal aspect: the causal aspect of a 
mechanism is enacted by connecting with one another; and (iv) an organizational aspect: the 
organizational aspect of mechanisms reveals that the components and their causal relations 
are organized especially and temporally in the production of phenomena (Craver & Bechtel, 
2006: 470). “Mechanisms can differ from one another in each of these aspects” (Craver & 
Bechtel, 2006: 469). It is this organizational aspect that can result in an operational pattern of 
use. Outcome (O) refers to the outcome of the intervention in its various aspects, such as 
performance improvement, knowledge development, or low error rates (Denyer et al., 2008). 
Moreover,  following the rules of prescriptive knowledge as prescribed by Bunge (1967) and 
CIMO logic as “a general template for the creation of solutions” (Denyer et al., 2008: 395), 
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design propositions were construct in this PhD project for each of the intervention studies, 
see Figure 7 for Study 2.   

For Study 2 (Chapter 4), in the IPC subsidiary, within the context of small improvement 
teams in production (C), work-crafting interventions (I) will trigger the mechanisms of 
transcendence and translation (M) in order to improve outcomes (O) in terms of enhancement 
and development of human resources in all four quadrants. 

 

Figure 7 CIMO Logic for Study 2 (after: Denyer et al., 2008) 

For Study 3 (Chapter 4), in the IPC subsidiary, within the context of product development 
teams in R&D (C), value-crafting interventions (I) will trigger the mechanisms of 
transcendence and translation (M) in order to improve work performance, satisfaction and the 
adoption/adaption of new company values (O). The CIMO logic and design proposition can 
be seen in Figure 8. 

 

Figure 8 CIMO Logic for Study 3 (after: Denyer et al., 2008) 
 

The CIMO logic and design proposition of Study 4 (Chapter 5) is presented in Figure 9. For 
this study, in the IPC subsidiary, within the context of individual managerial work (C), 
naturally occurring value-crafting (I) will trigger mechanisms (M) in order to improve work 
performance and the adoption/adaption of new company values (O). 
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Figure 9 CIMO Logic for Study 4 (after: Denyer et al., 2008) 
 
Learning is attained through the culmination of prior knowledge as well as that which is 
attained during field testing. The purpose of the design propositions is to summarize the 
learning elements. This learning is developed in the field for its rich instrumental use, but it is 
also developed alongside more descriptive knowledge (Van Aken, 2001/2007; Carlsson, 
2007). 
 

2.2 Research Design of the Thesis as a Whole 
 
2.2.1 C-K Theory 
The knowledge discovery and development process is iterative (Kerssens-Van Drongelen, 
2001). In an effort to trace the presumptive trajectory that the iterative process of theory 
development is, some authors have suggested that it is necessary to have a sound 
methodology in which the appropriate steps should be followed (Kerssens-Van Drongelen, 
2001; Eisenhardt, 1989). C-K theory allows for the trajectory of theory development to be 
achieved, and it also gives way for a creative iterative process without sacrificing scientific 
integrity.  C-K theory is a “unified design theory” (Hatchuel & Weil, 2009: 181), which was 
first introduced in 2003 by Hatchuel and Weil. Knowledge (K) space is defined by existing 
and established knowledge thought to be true. Concept (C) space contains concepts that are 
unknown or unestablished. In partitioning propositions into these two spaces, the design and 
specification solutions are mapped. The K-C operator is between the existing and initial 
concept; the C-C operator is one of restructuring the initial concept into a more developed 
concept; the K-K and C-K operators involve discovery and deduction. By using  C-K theory 
operators, as seen in Figure 10, the process of development and the knowledge that is 
connected to it is revealed (Hatchuel & Weil, 2009).  

C-K theory is a design process plan, while CIMO logic is an intervention plan. C-K theory is 
needed in order to design solutions for field problems. This theory works in concert with the 
regulative and reflective (R & R) cycles in this research. This is where the R & R cycle is 
used to design a strategy for systematic problem solving within a field experiment by using 
distilled knowledge. C-K theory refines the concepts and knowledge in the reflective cycle by 
distilling the plan of redesign within this cycle even more. It enables the core features to be 
revealed whether they have been well- or ill-formulated, as they are necessary for finding the 
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strength and weakness of the design. These results are reformulated in Chapter 6, and by 
taking this track, we are better able to view certain elements as undesirable or incomplete 
concepts. Subsequently, a testable prototype, with the expansion of knowledge and the 
concepts and ideas that triggered the process (Hatchuel & Weil, 2009) is designed, see Figure 
10. 

 

Figure 10 C-K Theory (After Hatchuel & Weil, 2009) 
 
2.2.2 Design of the Tool Prototype  
The development of the intervention tool for value crafting is carried out in a number of 
steps. Following C-K theory, an iterative design process is carried out that examines the 
knowledge and concepts developed in the knowledge and concept space. By using C-K 
theory, we can map the design process of the theory’s development. 
 
2.2.3 Test of the Tool Prototype 
In this PhD project, the goal is to formulate a new work-design model and tool. The methods 
used in the collection of data are addressed in each of the chapters as this PhD project 
consists of four different investigations that lead to the final tool discussed in Chapter 6, and 
tested in Chapter 7. In order to test the final version of the value-crafting tool, an Alpha test 
will first be conducted; that is a peer consultation in which fellow researchers, experts, 
professionals, or potential users and others identify errors, application problems, and 
inadequacies. This will be followed by a Beta test, i.e., giving the intervention a real-world 
test to secure information about its usability (Dolan & Matthews, 1993; Weber, Ropes & 
Andriessen, 2011). There is a third type of test, the Gamma test, which is used by individuals 
for an indefinite period and which allows problems to be cited (Ozer, 1999).  

2.3 Emphasizing both Analysis and Design 
Within the chapters, each study employs a different method in order to define the value-
crafting model and intervention.  In this PhD project, integral theory, design- and action 
research help to better accentuate how individuals can be ‘sustained’, strengthened, and 
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enriched by their work values. To this end, the methodology serves the research in the 
following way:   
 

1. Integral theory as the theoretical model provides the reference framework and 
structure to hold all of the building blocks provided by the theories together (e.g., 
used as a stage-based model of organizational development). 

2. Design and action theory, a research methodology that serves to solve complex and 
relevant field problems through knowledge production; this methodology also draws 
on CIMO logic (e.g., context use of intervention to generate the mechanisms to 
produce an outcome). 

3. C-K theory is a design process methodology used in order to design solutions for field 
problems (e.g. distills the concepts and knowledge determination for the plan of 
redesign). 

We seek to bring together the concepts and knowledge that create solutions for the 
corporation’s post-organizational change. This entails designing and building a new work-
design model. This model could make it possible to create a tool to deliver solutions by 
overlapping a job- design tool model with the integral theory perspective framework.  

In the next chapter I will begin to look at the development of the value-crafting model and 
tool. This will be done by establishing an understanding of the relevance of organizational 
values and their relationship to the post-organizational change cultural environment.  
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Chapter 3: Identifying Organizational Culture 
and New Company Values: An Empirical 
Assessment 
In this chapter, an inventory of organizational culture and an assessment of new company 
values in the IPC will be presented. In 2009, the IPC was involved in a Merger & Acquisition 
(M&A) process whereby the company became a transnational company (Huisman, 2012). 
The company defined new company values with the aim to become one, unified company. 
This chapter focuses on a value survey developed in 2010; the intent of the survey was to 
make an inventory of both perceived organizational culture and new company values at the 
start of this PhD project. Organizational values and culture are productive themes in 
academic literature. According to Hartnell, Ou & Kinicki (2011), there have been more than 
4,600 articles written about the subject since 1980. Organizational values and culture can 
have a significant role in strategies adopted by an organization (Aiken & Keynes, 2002; 
Rondinelli, Rosen & Drori, 2001), and may improve the connectivity between subsidiaries 
(Angwin & Vaara, 2005) and the trust between management teams (Stahl, 2006) during an 
(M&A) process.  

Given this condition of dynamic organizational change at the starting point of the PhD 
project, the objective was to gain insight into the perception of corporate culture and 
company values within the IPC. This was done by using an online questionnaire to assess 
levels of perceived current and preferred organizational culture, company value 
embeddedness, and the relationship between the two.     

The chapter is structured in the following way. The chapter starts with Section 3.1 
introducing the general context. In Section 3.2, the goal of the study will be presented, and 
the theoretical background that was employed for this study in Section 3.3. In Section 3.4, the 
new company values of the IPC will be described.  In Section 3.5 the method used for data 
collection will be described and in Section 3.6 the analysis of the data will follow. Finally, 
the results of the study will be presented in Section 3.7, followed by and a conclusion and 
discussion in Section 3.8. 
 

3.1 Context of the Study 
As was described in Section 1.1, in 2008, the EU granted approval for the manufacturing 
corporation to take part in a merger and acquisition (M&A).  The merger resulted in an 
increase in the number of subsidiaries and satellite offices. The IPC became more diversified, 
involving an increasing number of independent (i.e., departmental and national) operating 
units, with multiple cultures and structures.  
 
While the Dutch manufacturer for the most part functioned primarily as a flat organization, 
the transition brought to light the different structures of the company subsidiaries. Employees 
were now supposed to work together, although the roles and responsibilities differed from 
one subsidiary to another. The multiple stakeholders involved had to deal with a variety of 
organizational culture changes connected to particular parts of the organization, departments, 
and countries. In addition, a procedural integration took place in which the different systems 
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that were used in the merging organizations needed to be sorted, blended, and in some cases 
replaced. This made the development of new technologies an additional challenge. 
 
In the wake of the many operational and procedural changes, the top management also 
decided to make sure that the culture of the organization was updated for all of the 
subsidiaries. The management proposed a new corporate value structure, and an integration 
plan was developed. Before December 2009, the IPC articulated its problem as needing to 
find a balance between autonomy and control in self-managed teams. In so doing, they hoped 
it would help to promote decision-making and knowledge creation between teams. The 
motivation was to foster better communication and collaboration within and between the 
various departments. 
 
Although the communication problems did not diminish after December 2009, what became 
more prominent was the cross-border M&A. The newly-formed corporation, which had been 
presented with a dynamic set of organizational challenges, posed a challenge to the IPC’s 
post-merger culture and its inclusion of organizational values. A cultural integration process 
at all levels of the IPC would affect communication, collaboration, knowledge creation, and 
the promotion of sustainable performance. The creation of a model and tool that could be 
used for such a cultural restructuring process was needed.  
 
Therefore, for the IPC it became important to create a common organizational culture that 
could be shared by all subsidiaries and offices. In this respect, IPC’s top management 
believed all parts of the IPC should follow the same corporate culture and value structure. 
The integration of company values into each of these subsidiaries would possibly result in 
improved efficiency in the organization, greater value for IPC’s stakeholders, and ultimately 
a more sustainable development of the IPC as a whole. New company values were developed 
by the company’s leadership in 2009. Subsequently, they needed to be implemented in all of 
the individual subsidiaries associated with the IPC. 
 

3.2 Study Goal 
 
3.2.1 Goal of the Study 
The research sought to understand the perceptions of respondents concerning both current 
and preferred organizational culture, and the (intended) new company values.  

3.2.2 Research Questions  
In a survey, organizational culture and new company values are measured. The survey data 
serves as a snapshot at a particular moment in the organization’s post-merger development 
timeline. The following three research questions guided the research: 

1. What are the perceptions of respondents about current and preferred organizational 
cultures?  

2. How are the (intended) New Company Values perceived by the respondents? 
3. What are the relationships between perceived organizational cultures and perceived 

new company values?   
These three research questions will be answered for the IPC as a whole. 
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3.3. Theoretical Background 
In this section, I first look at the theoretical background of the study. Then the implications of 
the organizational culture and the company values for the further development of the value-
crafting model and intervention will be discussed. 
 
3.3.1 Organizational Culture 
 
3.3.1.1 Competing Values Framework 
To measure organizational culture, the Competing Values Framework (CVF) (Quinn & 
Rohrbaugh, 1983) was adopted. This framework explains the value orientations that 
characterize organizations, and focuses on four culture types that make up the core 
dimensions of organizational culture. The framework is geared towards identifying 
organizational effectiveness and congruence found not only in culture but also in factors such 
as management roles and leadership styles. The framework is useful as a guide to enhance 
organizational effectiveness as well as for facilitate culture change (Cameron & Quinn, 
1999/2006/2011). 

According to Cameron & Quinn (1999/2006/2011), the CVF has been applied in a number of 
different organizations such as finance, and insurance, as well as in different sectors of the 
manufacturing industry (Golparvar, Barazandeh & Atashpour, 2012; Jones, Mujtaba, 
Williams & Greenwood, 2011), the military sector (Yardley & Neale, 2007), the health care 
industry (Gregory, Harris, Armenakis & Shook, 2009), and engineering consulting services 
(Igo & Skitmore, 2006).  

The CVF distinguishes two dimensions of organizational effectiveness; see Figure 11. The 
first dimension, organizational focus, is characterized by the contrast between an internal 
emphasis on the well-being of the people within the organization (Clan & Hierarchy), and an 
external emphasis on the well-being of the organization itself (Adhocracy & Market). The 
second dimension of effectiveness is a preference for structure. This is characterized by the 
contrast between stability & control (Hierarchy & Market), and flexibility & discretion (Clan 
& Adhocracy). These two dimensions of organizational effectiveness serve to define four 
organizational culture types (Quinn, 1988) that “represent opposite or competing 
assumptions” (Cameron & Quinn, 2006: 35). Each end of the continuum highlights a core 
company value, which is contrasted from the company value on the other end of the 
continuum, that is flexibility versus stability, and internal versus external (Cameron & Quinn, 
2006: 35-36). These two dimensions thus form four domains (see Figure 11):  

• the upper-left domain contains values with an internal, organic focus on human 
relations, which Cameron & Quinn (2006) label a clan culture. 

• the upper-right domain refers to values with an external organic focus on the ‘open 
system’ identity of the organization, a so-called adhocracy culture (Cameron & 
Quinn, 2006). 

• the lower-right domain involves values that emphasize the importance of external 
control guided by rational goals, also known as a market culture (Cameron & Quinn, 
2006). 

• The lower-left domain refers to values implying a focus on internal control of 
organizational processes, a so-called hierarchy culture (Cameron & Quinn, 2006). 
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Figure 11 The Competing Values Framework: Dimensions and Domains (after Cameron & 
Quinn, 2006: 35) 

Each organizational culture type has corresponding core values (Cameron & Quinn, 
1999/2006/2011) that energize the culture. Clan culture is a flexible culture, focused 
internally on respondents. Its motto is “Collaborate: Do things together” (Cameron, 2009: 3). 
The most important values are teamwork, empowerment, employee involvement, and 
commitment to respondents, participation, and shared values (Cameron & Quinn, 2006). 
Adhocracy culture is also a flexible culture. Its motto is “Create: Do things first” (Cameron, 
2009: 3). The focus is external, on the organization itself. The most important values are 
adaptability, flexibility, innovation, experimentation, and risk taking (Cameron & Quinn, 
2006: 49). Hierarchy culture is a stable culture, focused on internal organizational processes. 
Its motto is “Control: Do things right” (Cameron, 2009: 3). The most important values are 
standardization, predictability, efficiency, and reliability (Cameron & Quinn, 2006). Market 
culture is also a stable culture that is externally focused, and in which results are essential. Its 
motto is “Compete: Do things fast” (Cameron, 2009: 3). The most important values are 
profitability, competitiveness, productivity, accomplishment, and decisiveness (Cameron & 
Quinn, 2006). A summary of values for each culture type is shown in Table 3.  



40 

 

Table 3 Summary of Values for Each Culture Type (Cameron & Quinn, 2006: 37-50/94) 

 

To measure these cultures, the Organizational Culture Assessment Instrument (OCAI) was 
developed by Cameron & Quinn (1999). The OCAI is a theoretically validated and 
standardized instrument (Yu & Wu, 2009) that allows for comparisons between different 
businesses and industries. 

The most dominant culture type an organization holds, does not say anything about the 
organization’s effectiveness (Lincoln, 2010). What it does tell is the possible direction that 
could be taken by setting a strategy in which there is congruence among the different parts of 
the organization, which then serves as a starting point to make the organization more 
effective. The type of industry, however, may reflect the sort of organizational culture most 
fitting or common for a particular organization or field. Gregory, Harris, Armenakis and 
Shook (2009) found that the healthcare industry, for example, was characterized by a clan 
culture. Chan (2003) found the corporate service industry to be predominantly characterized 
by a clan culture. Nicklas and Janz (2010) found that IT businesses predominantly rely on a 
market culture. 

3.3.1.2 Types of Organizational Culture 
Hierarchy Culture  
A hierarchy culture is described as “a formalized and structured place to work” (Cameron & 
Quinn, 2006: 38).  According to Cameron & Quinn (1999/2006/2011), in this type of culture 
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standardized rules and procedures, control and accountability mechanisms, and clear lines of 
decision-making authority are values that hold the organization together. These values are 
driven by “efficiency, timeliness, consistency, and uniformity” (Cameron & Quinn, 2006: 
46). The leadership styles most frequently observed in this kind of culture are “coordinator, 
monitor, and organizer” (Cameron & Quinn, 2006: 46). Maintaining an organization that is 
efficiently run is the most critical issue in the hierarchy culture (Cameron & Quinn, 2006: 
66).  

Market Culture  
According to Cameron & Quinn (2006: 36), an organization that functions as a kind of 
market in and of itself has a market culture. “It is oriented toward the external environment 
instead of internal affairs” (Cameron & Quinn, 2006: 36). Values such as profitability, 
bottom line results, strength in market niches, stretch targets, and secure customer bases are 
the primary objectives of this type of organization. What holds the organization together is an 
emphasis on winning (Cameron & Quinn, 1999/2006/2011). The organization tries to 
increase its competitive position in its business environment. The management drives “the 
organization toward productivity, results and profits” (Cameron & Quinn, 2006: 40). In a 
market culture leadership styles are “hard-driving producers and competitors” (Cameron & 
Quinn, 2006: 40). 
 
Clan Culture  
The clan culture is described by Cameron & Quinn (1999/1966/2011) as a family type of 
organization, involving “a very friendly place to work where people share a lot of 
themselves”, which is “like an extended family” (Cameron & Quinn, 2006: 66). Moreover, 
the “clan organization places a premium on teamwork, participation, and consensus” 
(Cameron & Quinn, 2006: 43). The characteristics of a clan culture are different from 
hierarchy and market cultures in the sense that teamwork, employee development, and 
corporate commitment to respondents come first, and rules and procedures (hierarchy), and 
competitiveness (market) are present but secondary (Cameron & Quinn, 2006: 41). 
Organizations with a strong clan culture are “held together by loyalty and tradition” and the 
prevailing leadership styles are those of facilitator, mentor, and team builder (Cameron & 
Quinn, 2006: 66).  
 
Adhocracy Culture  
An organization with a strong adhocracy culture is characterized by a dynamic, 
entrepreneurial, and creative workplace (Cameron & Quinn, 1999/2006/2011): “A major goal 
of an adhocracy is to foster adaptability, flexibility, and creativity where uncertainty, 
ambiguity, and information-overload are typical” (Cameron & Quinn, 2006: 43). The 
leadership style within an adhocracy culture is “visionary, innovative, and risk-oriented” 
(ibid).  The organization is held together by a strong commitment to “experimentation, 
innovation, and development” and an emphasis on “rapid growth and obtaining new 
resources” (ibid). In organizations with an adhocracy culture, being “a product or service 
leader” (Cameron & Quinn, 2006: 66) is important.  
 
3.3.1.3 Organizational Culture Dimensions 
When assessing organizational culture, six dimensions of the OCAI are instrumental in 
successfully identifying important aspects of the organization by providing a way for people 
“to respond using their underlying archetypal framework” (Cameron & Quinn, 2006: 151). 
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First, the dominant characteristics of an organization embody how the organization is in 
general. The leadership style and approach within an organization set the tone for the way 
the organization goes about doing things. The management of respondents is about how 
respondents are generally treated within the organization. The organizational glue is what 
holds the organization together. The strategic emphasis is what defines the organization’s 
strategy for accomplishing its goals. Lastly, the criteria for success refer to what is important 
and what is rewarded within the organization (Cameron & Quinn, 2006).       
 
3.3.1.4 Organizational Culture Profile 
The OCAI culture profiles are constructed from the information that is provided by filling in 
the questionnaire items about the current and preferred situations. In order to create the 
profile, the average scores for each of the culture types (clan, market, adhocracy, and 
hierarchy) are plotted on a graph (see Figure 12). Thus, for example, the ‘clan culture’ 
dimension is plotted on a diagonal line extending upward in the upper-left domain in Figure 
12.  The plotting of the six dimension characteristics is done in the same way (Cameron & 
Quinn, 2006).  
 

 

Figure 12 Organizational Culture Profile for the OCAI (after Cameron & Quinn, 2006: 86) 

The organizational culture profiles can be interpreted in at least six different ways (Cameron 
& Quinn, 2006), that is, by: 1) the type of culture that is dominant; (2) the discrepancies 
between the current and preferred cultures; (3) the strength of the culture type; (4) the 
congruence of the culture type, calculated by grouping different people in the organization; 
(5) a comparison of one organization to another organization in the same or a different 
industry; and (6) the trends that are prevalent in the current market place. The focus in this 
study will be on the first, second and third way to interpret organizational culture profiles:  
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- the type of culture that is dominant. 
- the discrepancies between the current and preferred cultures. 
- the strength of the culture type and its relation to the new company values.  

 

3.4 New Company Values 
In July 2009, the IPC carried out a small culture assessment with 160 respondents from 
different subsidiaries of the corporation. These respondents gave their inputs for the desired 
new company values. During a management meeting held in September 2009, the top 12 
company values were selected to serve as the desired new company values. The Board of 
Management (BOM) also described the 12 values from its own point of view (IPC Internal 
Company Documents, 2009). The resulting value descriptions and BOM quotes are 
summarized in Text box 1. 
 

Text Box 1 New-Company-Values Description and Board-of-Management Quotes (IPC, 2009) 
Company value Description 
Long-Term 
Perspective 

IPC shapes the environment in which people can develop and the company 
develops continuously because of that. 
“We as a company have a responsibility to create a long-term perspective for 
our employees.” 

Collaboration with 
Customers 

It is important to listen to customer feedback and suggestions. Their ideas and 
our knowledge help us innovate and work together. Working with the 
customers creates new opportunities and innovations. 
“Have a chat with the customers, hear their side, see their business problems 
and see what we can do.” 

Shared Vision People recognize themselves in a clear vision. Shared knowledge and 
experiences can help to realize the company's goal to be the best in the 
industry. 
“A lot of people need clarity: what does the company want? We want to be the 
best.” 

Commitment Make an agreement and stick to it! You feel responsible for your goals and 
your own work, and colleagues can trust you in everything you do. 
“We have confidence…you can make decisions without calling headquarters.” 

Innovation It is a constant search for more value, entrepreneurship, and opportunities to 
use knowledge for growth. 
“The endless drive to improve, to improve every detail…that every individual 
can think: how can we improve and become better.” 

Teamwork Together we are capable to respect everyone’s capacities and achieve what 
may not be possible alone. 
“Working together with manufacturing, engineering, sales, and services 
…together we can achieve top performance.” 

Customer 
Satisfaction 

We want to fulfil the requirements of the customer with the best solution. 
When they feel they need it, take care that they know we are involved. 
“We take care of the customer.” 
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Text Box 1 Continued  
Company value Description 
Continuous Renewal 
and Learning 

People here have a passion for improving opportunities to be more efficient, 
and effective, and to make things simpler. Offer people the room to improve 
themselves and bring themselves further. 
“Give people opportunities and they will take them, with fantastic results.” 

Open 
Communication 

People are respectful, able to speak up when something is wrong, so everyone 
can learn from it. 
“When people speak up, you see them growing, they become stronger and 
develop courage to raise important issues.” 

Profit If you do everything right, care about customers, empower respondents, and 
encourage innovation, profit is the end of the chain, not the beginning. 
“Profit is a consequence.” 

Financial Stability Space for creative ideas gives people confidence inside and outside the 
company. The company can only function the way it wants when it is 
organized well. 
“It's important to have everything in order or it will really hit you as other 
aspects of the organization need to keep up to speed.” 

Humor / Fun Local social activities organized by respondents bring pleasure to work and 
help people work together. 
“We organize dances, beer nights, concert series, and sports. People 
participate together.” 

 

3.5 Method 
3.5.1 Survey and Administrative Details 
The data for this study came from an on-line survey used to measure organizational culture 
and company values. The survey was developed in 2010 and involved three parts:  

1) General biographical items (9): these were simple questions relating to, for 
example, a participant’s gender, time at the company, and the country in which the 
person worked.  

2) The OCAI items (24): these were literally taken from Cameron & Quinn (1999). 
These items provide information regarding the current and preferred organizational 
cultures.  

3) New company values (48): These items were developed using an Integral-Theory 
perspective (Edwards, 2005a/2008) and the new IPC company values.  

3.5.2 Organizational Culture Assessment Inventory (OCAI)   
The Organizational Culture Assessment Instrument (OCAI) instrument serves to measure the 
participants’ perceptions about current and preferred organizational culture to form 
organizational culture profiles. The OCAI consists of six items, representing the six 
dimensions of organizational culture (i.e. organizational characteristics, organizational 
leadership, and management of respondents, organizational glue, strategic emphasis, and 
criteria for success). Each item consists of four separate parts, which belong to a specific 
culture type (i.e. clan, adhocracy, market, and hierarchy), for both the current and preferred 
situations. The mean scores of all six corresponding items give the scores for the current and 
preferred organizational cultures. Typically, the four item parts always sum up to 100 (see 
Table 4). This type of scale is called ‘constant-sum’ or ipsative scale. Ipsative scores are part 
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of a group set: they correspond to one another because respondents must compare options on 
the basis of the group set of scores (Chan, 2003; Loo, 1999). This results in a dependency 
between culture types, because the respondents are forced to indicate their preference for one 
answer as opposed to another; see Table 4. An advantage of using ipsative scales is that 
respondents tend to give more differentiated answers than they would do when using Likert 
scales. Another advantage is that social desirability bias is subsequently reduced (Ravlin & 
Meglino, 1987a/b; Bowen, Martin, & Hunt, 2002). 
 
The validity of the OCAI instrument has been studied by Cameron & Freeman (1991), Quinn 
& Spreitzer (1991), and Zammuto & Krakower (1991). However, the statistical treatment of 
the ipsative data is questioned and further developed by Van Eijnatten, Van der Ark & 
Holloway (2013), in Appendix B. 
 

Table 4 Typical Answer Format of the OCAI (Cameron & Quinn, 1999/2006/2011) and an 
Example of Respondent Answers for Current and Preferred Cultures 

No (1-6) Organizational Culture Dimension Current Preferred 

Clan Statement related to clan culture 45 40 

Adhocracy Statement related to adhocracy culture 15 20 

Market Statement related to market culture 25 30 

Hierarchy  Statement related to hierarchy culture 15 10 

Total 100 100 
 

3.5.3 New Company Values 
The 12 new company values were developed in 2009 by the IPC, as previously outlined (in 
Section 2.2.1). There was no survey tool available that pertained to the specific company 
values for the IPC. Therefore, these survey items were developed on the basis of the Integral-
Theory framework (Wilber, 1996; Edwards, 2008) in order to explore the subject of 
organizational values (1.4.2) in a holistic manner. The four integral domains: consciousness, 
behavioral, social presence, and culture domains were re-interpreted as intentional thoughts, 
behaviors, roles, and values. For each company value, a statement was developed and 
integrated in the questionnaire (for example: the value of long-term perspective: ‘We as a 
company have a responsibility to create a long-term perspective for our employees). 
Participants were then asked to identify the domain (e.g., thoughts, behaviors, roles, and 
values) that fit the most with the new company value meaning in terms of the four domains, 
in terms of 1. ‘This describes us’ (values); 2. ‘I consider this important (thoughts)’; 3. I act in 
this way’ (behavior); and 4. ‘I convince others to act accordingly’ (roles).  These items were 
scored on a 5-point Likert scale (1= ‘Strongly disagree’ to 5=‘Strongly agree’), and summed 
to create total scores for each company value. 
 

3.6 Data Analysis 
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3.6.1 Missing Data Analysis 
In this study, a manual listwise deletion of incomplete cases and participants missing 50% of 
the data in each section of the survey was executed. In order to test the assumption that the 
data was missing at random, Little’s MCAR test (Little, 1988) was carried out, followed by a 
Missing Values Analysis (MVA). A multiple imputation process, whereby the data were 
replaced using different estimation methods as part of the MVA, was also carried out using 
the SPSS statistical package for Windows, version 19.  

3.6.2 Analysis of Organizational Culture Profiles 
Closed geometric means were calculated for the OCAI data because of their aforementioned 
ipsative nature. A closed geometric mean is the natural center for ipsative data (Aitchison 
2003), and advocated as the alternative method that preserves sub-compositional coherence 
(Van Eijnatten, Van der Ark, & Holloway, 2014). The calculated closed geometric means for 
the four OCAI culture types were recoded to add to 100, which was done to obtain the 
organizational culture profiles (current and preferred) for both the total culture, and the six 
dimensions of culture, see Appendix B for more details.  
 
In order to establish to what extent sample fluctuations affect the estimates of both current 
and preferred culture profiles, 95% confidence intervals were calculated by using a 
nonparametric bootstrap test (e.g., Efron & Tibsherani, 1993). The nonparametric bootstrap 
test (Efron & Tibsherani, 1993) to construct 95% confidence intervals for the parts of the 
profiles was used. Bootstrapping is basically a “smoothing version of cross-validation” 
(Efron & Tibsherani, 1997: 548). In order to test whether current and preferred profiles are 
the same, a specially designed permutation test on the basis of Aitchison distance (Aitchison, 
2003; Welch, 1990) was carried out. For more details see Appendix B.   
 
3.6.3 Analysis of New Company Values 
To better summarize the central tendency and dispersion of the Likert-scale data, arithmetic 
means, medians, and standard deviations were calculated for the new company values (sum 
of all four domains). Moreover, the results were graphically depicted by means of a 
histogram. 
An exploratory factor analysis (EFA) was carried out, and eigenvalues were calculated in 
order to analyze the dimensionality of the new-company-values data. 
 

3.7. Results 

3.7.1 Data Collection 
The questionnaire was administered between April 28th, 2010 and May 21st, 2010. At the time 
of administration there were approximately 3,600 respondents at the IPC. The initial version 
of the questionnaire contained a question that served to identify the subsidiary of the 
respondent in terms of the city (location of the subsidiary). On May 6th, 2010, the 
questionnaire was amended as a list was provided to the researcher stipulating that at least 
80% of the company respondents worked in places where more than one subsidiary was 
located within a particular city. From May, 7th through May 10th, 2010, the questionnaire was 
improved. However, by May 10th, 2010, over 1,000 respondents already had opened the link 
for the questionnaire, and 359 of them had completed the survey. So, identification of the 
subsidiary that respondents were part of has remained problematic. The response rate for the 
survey was different for each part of the survey; 2,090 (58.1%) respondents opened the 
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website; 1,845 (51.3%) actually started answering the questionnaire; 897 (24.9%) completed 
the survey; 842 (23.4%) filled out the OCAI items; 801 (22.3%) filled out the new-company-
values items. 

A decision was taken to delete cases using the following criteria: Those participants who did 
not fill in more than 50% of the survey following the general information section were 
deleted (N = 55). In the OCAI section, those participants who either did not fill in current or 
preferred culture profiles at all, and those with more than 5 answers in any part of the OCAI 
missing were also deleted (N = 14). In the new-company-values section, those participants 
who failed to fill in more than 5 answers for the entire section were deleted from the data set 
(N = 41). In order to test the assumption that the data was missing at random, Little’s MCAR 
test was conducted. The test confirmed the assumption utilizing SPSS statistical package 
version 19, Missing Value Analysis and Expectation Maximization (EM) techniques were 
used. This was done in order to make the data consistent and to obtain unbiased estimations 
of the missing data points. The Chi-Square = 211.089 (DF = 206; p < .389) indicated the data 
were missing at random and there were no identifiable patterns of missing data. Next, a 
multiple imputation process was performed on the data, using SPSS 19. Five imputation 
rounds were run by the program, but after one imputation had been run, the data were 
complete. A complete imputed data set was separated from the other four repeated data sets 
and was used for further analysis. The final participant count for each section of the survey 
was different. It was N = 842 for the OCAI data, and N = 801 for the new-company-values 
data. The survey data also included information from participants from several countries who 
are respondents in different subsidiaries. The per country respondent data was N = 743. 
However, the data of only 666 respondents could be used to actually look at per country 
subsets of the data, since only eight countries showed more than 15 respondents in the dataset 
(see Table 6). Some of the per country data did not include information pertaining to the city 
in which the subsidiary and the respondents work in, and some information was subsequently 
based of biographical information with nationality, language choice, department or business 
unit and subsidiary information (see Table 6).  

Table 5 Number of the IPC Respondents in the Total Data Set 
 OCAI New Company Values Per Country Data 
Total data set 842 801 743 

Table 6 Number of the IPC Respondents for Each Country (N=743) 
Country Respondents 

The Netherlands  185 
The United States 145 
Island 102 
Denmark 105 
Slovakia  57 
The United Kingdom 34 
Brazil 22 
Germany  16 
Remainder (N<15) 77 
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3.7.2 Data Analysis 
 

 
3.7.2.1 Organizational Culture Profiles 
The pair-wise closed geometric means per organizational culture type were calculated for the 
total OCAI dataset (N=842) (see Table 5), in the R-software package (R Development Core 
Team: R, 2007), both for the total culture and the six dimensions of culture. The closed 
geometric means were then rescaled to add up to 100 to obtain sub-compositional coherence, 
which was not possible using arithmetic means (Van Eijnatten et al., 2014). Sub-
compositional coherence means that if one or more parts are removed from the profile, this 
should not affect the statistical results for the remaining parts (Van Eijnatten et al., 2014). 

The rescaled closed geometric means were then used to create the OCAI organizational 
culture profiles (current and preferred). The results are presented in Table 7. 

Table 7 Rescaled Geometric Means for Each Organizational Culture Type (Current and 
Preferred), for the Total Culture, and for the Six Dimensions. Total Data Set (N=842) 

 

Comparison of the current and preferred organizational culture profiles was done by 
performing a nonparametric bootstrap test (e.g., Efron & Tibsherani, 1993), to construct 95% 
confidence intervals for the parts of the profile, as well as a permutation test (Welch, 1990), 
to test the null hypothesis that the current and preferred culture profiles are equivalent. 
Details of this process are available in Appendix B.  
 
The calculated 95% bootstrap confidence intervals show that for the total culture the intervals 
are rather small (see Figure 13). The conclusion is that the estimated profiles are most likely 
close to the population profile.  
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Figure 13 Organizational Culture Profiles for the Total Culture: 
Current (Red) and Preferred (Blue) Situation, Total Data Set (N= 842) 

 
Figure 13 shows that for the total data set there is relatively more market culture in the 
current situation, and relatively more clan and adhocracy cultures in the preferred situation.  
As can be seen in Figure 13, the bootstrap confidence envelopes of both current and preferred 
culture profiles do not overlap, which means that the two culture profiles are significantly 
dissimilar. The desired change thus seems to be moving away from a relative focus on a 
market culture to a relative focus on both a clan and adhocracy culture. The profiles are 
significantly dissimilar for each individual dimension of culture for the total data set where 
the bootstrap confidence envelopes of both current and preferred culture profiles do not 
overlap.  
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Figure 14 Organizational Culture Profiles for A=Organizational Characteristics; B=Strategic 
Emphasis; C=Management of Respondents; D=Organizational Leadership; E=Criteria of 

Success; and F=Organizational Glue: Current (Red) and Preferred (Blue) Situations, Total Data 
Set (N= 842) 

 
Figure 14 A. The dimension ‘organizational characteristics’ show that for the total data set 
there is a relative preference for a market culture in the current situation and a preference for 
an adhocracy culture in the preferred situation. There is relatively more clan and advocacy in 
the preferred situation. In Figure 14 A, this desired change seems to be from a relative focus 
on competitive achievement oriented characteristics to a relative focus on more 
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entrepreneurial and risk taking characteristics for the company, with less focus on controlled 
structural organizational characteristics. 

Figure 14 B. The dimension strategic emphasis shows that for the total data set there is 
relatively more market and hierarchy culture in the current, and relatively more clan and 
advocacy culture in the preferred situation. In Figure 14 B, the desired change seems to be 
from a relative focus on competitive actions and winning to a relative focus on more human 
development, trust and openness, as well as to the acquisition of resources and the creation of 
new challenges, with relatively less focus on competition, permanence, and stability. 

Figure 14 C. The dimension management of respondents shows that for the total data set 
there is relatively more market culture in the current and relatively more clan culture in the 
preferred situation. In Figure 14 C, this desired change seems to be from a relative focus on 
competitiveness and achievement orientation in the present situation to a relative focus on 
teamwork, consensus, and participation, with relative by less focus on predictability, 
conformity, security, and competitive achievement. 

Figure 14 D. The dimension organizational leadership shows that for the total data set there is 
relatively more market culture in the current and relatively more clan, advocacy, and 
hierarchy culture in the preferred situation. In Figure 14 D, the desired change seems to be 
from a relative focus on no-nonsense, aggressive, result oriented style to a relative focus on a 
mentoring, entrepreneurial, and coordinating leadership style. 

Figure 14 E. The dimension criteria of success shows that for the total data set there is 
relatively more of a market culture in the current and relatively slightly more advocacy and 
clan in the preferred situation. In Figure 14 E, this desired change seems to move away from 
a relative focus on winning in the market place and outpacing the competition to a relative 
focus on a concern for people, teamwork, and developing unique and new products and 
services. 

Figure 14 F. The dimension organizational glue shows that for the total data set there is 
relatively more clan culture in the current situation and somewhat more clan and adhocracy 
culture  in the preferred situation. In Figure 14 F, the desired change seems to stay on loyalty 
and mutual trust, and to move towards a commitment to innovation and development, with 
relatively less focus on formal rules and policies that primarily emphasis achievement and 
goal accomplishments. 

An overview of relative emphases per country of work, in the current and preferred 
situations, was calculated for the per country dataset (N=666, see Table 6), and each 
individual dimension of culture is shown in Table 8. What is apparent is, that there is a desire 
to make changes between current and preferred culture in some but not all instances. 
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Table 8 Overview of Relative Emphases per Nationality/Country of Work, in Current and 
Preferred Situations, for the Total Culture, and for Each Individual Dimension of Culture 

 

 

As can be seen in the table, IPC respondents working in different subsidiaries and locations in 
the Netherlands (NL), The United States (USA), Denmark (DK), Iceland (IS), The United 
Kingdom (UK), Slovakia (SK), Brazil (BR), and Germany (DE) have different perceptions 
about which culture type is dominant in the current and preferred situations. For this analysis, 
respondents whose nationality and country of work were similar were only considered for 
this analysis.  

For example, in the ‘total culture’ dimension, clan culture was a relatively dominant culture 
type in the current situation for respondents working in subsidiaries located in BR and DE. 
Market culture was dominant for respondents working in subsidiaries located in the USA, 
DK, SK, and the UK. An exception was made for respondents working in different 
subsidiaries and locations in the NL. For this group, there was no relative dominance of 
culture in the current situation. For IS, there was a dual dominance of market and adhocracy 
cultures in the current situation. For the preferred culture situation, respondents working in 
IPC subsidiaries that are located in the USA, SK, BR and DE see clan culture as relatively 
dominant in the preferred situation. For respondents in the NL, DK, IS, and the UK there was 
a dual dominance of clan and adhocracy culture in the preferred situation. For the NL, the 
USA, DK, IS, SK and the UK, the 95% bootstrap intervals between the current and preferred 
cultures do not show overlap which means that the current and preferred culture types are 
dissimilar. For BR and DE this is not the case, for these countries the 95% bootstrap intervals 
between the current and preferred cultures do show overlap, which means that the current and 
preferred culture types are similar.  

For the dimension of ‘organizational characteristics’, in the current cultural situation, 
respondents working in subsidiaries located in DK, IS, SK, and the UK see market culture as 
relatively dominant. Respondents working in subsidiaries located in the NL, there was a mix 
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between a hierarchy and market culture. For respondents working in subsidiaries located in 
the USA, BR, and DE, clan was the relatively dominant cultural in the current situation. In 
the preferred situation, for respondents working in subsidiaries located in the NL, DK, and 
SK, the adhocracy culture was relatively dominant. Clan culture was the preferred cultural 
type for respondents working in subsidiaries located in the USA, BR, and DE. For 
respondents working in subsidiaries located in IS and the UK a mix of market and adhocracy 
culture was relatively dominant. For the NL and DK the 95% bootstrap intervals between 
current and preferred culture types are dissimilar. For the USA, IS, SK, the UK, BR, and DE, 
the 95 % bootstrap intervals between the current and preferred cultures do show overlap, 
which means that the current and preferred culture types are similar. 

For the dimension of ‘organizational leadership’, in the current situation, respondents 
working in subsidiaries located in the USA, DK, and SK see market culture as relatively 
dominant. For respondents working in subsidiaries located in BR, adhocracy culture was 
relatively dominant. In IS, a mix of market and adhocracy cultures was indicated. In the UK, 
a mix of hierarchy and market culture was dominant. In DE, respondents see a mix of clan 
and adhocracy as relatively dominant culture types. In the preferred situation, the foremost 
culture for respondents working in subsidiaries located in the USA, was clan. In DK and DE, 
a mix of adhocracy and clan cultures was relatively dominant for respondents working in 
those subsidiaries. For respondents located in IS, the adhocracy culture was dominant, and in 
BR hierarchy was relatively dominant. In SK, a mix of hierarchy and clan was the preferred 
culture. Respondents working in subsidiaries located in the NL indicated no dominant culture 
in the current or preferred situations. In the UK, no specific culture was dominant in the 
preferred situation. In the USA, the 95% bootstrap intervals between current and preferred 
cultures do not show overlap which means the current and preferred culture types are 
dissimilar. For the NL, DK, IS, SK, the UK, BR, and DE the 95% bootstrap intervals between 
the current and preferred cultures do show overlap, which means that the current and 
preferred culture types are similar. 

For the dimension of ‘management of employees’, in the current situation, respondents 
working in subsidiaries located in SK, BR or DE see a clan culture as relatively dominant. 
For respondents in the USA, a hierarchy was the dominant culture. In the NL, a mix of 
hierarchy and clan had a dual dominance in the current situation. In DK, respondents 
indicated that adhocracy culture was relatively dominant; for respondents in IS, a dual 
dominance of clan and adhocracy, and in the UK a market culture in the current situation was 
indicated. In the preferred situation, respondents working in IPC subsidiaries that are located 
in the NL, the USA, IS, SK, the UK, BR and DE see clan culture as relatively dominant in the 
preferred situation. An exception was DK: clan and adhocracy culture where dually dominant 
for those respondents. For the NL, the USA, and IS, the 95% bootstrap intervals between 
current and preferred cultures do not show overlap, which means that the current and 
preferred culture types are dissimilar. For DK, SK, the UK, BR, and DE, the 95% bootstrap 
intervals between the current and preferred cultures do show overlap, which means that the 
current and preferred culture types are similar. 

For the dimension of ‘organizational glue’, in the current situation, respondents working in 
IPC subsidiaries in the NL, BR, and DE, see clan culture as relatively dominant. For 
respondents working in DK, a mix of market and adhocracy cultures was relatively dominant. 
For respondents in IS, a mix of clan and adhocracy cultures was relatively dominant, and in 
SK, hierarchy was the indicated culture in the current situation. For the UK respondents a 
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mix of clan and market cultures was relatively dominant. For the USA respondents there was 
no clear dominant culture in the current position. In the preferred situation, respondents 
working in IPC subsidiaries in the NL, the USA, SK, the UK, BR, or DE see clan culture as 
relatively dominant. An exception here being respondents working in IPC subsidiaries in DK 
and IS, who see a mix of clan and adhocracy in the preferred situation. For the NL, the USA, 
and DK, the 95% bootstrap intervals between current and preferred cultures do not show 
overlap which means the current and preferred culture types are dissimilar. For IS, SK, the 
UK, BR, and DE, the 95% bootstrap intervals between the current and preferred cultures do 
show overlap, which means that the current and preferred culture types are similar. 

For the dimension of ‘strategic emphasis’, in the current situation, respondents working in 
IPC subsidiaries located in the USA, DK, IS and the UK see market culture as relatively 
dominant. For respondents working in IPC subsidiaries that are located in the NL and DE 
there was no dominant current culture, and for respondents working in IPC subsidiaries in BR 
a hierarchy culture was relatively dominant in the current situation. On this dimension, 
respondents working in IPC subsidiaries that are located in SK indicated a dual dominance of 
hierarchy and market cultures in the current situation. In the preferred situation, respondents 
working in IPC subsidiaries located in the USA, DK, IS, BR, or DE see clan culture as 
relatively dominant. In this dimension respondents working in IPC subsidiaries that are 
located in SK indicated a dominance of hierarchy culture in the current situation. For 
respondents working in IPC subsidiaries in the NL, a dual dominance of clan and adhocracy 
cultures was relatively dominant. For the NL, USA, DK, and IS, the 95% bootstrap intervals 
between current and preferred cultures do not show overlap which means the current and 
preferred culture types are dissimilar. For SK, the UK, BR, and DE, the 95% bootstrap 
intervals between the current and preferred cultures do show overlap, which means that the 
current and preferred culture types are similar 

For the last dimension ‘criteria for success', respondents working in IPC subsidiaries located 
in the NL, the USA, DK, SK, and the UK market culture was the predominant current culture 
situation. In IS, there was a mix of market and adhocracy cultures. In the current situation, 
adhocracy culture was relatively dominant for respondents working in subsidiaries located in 
BR and DE. In the preferred situation, respondents working in IPC subsidiaries that are 
located in the NL, DK, IS, and the UK see adhocracy culture as relatively dominant. In the 
USA, there was no dominant culture situation in the preferred situation.  For respondents 
working in IPC subsidiaries that are located in SK, BR and DE, clan culture was relatively 
dominant in the preferred situation. For the NL, USA, DK, and the UK, the 95% bootstrap 
intervals between current and preferred cultures do not show overlap, which means the 
current and preferred culture types are dissimilar in the preferred culture. For IS, SK, BR, and 
DE the 95% bootstrap intervals between the current and preferred cultures do show overlap 
which means that the current and preferred culture types are similar. 

3.7.2.2 New Company Values 
The central tendency and dispersion measures were calculated using the new company values 
dataset (N=801) (see Table 5). The results of the analysis show that arithmetic means were 
between 3.82 and 4.31, and the medians between 3.75 and 4.25, on a 5-point Likert scale. 
The results are presented in Table 9. 
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Table 9 Calculated Arithmetic Means and Medians for New Company Values, Total Data Set 
(N=801) 

Key: Long-Term Perspective=Longterm; Collaboration with Customers=Collab.w.cust; 
Shared Vision=Sharedvision; Customer Satisfaction=Cust.satisfaction; Continuous Renewal 
and Learning=Cont. ren andlearning; Open Communication=Openommunication; Financial 
Stability=Financialstability; Humor / Fun=Humorfun 

The scores were then plotted by means of histograms, to graphically depict the tendency and 
dispersion of the data for each company value (see Figure 15).  
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Figure 15 Histograms of the Twelve New Company Values, Total Data Set (N=801) 
Key: Long-Term Perspective=Longterm; Collaboration with Customers=Collab.w.cust; Shared 
Vision=Sharedvision; Customer Satisfaction=Cust.satisfaction; Continuous Renewal and 
Learning=Cont. ren andlearning; Open Communication=Opencommunication; Financial 
Stability=Financialstability; Humor / Fun=Humorfun 
 

The results indicate that the scores are negatively skewed. This could have several reasons: 1) 
It could arise from a biased sample consisting of respondents who were particularly 
motivated to participate in the survey; 2) It might be that respondents are prone to social 
desirability bias due to the circumstances of the survey’s administration and the post-merger 
context of the IPC.  
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A correlation analysis of the new company values gives a further understanding of the 
dimensionality of the data. The results of the analysis can be seen in Table 10; the 
correlations indicate a moderately positive relationship between all new company values, 
ranging between .25 and .60. 
 

Table 10 Correlation Matrix of New Company Values (N=801) 

 

Next, an Exploratory Factor Analysis (EFA) was conducted to analyze the dimensionality of 
the data, and Eigenvalues were calculated. The analysis showed that all of the new company 
values load on one single factor (see Eigenvalue graph in Figure 16). 

 

Figure 16 Eigenvalue Graph for New Company Values (N=801) 
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Due to the lack of dimensionality in the data, a New-Company-Values Sum Score (NCVSS) 
was created. The NCVSS was used as a single predictor in a regression analysis. The sum 
scores ranged from 12 to 60. In Figure 17, the frequency distribution for the NCVSS is 
shown. The distribution of the NCVSS is negatively skewed, similar to the individual new-
company-values scores.  

 

Figure 17 Histogram of the New-Company-Values Sum Score (N =801) 

3.7.2.3 Organizational Culture Profiles and New Company Values 
A regression analysis was carried out to analyze the relationship between the NCVSS and the 
organizational culture profiles (current versus preferred situations) using the new company 
values dataset (N=801, see Table 5). The NCVSS was used as the independent variable, and 
the organizational culture profiles (current and preferred) were treated as dependent variables. 
The rescaled closed geometric means for all four components (i.e. clan, adhocracy, market, 
and hierarchy) were used. The results of this analysis are graphically depicted in Figure 18. 
Details of this procedure are available in Appendix B.  

 

Figure 18 Linear Regression Analysis Predicting OCAI Organizational 
Culture Profiles (Current and Preferred) from the New-Company- 

Values Sum Scores, Total Data Set (N = 801) 
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In Figure 18, the horizontal axes show the NCVSS, and the vertical axes represent the culture 
type scales which sum up to 100. In the graphs, the profiles are represented as bars with 
different colors: Green, for clan culture; fuchsia for adhocracy culture; red for market culture; 
and turquoise for the hierarchy culture.  
In the left graph, the current situation, all of the regression parameters were significant and a 
decreasing slope of the bars gives an indication of this. Increases of the NCVSS indicate an 
increase of clan culture, and a decrease of market and hierarchy cultures. The relationship 
between clan and hierarchy has the highest proportional effect, which means that a 
proportional increase of clan culture goes together with a proportional decrease in hierarchy 
culture, when the NCVSS increases.  

In the right graph, the preferred situation, there are no interaction effects, as none of the 
regression parameters were significant. As can be seen in at the right graph, the patterns for 
the preferred culture types are almost uniform. As a result, the NCVSS is predictive for a clan 
type of organizational culture in the current situation, but is not predictive at all in the 
preferred situation. 
 

3.8 Conclusion and Discussion 
The intention of this study was to begin building the foundation for the value-crafting model. 
The task was to make an inventory of the organizational culture and company values of the 
IPC, and to analyze the relationship between the new company values and the current and 
preferred organizational cultures. Using the OCAI survey, four organizational culture types 
(i.e. clan, market, adhocracy, and hierarchy) and six organizational dimensions of culture (i.e. 
organization characteristics, organizational leadership, management of respondents, 
organizational glue, strategic emphasis, and criteria of success) were evaluated.The first 
research question was about respondents’ perceptions of the current and preferred 
organizational cultures. The results show that IPC’s current organizational culture is 
perceived by its respondents as a market culture, and the preferred organizational culture as a 
clan culture. This relative change is significant, but rather modest because the respective 
profile scores are slightly above average. One can conclude that there is a tendency to 
develop away from a market into the direction of a clan culture. The first thing to discuss 
about the results is the ‘sample’ size: only 22.3% of all IPC respondents filled out the OCAI, 
most of them being managers.  Because those who did fill out the questionnaire had to take 
the time to complete a difficult ipsative section of the questionnaire, this turned out to be one 
of the major barriers of the survey.  

The second aspect to consider is that the results may have been influenced by the changes 
that were taking place in the organization, namely the M&A, and therefore maybe somewhat 
biased. As such, the indicated results for the preferred change toward a clan culture make a 
great deal of sense in a post-merger situation. Finally, the incomplete representation of the 
complex structure of the IPC in the questionnaire blocked a clear differentiation between 
individual subsidiaries. Therefore, the evaluation of the organizational cultures of the IPC and 
its individual subsidiaries necessarily is only a rough approximation. 

The second research question asked how IPC’s respondents perceived the new company 
values. Analysis of the survey data showed that all 12 new company values load on one 
single factor, which means that for the respondents any differentiation between the company 
values was minimal. It is possible that due to the newness of these company values, people 
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did not have enough time to become familiar with them.  Another explanation for the lack of 
variance in the data is the desirability response bias often seen in research about 
organizational values. Also, the lack of response is a potential reason of the high positive 
results. Since the new company values followed the OCAI items, only the highest motivated 
respondents succeeded in finalizing the questionnaire. In research question three, the 
relationships between the perceived organizational culture types and the perceived new 
company values were explored by means of regression analysis. The results indicate that only 
in the current situation was there a significant association between the new company values 
and organizational culture type. The higher the score was on the NCVSS, the higher the score 
on clan culture, and the lower the score on hierarchy culture. So, the new company values are 
specially valued by respondents who put more emphasis on a clan culture, and put less 
emphasis on a hierarchy culture, in the current situation. 

To summarize, the results presented in this chapter give a very modest answer to the first sub-
question of the PhD project (see Chapter 1, Section 1.2.2), which is: do respondents see new 
company values as an example of new preferred culture? The answer is that one fifth of IPC 
respondents coming from different subsidiaries and working in different countries, who were 
both motivated and able to answer the questionnaire, perceive no relationship between the 
new company values and the preferred organizational culture. This finding illustrates the 
problematic process a company goes through following a merger. It is this context that 
inspired me to start developing an intervention process - to be called Value Crafting - in order 
to let respondents get acquainted with the new company values by applying them in their 
daily work. 

The conclusion then is that when one wants to craft values, one needs to operationalize the 
values by investing time, by making the values more salient. In this respect, the definitions of 
the values need to be explained and made clear. Moreover, when crafting values, the meaning 
of new company values needs to be open for exploration and interpretation.  Company values 
may be used in the work setting but they can also be used to adapt/adopt a new culture. Here 
there is reciprocity in the crafting of values to design work and the crafting of values to 
design or create culture. This is the difference between crafting values in the work, and 
crafting values for the creation of a new organizational culture. The dual meaning of value 
crafting for the development of work and culture in organizations is thus inspired by the 
results of this chapter.   

  



 

 

61 

 

Chapter 4: Two Intervention Studies 
 
In this chapter, I report on two exploratory intervention studies (Study 2 and Study 3) 
conducted in the field. Both studies were problem-focused and used a design-oriented 
approach at a Dutch subsidiary of the IPC. The context is described in Chapter 1 (see Section 
1.1.) The purpose of Chapter 4 is to better understand how the reciprocal relationship 
between crafting work and values could have potential for a sustainable work environment.  
Work Crafting (WC) was performed in project teams and Value Crafting (VC) was 
performed in Research and Development teams. Two master students were involved with the 
research projects. The first student participated in Study 2 (Verkuilen, 2010), and the second 
student participated in Study 3 (Van Loon, 2010).  
 
In Section 4.1, I report on Study 2, and examine the development of crafting work (see 
Section 1.2.3.1) as an intervention and beginning framework for the value-crafting model for 
Study 3. Section 4.1.1 contains a brief introduction of the theoretical framework, and the 
research model. In Section 4.1.2 the methods used in Study 2 are examined, which is 
followed by the presentation of the results of Study 2 in Section 4.1.3. In Section 4.1.4, a 
discussion regarding the consequences of the results for Study 3 is presented.  
 
In Section 4.2, I report on Study 3, and develop the value-crafting concept (see Section 
1.2.3.2) further into a model and intervention. Section 4.2.1 contains a brief description of the 
theoretical framework and the research model. Section 4.2.2 details the methods used in 
Study 3. In Section 4.2.3, the results of Study 3 are presented, and in Section 4.2.4 the 
potential significance of the results is discussed. The implications for further testing are 
described. In Section 4.3 conclusions are drawn.  
 

4.1 Study 2 
Study 2 was carried out between October 2009 and June 2010, and a quasi-experimental 
design was used to carry out the intervention. The goal of this research project was to gain 
insight into the short-term effects of both individual and team work-crafting processes from 
an integral-theory perspective (i.e. intentions, behaviors, values, and roles) on team 
performance as perceived by the team members. The study examined three self-managed 
Technical Improvement (TI) teams, based in what were called Whole Task Groups (WTG). 
Analysis of the study was based on both a longitudinal (t1 and t2) and a cross-sectional 
research design. Work-crafting processes of one Experimental Team and two control teams 
were studied, with C-K theory and CIMO logic (see Chapter 2). The Experimental Team 
participated in a work-crafting intervention, in which the team members used work-crafting 
hint cards. Data were collected in three ways, namely by means of questionnaires (t1, t2), in 
situ observations and observations based on audio and video recordings (t1, t2), and focus-
group interviews (t1). Data analyses were based on descriptive statistics (questionnaires), 
critical incidents (observations), and content discourse analysis (focus-group interviews). 
 
4.1.1 Theoretical Framework and Research Model 
Study 2 aims at answering the second sub-question of this PhD-study (see Chapter 1, Section 
1.2.2), which is: ‘How does the crafting of work translate into intentions, behaviors, values, 
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and roles in individuals and groups? How can one make employees craft their work?’ Three 
subsequent questions were formulated to guide in the secondary analysis: 1) Are there 
incidents of work crafting that can be observed in the experimental and control teams? 2) Is it 
possible to see work crafting in the Experimental Teams and are the types of incidents 
different in the control and Experimental Teams 3) Are the results comparable between the 
teams?  
  
The research design for this study consisted of one Experimental Team (self-managed team 
that would be introduced to work crafting as an intervention during its regular meetings), and 
two control groups (self-managed teams that would have their regular meetings without a 
work-crafting intervention). All self-managed teams were part of the Dutch subsidiary of the 
IPC that was experiencing problems with timely decision-making in improvement teams at its 
manufacturing department. These problems limited the performance of these teams. The 
company was eager to find ways to advance decision-making within the improvement teams, 
without disturbing the current participative company culture. Therefore, a more dynamic 
balance between autonomy and control in the teams was aimed for.  
 
A number of relevant theoretical frameworks exist that contributed to the formulation of the 
first version of the work-crafting model. First, chaos and complexity theory (see Section 
1.2.4) illustrates the non-linear dynamic of social systems. Subsequently, I elaborate the 
concepts of knowledge and learning (see Section 4.1.1.1) as key points of departure for work 
crafting. Here, most notably, the use of dialogue (see Section 4.1.1.2) is presented as a means 
to allow for a non-confrontational exchange between different team members. 
 
4.1.1.1 Knowledge and Learning 
In participative learning, the learning process is energized by others (Harland, 2003; Van 
Geert, 2000). These ‘others’ consist of both people who strive independently, and persons 
who discover themselves in relationship to others (Nafukho et al., 2004; Morris and Beckett, 
2004). This implies that different methods of learning and knowledge development are 
needed when developing a participative work-design model. Learning and knowledge 
development are interpersonal activities. 
 
Knowledge has explicit and tacit characteristics (Polanyi, 1966). Explicit knowledge is 
gained from independent study, or by touching with the hands. For example: reading the math 
equation 1+1 =2 is a rather explicit piece of knowledge. Reading and memorization are 
needed to know and share it. Tacit knowledge, on the other hand, “is unarticulated and tied to 
the senses, movement skills, physical experiences, intuition, or implicit rules of thumb” 
(Nonaka & Krogh, 2009: 635). Therefore, tacit knowledge consists of a unique knowledge, 
one that differs from one person to the other. For example, one could say that a great dancer 
requires a great deal of training and tacit knowledge, and there is also recognition that 
because people are very different in their physicality, and sense of musical adaptability and 
style of dance (i.e. ballet, jazz, modern), it is possible that there exists more than one great 
dancer. 
 
As a result, explicit and tacit knowledge are likely to be combined in knowledge and learning 
experiences, such as in mentorship and apprenticeship (Bleakley, 2006; Nonaka & Takeuchi, 
1995; Weggeman, 2001; Seibert, Kraimer & Liden, 2001; Scandura & Schriesheim, 1994; 
Dreyfus & Dreyfus, 2005). Having a fluid intimate communication, in which tacit and 
explicit knowledge can be exchanged, is necessary for any type of organization (Polanyi, 
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1966; Nonaka & Takeuchi, 1995; Weggeman, 2001; Book & Gruhn, 2003). This is 
particularly important when the organization is in the midst of an organizational change 
process.   
 
4.1.1.2 Dialogue 
In order to achieve a sustainable work environment, dialogue and discussion have been 
proposed as important modes of communication with both advantageous and disadvantageous 
effects (Van Eijnatten & Putnik, 2010). Bohm (1996) described dialogue as the  
 

“…empty space where we don't have an object, we don't have an agenda or a 
program. We just talk with each other, and we are not committed to accomplishing 
anything. Nobody has to agree to anything we simply listen to all [of] the opinions” 
(Bohm, 1996: 13). 

 
By contrast, discussion is a form of communication that has been designed for the purpose of 
getting one’s point across. Each person strives to be heard and have their opinion presented in 
a discussion. Information goes back and forth like the ball in a tennis match from one side of 
an argument or issue to another. Isaacs (1999) pointed out that in a discussion context, people 
are deliberating and there is a tendency for people to defend. To defend means that they 
protect the points they are trying to make by selecting and processing the information so that 
the information is ready for the next moment in which they can make a counter point. To 
suspend means that one person is able to listen to the other person without interfering. Bohm 
points out that as people we often tend to “defend our opinions” and in dialogue it is possible 
to suspend that notion and listen to others (Bohm, 1996: 13).    
 
4.1.1.3 Crafting Work Research Model 
In order to answer the research question of Study 2, I developed a model to craft work that 
is based on the generic research model (see Chapter 1, Figure 4) and derived from the basic 
arguments of the Integral-Theory approach of Wilber and Edwards. Kira et al., (2010) made 
the case that crafting work functions by using a mechanism to disseminate   knowledge 
(Translation) between the four holon domains (i.e., intentions, behaviors, roles, and values). 
This would result in the further developing of resources in each of the four domains, resulting 
in resource development in the holon (Transcendence). The resource development would, in 
turn, trigger again participative work crafting, and the cycle would continue over a period of 
time. This iterative and circular process was perceived to work at all levels, but were in this 
study the primary focus was on the individual and group levels, see Figure 19. 
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Figure 19 Work-Crafting Research Model for Study 2 (after Holloway et al., 2011b) 

 
In order to evaluate resource development from an Integral-Theory perspective, I looked at 
resources (see Section 1.2.4) that are proposed to belong to the same holon domain. These 
resource streams (Van Eijnatten & Holloway, 2009) are akin to Edwards’ (2008) 
developmental streams (see Section 1.2.4). This means that each resource stream and each 
domain could have a particular level of development, and that the holon therefore has a level 
of complexity that is based on the minimum level of development in the four domains.  
 
In order to collect data for the development and analysis of resources, four steps of 
operationalization were necessary. First, the domains were categorized according to their 
dimensions and domain level (see Table 11). This categorization was used to develop the 
intervention tool: the work-crafting hint cards (see Section 4.1.2.2). 
 
Secondly, in order to evaluate the resource development in each domain, relevant resource 
streams in each holon were identified. These streams were derived from an analysis of 
positive-psychology resources by San (2008), who consulted Snyder & Lopez (2005); 
Cameron, Dutton & Quinn (2003); and Nelson & Cooper (2007). Five potential resource 
streams per holon domain of the individual and group holon types were formulated (see Table 
11), which resulted in the formulation of 20 resource streams. 
 
Thirdly, it was also necessary to indicate the potential personal resources associated with 
those 20 resource streams (see Table 11). The questionnaires that aimed at analyzing the 
resource development were based upon this set of 20 resource streams and personal resources 
(see Section 4.2.2.3). 
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Table 11 Individual Holon Resource Streams Potentially Related to Resources (after San, 2008; 
Holloway, 2009a/2010; Verkuilen, 2010). 

Dimension Category  Domain Input Measure and 
Resource Stream 

Stream 
Number 

Related Personal 
Resources  

Agentic –
Interior 
Individual 

AII Intentions Identity  1 Thoughts, perceptions, 
feelings, emotions, 
personal values and 
norms, interests, 
intentions, opinions, 
attitudes. 

Perspectives 2 Self-and environmental 
interpretation, different 
ways to look at problems. 

Cognitive skills  3 Problem-solving skills, 
decision-making skills, 
pathways thinking, 
creativity, discovery, goal 
setting. 

Know-how  4 Knowledge and insight, 
competences. 

Reflection on 
actions 

5 Understanding of 
personal actions, self-
observation, self-
reflection. 

Agentic – 
Exterior 
Individual 

AEI Behaviors Expression of 
identity 

6 Expression of thoughts, 
perceptions, feelings, 
emotions, personal values 
and norms, interests, 
intentions, opinions, and 
attitudes. 

Application of 
perspectives 

7 Applying self- and 
environmental 
interpretation, different 
ways to look at problems. 

Behavioral skills 8 Applying cognitive skills, 
task focus (establishing 
priorities, planning), 
control in the job (time 
management, work-life 
balance). 

Application of 
know-how 

9 Applying know-how 

   Actions 10 Putting effort in 
activities and 
challenges, initiating 
activities, efficacy. 
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Table 11 Continued 
Dimension Category  Domain Input Measure and 

Resource Stream 
Stream 
Number 

Related Personal 
Resources  

Communion 
– Interior 
Individual 

CII Values Relational 
identity 

11 Understanding and 
development of the 
role(s) one plays in the 
bigger whole 
(contribution), 
responsibility 

Reflection on 
culture 

12 Understanding cultural 
(collective) values and 
norms, and team spirit. 

Reflection on 
others 

13 Understanding other 
persons’ thoughts, 
perceptions, feelings, 
emotions, values and 
norms, interests, 
intentions, opinions, and 
attitudes. 

Reflection on 
social roles 

14 To understand social 
roles in relation to others. 

Reflection on 
contribution to 
collective 
actions 

15 Individual reflection of 
collective actions. 

Communion 
– Exterior 
Individual 

CEI Roles Expression of 
relational 
identity 

16 Expressing social 
feelings, social behavior 
(e.g.openness, courage). 

Social skills and 
trustworthiness 

17 Communication, 
collaboration, forming a 
social network, and 
coordination. 

Interactions and 
reactions 

18 Publicly putting effort in 
interactions and 
reactions, consultation, 
actively listening to 
others, and asking 
questions. 

   Social roles 19 To act in social roles in 
relation to others. 

Contribution to 
collective 
actions 

20 Individual contribution to 
the collective effort in 
activities and initiating 
activities. 

Table 11 defines the 20 resource streams for an individual holon.  The same categories can be 
used to describe the streams of a group holon. 

Finally, in order to evaluate the development of each domain, output measures were 
formulated, based on previous research by San (2008). Both the individual and group output 
measures that would indicate developmental behavior changes as perceived by participants 
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were generated. The organization was consulted on this aspect to gain insight into particular 
outcome measures related to their industry. Individual outcome measures were identified and 
used as a starting point for individual development. In order to measure group development, 
focus-group interview sessions were organized. In Table 12, the outcome measures that were 
generated for individual and group holons are presented.  

Table 12 Outcome Measurements for Individual and Group Holons (Holloway, 2009a) 
Domain  Outcome measure 
Agentic –Interior 
Individual (AII) 

The degree to which individual goals and intentions are achieved in the 
project team. For example: perceived better job performance, new 
competencies, improved personal skills, etc. 

Agentic – Exterior 
Individual (AEI) 

The degree to which individual tasks are successfully fulfilled in the project 
team. For example: information was successfully found and / or provided, 
analyses were successfully made, measurements were successfully done, 
solutions for the problem were successfully designed or proposed, etc. 

Communion – Interior 
Individual (CII) 

The degree to which a value is individually put into practice or 
strengthened in the project team. For example: trust, equality, openness, fun, 
responsibility, dynamics, knowledge, involvement, freedom, or respect at 
the individual level were successfully put into practice or strengthened in 
the team. 

Communion – Exterior 
Individual (CEI) 

The amount of individual value-adding to the project team. For example: 
contribution, encouraging, or facilitating values. 

Agentic –Interior 
Group (AIG) 

The degree to which common goals and intentions are achieved by the 
project team. For example: achievement of higher-quality products or 
services, improved delivery performance, further reduce waste, simplify 
procedures / processes, etc. 

Agentic – Exterior 
Group (AEG) 

The degree to which a (good) solution for the project assignment is designed 
by the project team. For example: preferably, one that is already partly 
observable in daily work, during the project. 

Communion – 
Interior 
Group (CIG) 

The degree to which the values are put into practice or strengthened 
by the project team. For example: trust, equality, openness, fun, 
responsibility, dynamics, knowledge, involvement, freedom, and 
respect were successfully put into practice or strengthened by the 
team. 

Communion – 
Exterior 
Group (CEG) 

The degree to which the project team adds value to the greater whole. 
For example: contribution, or implementing facilitating values. 

 
4.1.1.4 Business Alignment 
The management problem that was discussed with the manufacturing manager in the context 
of fitting the model to the business environment can be summarized as follows:  

 ‘The management concern is that the decision-making in improvement teams at its 
Manufacturing department, is limiting the performance of these teams. The company is eager 
to find ways to advance decision-making in the improvement teams, without disturbing the 
participative company culture. Therefore a more dynamic balance between autonomy and 
control is aimed for in the teams. The idea about this issue is that besides dialogue (associated 
with autonomy) more discussion (associated with control) is needed in the teams’ (Verkuilen, 
2009: 1). 
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4.1.2 Methods 
In this Section, I will discuss the procedure and sample (4.1.2.1); the intervention tool work-
crafting hint cards (4.1.2.2); and the three methods used in this Study 2 to collect and analyze 
the data, namely questionnaires, observations, and focus-group interviews (4.1.2.3). 
 
4.1.2.1 Procedure and Samples: Planned and Actual 
Due to new and unforeseen developments in the organization, there exists a substantial 
difference between the planned procedure and sample, and the actual procedure and sample. 
These differences will be presented, and their consequences for the results of Study 2 will be 
discussed. 
 
Planned Procedure and Sample  
Between October 2009 and January 2010, a quasi-experimental study in the form of a work-
crafting intervention was planned involving TI teams within the Dutch subsidiary of the IPC. 
This design oriented research took place in the context of an ongoing change project within 
the organization, based on the Six Sigma Quality Improvement Method, aiming at the 
formation of temporary self-managed technical improvement teams. The self-managed teams 
would consist of a team leader and team members. The task of the teams was to make small 
improvements to technical aspects in the daily work routine. Such improvements could be 
regarded as an assignment that had been given by a more senior manager. The teams would 
also be accompanied by a facilitator who would help the team follow the Plan-Do-Check-Act 
(PDCA) cycle, also referred to as the Shewhart cycle and Deming cycles (Shewhart, 1980; 
Deming, 1986; Pyzdek, 2003), that was used within the company. 
 
The research design was to have one Experimental Team that would use work crafting in 
their improvement assignment. In addition, two control teams would be observed as they 
carried out an improvement assignment. The experimental and control teams were to be 
selected from a greater number of teams that were created by the management on an ongoing 
basis for various problem-solving assignments, in different departments. The selections of the 
teams were “based on their degree of both autonomy and control” (Verkuilen, 2010: 21). It 
was proposed that the experimental and control teams would be based on a differentiation of 
leadership style of the team leader, who could have either a participative leadership style 
(maximum autonomy condition), a relatively directive leadership style (minimum autonomy 
condition), or a style somewhere between these two. Based on the degree of autonomy and 
control as propagated by the leadership style, Control Teams 1 and 2 would either have a 
maximum-autonomy or minimum-autonomy condition to complete their team’s improvement 
assignment. The Experimental Team would have a leadership style situation somewhere 
between the maximum and minimum autonomy conditions. Participating in work crafting to 
find a flexible balance between maximum and minimum autonomy and control for the 
purpose of finishing the improvement assignment would be based on the leader’s style. In 
order to be able to select those teams, the team leaders of the corresponding teams would 
complete a leadership test that was based on Obolensky (2007) and Hersey et al. (2001). In 
this respect, Obolensky’s (2007) complex adaptive leadership test resonates well with the 
theoretical research goal of this doctoral study: That is, to use relational reasoning in 
collaboration with the complexity paradigm. In the complexity paradigm, the manufacturing 
organization is seen as a dynamic and self-organizing entity. Obolensky has pointed out the 
importance of polyarchy, whereby leadership is a function of the dynamic relationship 
between a leader and everyone who is involved (Obolensky, 2007). It was expected that the 



 

 

69 

 

leadership styles would influence the degree to which the team members interacted with one 
another.  
 
Stakeholders such as team members, facilitators, and the management of the manufacturing 
department were invited to fill out a simple checklist regarding the most applied leadership 
style of the team leader. The checklist, based on Hersey,Blanchard & Johnson (2001), 
considers leadership style as indicated by two behavior styles: 'Task behavior' (i.e., AE, 
behaviors): that can be interpreted as guiding leadership style; and 'Relationship behavior' 
(i.e., CE, roles): that can be interpreted as supportive and collaborative leadership style. This 
simple checklist made it easier to collect data from stakeholders without inconveniencing 
them.  
 
The planned timeline for the study is depicted in Figure 20.  

 
Figure 20 Planned Study Timeline and Study Direction (after Verkuilen, 2010: 23) 

 
In the Experimental Team, work crafting was to be presented to the team as an intervention 
during one of their weekly meetings. The two control teams would not have such an 
intervention. The expectation was that there might be an effect from work crafting that would 
solely occur in the Experimental Team, because this team was exposed to the work-crafting 
intervention, and the control teams were not. Because the study required juxtaposition 
between autonomy and control within the teams in order to understand the dynamic balance 
created by the work-crafting intervention, several requirements needed to be met: 1) 
Members would need to fill out a leadership test to better gauge the degree of autonomy and 
control in the groups and the amount of control the team leaders and facilitators exercised 
over the groups; 2) For all intents and purposes, the teams would not have contact with each 
other or work in collusion on any of the matters presented to each individual team; 3) It was 
also necessary in this field experiment, just as in the other studies conducted in the 
organization, that all of the participants agreed to be audio and video recorded in order to 
observe and analyze the context, at a later time. 
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The members of the Experimental Team had the opportunity to change their work in terms of 
the integral-theory framework. In the Experimental Team, the researcher was present, served 
as a facilitator of the intervention, and gave instructions on how to use the intervention model 
that was operationalized into the work-crafting hint cards. The expectation of the two control 
teams was such that, given that their maximum and minimum autonomy control situations 
differed, the researcher served only as an observer in the teams’ processes. 
 
Actual Procedure and Sample  
Unfortunately, the original time line of the study was dramatically altered. It appeared to be 
necessary to make adjustments, and to accelerate some of the intervention times and sessions. 
Due to changes in the Six Sigma time schedule, management not only decided to reduce the 
number of work teams, but also to shorten the length of time allotted to those work teams. 
Management decided that in order to reduce throughput time tasks, such as measurements 
and analyses related to the work group, these tasks would be done prior to the formal 
meeting. Therefore, the tasks to be done by the facilitator were compartmentalized, and the 
meetings were reduced to only one single working day. Management decided that a more 
intensive meeting should be planned, during one single day, instead of having several 
meetings spread over a few days. A change in the IPC's use of the original Six Sigma 
Methodology ((Shewhart, 1980; Deming, 1986; Pyzdek, 2003) implied that the teams were 
structured in a more top-down manner, which caused the team members to be less proactive. 
These structural changes led to adjustments in the study.  
 
First, the data gathering of the Experimental Team and Control Team 1 was delayed until 
November 2009, and the data collection of Control Team 2 was further delayed until January 
2010. In addition, the Experimental Team had more than three meetings, as an additional 
fourth meeting was needed to complete the final assignment of the PDCA cycle. This extra 
session was used to continue the use of the work-crafting hint cards. The situation was 
different for the control teams.  
 
In Control Team 1, the P-part (planning) of the PDCA cycle was completed in two meetings. 
In Control Team 2, two meetings were observed and the data collection was conducted at an 
accelerated pace because the team had only been formed in January 2010. In the beginning of 
February 2010 it was therefore necessary to cancel the planned observations, the post 
measure, and the evaluation of Control Team 2. Within the two control teams, two meetings 
were observed and a questionnaire was administered to the whole team.  
 
Also, the actual teams were not as diverse as was hoped at the onset of the study. For 
example, only the control teams had facilitators. The results implied that all team leaders 
were very similar in their leadership styles. This was very likely due to the overall uniqueness 
of the Dutch manufacturer’s participative culture that had been forged from the cultural 
renewal projects conducted in the past. The actual timeline for Study 2 is depicted in Figure 
21. 
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Figure 21 Actual Timeline (after Verkuilen, 2010: 32) 

 
 
4.1.2.2 Work-Crafting Intervention 
In the Experimental Team, work crafting was operationalized into a set of hint cards. The set 
consisted of 10 cards, eight of which contained an assignment in connection with the four 
holon domains, and two cards were left blank. The blank cards were made available for those 
members who wanted to create or share their own ideas. The work-crafting hint cards were 
developed based on the integral-theory framework (see Section 1.5.3), and referred to four 
domains of the Input Measurement Model of the Individual Holon, as presented in Table 12: 
AII (Agentic-Interior, Individual), AEI (Agentic-Exterior, Individual), CII (Communion-
Interior, Individual) and CEI (Communion-Exterior, Individual). 
 
The cards themselves were of different colors to indicate which domain they represented; an 
overview of what each color represented was also given to the participants, to help them with 
their choices. There were two cards for each domain. One card represented an a priori 
assignment, and the other card gave a posteriori assignment. The a priori assignment would 
be carried out based on having no prior experience of the challenge, and the a posteriori 
assignment would be carried out based on experience (Baehr, 2006). A posteriori assignments 
are therefore thought to extend the development of resources that are needed in order to do 
the a priori assignments. The card choices made by the participants would possibly show 
some development, depending on the type of cards chosen by participants. Moreover, this 
would provide the researcher with information on which domain resources needed more 
development. The work-crafting hint cards are presented in Table 13.  
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Table 13 The Work-Crafting Hint Cards (Verkuilen, 2010: 25) 
Card 
number 

Category and 
color 

A Priori/ A 
Posteriori 

Assignment 

1 AII (yellow) A Priori Try to consider the problem from another point of 
view. 

2 AII (yellow) A Posteriori Try to reflect more on your own actions and the 
accompanying consequences. 

3 AEI (green) A Priori Try to apply your intention and personal goals more. 
4 AEI (green) A Posteriori Try to engage in a task you are good at. For example: 

analysis, data collection, or the design of a solution. 
5 CII (white) A Priori Try to strengthen the pillars in the project team. 

Pillars: trust, equality, openness, fun, responsibility, 
dynamics, knowledge, involvement, freedom, and 
respect. 

6 CII (white) A Posteriori Try to empathize more with the interests of the others. 
7 CEI (blue) A Priori Try to act in another role in the project team. For 

example: initiator, information seeker, information 
giver, evaluator, summarizer, harmonizer, 
encourager, gatekeeper, or compromiser. 

8 CEI (blue) A Posteriori Try to listen more to the opinion of others, instead of 
directly defending your position. 

9 Participant ideas 
(red) 

A Priori or A 
Posteriori 

Two blank, cards provided for participants to share 
their own work-crafting ideas with the team. 

Key: AII (Agentic-Interior, Individual), AEI (Agentic-Exterior, Individual), CII (Communion-
Interior, Individual) and CEI (Communion-Exterior, Individual) 

 
Intervention Session 
The use of the work-crafting hint cards took place during three planned work-crafting 
exercises, as well as during some extra meetings. The crafting exercises consisted of giving 
the team members a particular instruction on how they could use the work-crafting hint cards. 
This enabled the researcher to observe changes in the behavior of the team members. For 
example, the team members were instructed by the researcher to choose a hint card to craft 
work, at two different times during a meeting. The team members were expected to use at 
least two of the exercises from this instruction. In order to gain insight into the individual 
choices, the researcher asked the participants why they chose a particular work-crafting card 
to work with in the team. In this way, the participants’ internal intentions were shared with 
the team; an understanding of the actions that the participants plan to take was shared with 
the group; the participants’ motives were shared within the team, which may strengthen the 
participative and supportive nature of work crafting. As each member of the team draws a 
different card, s/he is then able to express the agentic and communion reasoning for this 
particular card choice. Team members are also supportive of the other team members by 
explicitly reinforcing other participants’ choices. 
 
4.1.2.3 Data Gathering and Data Analyses Techniques 
In this Section, the three methods used in Study 2 to collect and analyze the data, (i.e., 
questionnaires, observations, and focus-group interviews) are introduced. 

 

 



 

 

73 

 

Questionnaire 
The questionnaires were developed on the basis of the complexity paradigm  to gain insight 
into the 20 resource streams potentially related to personal resources (see Table 11). The 20 
resource streams (see Table 11) were developed based on the domain in which they were 
proposed to be located. A respondent was asked to rate the truthfulness of the statements in 
comparison to their perception of the statement (e.g. the Agentic-Interior of the Individual 
(AII) streams of ‘Identity’, ‘Perspectives’, ‘Cognitive skills’, ‘Know-how’, and ‘Reflection 
on actions’. Items for these streams represented different levels of complexity. The first 
question representing level 1, for example, (translated from Dutch): question 1:“I feel 
comfortable in project teams”; level 2 question: “I realize I look from a certain angle at 
problems in project teams”; level 3 question: “I think it is easy to make decisions in project 
teams”; level 4 question: “In project teams I like to learn new things”; and level 5 question: 
“I feel engaged in the challenges of project teams”, each representing a higher level of 
complexity, hence, the last level being the most developed. These items were rated on a 5 
point Likert scale: 5-strongly agree, 4-somewhat agree, 3-neither agree, nor disagree, 2-
somewhat disagree, and 1-strongly disagree.  
 
While formulating the questionnaire, two major concerns arose. First, it was not possible to 
have equal numbers of questions that were formulated in a positive or negative way. It was 
decided to “not reverse positively formulated statements and to take potential errors of 
leniency, central tendency, and halo effects for granted (Cooper & Schindler, 2003)” 
(Verkuilen, 2010: 27). This led to the first version of the questionnaire (Verkuilen, 2010). 
The first questionnaire was administered to the Experimental Team and Control Team 1. A 
second problem emerged while analyzing the results of the first questionnaire. Using 
Microsoft Excel, complexity profiles showed the development of the 20 resources streams 
(see Table 12). However, as a measurement instrument, the survey did not meet expectations 
of validity or reliability. This prompted the development of a second version of the 
questionnaire for Control Team 2. In the second version, a forced choice or ipsative answer 
choice (Cooper & Schindler, 2003) was used for a pre-measurement in Control Team 2 in 
January 2010. In Version 2, the statements forced respondents to check only one statement as 
the answer space referring to different developmental levels, and the respondents were asked 
to choose the one that was most applicable to them, at the time.  
 
The plan was to analyze the data for the Experimental Team and the two control teams.  
However, due to time constraints, only longitudinal comparisons for the Experimental Team 
and Control Team 1 were possible. This also meant that cross-sectional analyses in two 
instances were changed to ‘same meeting’ comparisons, meaning a comparison of the teams 
was made based on their time of introduction to the study as opposed to the moment at which 
the study started. This implies that only six out of the original nine comparisons could be 
made: two same-meeting comparisons, two cross-sectional comparisons at t1 and t2, and two 
longitudinal comparisons. Figure 22 shows the timeline of the comparisons. 
 



74 

 

 
Figure 22 Work-Crafting Intervention Comparison Between Experimental and Control Teams 

 
Key:Comparison 1 (C1) (cross-sectional): t1, Experimental Team vs. Control Team 1; 
Comparison 2 (C2) (cross-sectional): t2, Experimental Team vs. Control Team 1; Comparison 3 (C3) 
(same meeting): t1, Experimental Team vs. Control Team 2; Comparison 4 (C4) (same meeting): t1, 
Control Team 1 vs. Control Team 2; Comparison 5 (C5) (longitudinal): t2 - t1, Experimental Team; 
Comparison 6 (C6) (longitudinal): t2 - t1, Control Team 1 

 
Observations Primary Analysis 
Using observations as a data collection method allows the researcher to be both observers 
and participant in a broad and authentic setting (Neergaard & Ulhøi, 2007). In the primary 
analysis, the Experimental Team was observed in real time, while the audio and video 
recordings were used to observe the meetings, later on, using Nvivo. CIMO logic (see 
Section 2.2.2) was used as a framework for the observations. The analysis of the collected 
data was focused on the intervention and outcomes (I & O) phases of this approach. This 
implies that the choices the participants made in regard to their work-crafting card choices 
(intervention) and their subsequent behaviors after those choices were made (outcomes), were 
the objects of the analysis. As indicated above, in the Experimental Team a fourth meeting 
was needed to be sure the ‘plan’ in the PDCA cycle had been completed. The opportunity 
was taken to use this last session as an exercise session for work crafting. Whereas the 
previous sessions lasted two hours, the final session was conducted as one long session that 
was divided into different work-crafting episodes, whereby team members were able to pick 
different work-crafting cards. The overviews of how the time and exercises were organized 
for the Experimental Team are presented in Figure 23. 
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Figure 23 The Experimental Team’s Work-Crafting Episodes (Verkuilen, 2010: 37) 

 
The duration of meetings varied from 1 to 6 hours, and is reported in Table 14. 
 

Table 14 Characteristics of the Participating Teams Observed Meetings (Verkuilen, 
2010: 34) 

Team Meeting Date Duration Total Duration/ 
Throughput Time 

Control Team 1 Meeting 1 November 9, 2009 6 hours 9 hours/ 65 net working days 
Meeting 2 November 16, 2009 2 hours 
Evaluation February 5, 2010 1 hour 

Control Team 2 Meeting 1 January 19, 2010 3 hours 5 hours / 2 net working days 
Meeting 2 January 20, 2010 2 hours 
Evaluation NA  

Experimental Team Meeting 1 November 10, 2009 2 hours 9 hours/ 59 net working days 
Meeting 2 November 20, 2009 2 hours 
Meeting 3 December 1, 2009 2 hours 
Meeting 4 December 15, 2009 2 hours 
Evaluation January 29, 2010 1 hour 

 
In situ observed critical incidents related to work crafting are presented in Section 4.1.3.3, 
Table 21 for all four sessions.  
 
Observations Secondary Analysis 
In order to analyze the audio and video materials in a comprehensive way, in the secondary 
analysis, the Critical Incident Technique (CIT) (Flanagan, 1954; Gremler, 2004) was used. 
CIT draws on data collection, content analysis (Gremler, 2004), and the classification of 
behaviors to analyze audio and video materials. CIT is a useful method for increasing 
knowledge and improving how to understand crafting conceptions that use Integral Theory. 
With the CIT criteria, a list of critical incidents were created as input for a quantitative 
content analysis (Neuendof, 2002). Nvivo (Nvivo 8, 2008) provides Qualitative Data 
Analysis (QDA), the software helps researchers sort and arrange qualitative data for the 
purpose of analysis. In this case, a content analysis of the audio and video materials was 
conducted. Gremler (2004) suggested that content analysis can be used as a means for 
classifying the system to provide better insight into the frequency and patterns of factors that 
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affect the phenomenon of interest (Gremler, 2004: 66). In order to obtain reliable results, it is 
necessary to have an adequate level of intercoder reliability between two or more coders of 
the content analysis (Neuendorf, 2002). In the secondary analysis, four coders independently 
observed the recordings and a plan for the observations was made (Aalst et al., 2010): 

 
1. Determine observation schedule hours.  
2. Pilot observations: Familiarize coders with research and monitoring.  
3. Create critical incident list.  
4. Independent observations and analysis.  
5. Compare results.  
6. Define results.   
7. Conclusions.  

 
Using these criteria over a four month period, an analysis of at least 18 of the 23 hours of 
audio and video recordings of the experimental and control teams was made. Four coders 
observed the audio and video materials as they related to the intervention and outcomes (I & 
O). Observations focused primarily on the choices made with regard to the work-crafting hint 
cards (intervention), and their subsequent behaviors (outcomes). These data were analyzed in 
order to authenticate the findings of the in situ observations.  
 
Focus-Group Interviews Primary Analysis 
The primary focus-group interviews were based on the list of outcome measurements for 
individual and group holons (see Table 13), and directed at measuring outcomes at the group 
level. Individual and group measures have been connected both to the group level (AIG, 
AEG, CIG, and CEG), and to the individual level (AII, AEI, CII, and CEI). The focus groups 
were used as a means to obtain additional information such as participant opinions and 
experiences, and they also served as a form of interviewer retrospection ‘debriefing’. 
Retrospection ‘debriefing’ is outlined in Hak et al. (2008: 144) as part of a three-step 
interview method whereby the researcher first observes the “actual instances of interaction 
between the instrument and respondents (the response process) before exploring the reasons 
for this behavior” (Hak et al., 2008: 143). Note, that audio and video data helped to obtain 
this additional information. 
 
It was also important to further triangulate the data collected in the study, as it is quasi-
experimental in nature. In this respect, several authors have suggested that the triangulation 
of different data collection methodologies is advisable in order to assure that the different 
measures are comparable (Fern, 2001; Neergaard & Ulhøi, 2007). When there are 
differences, Fern (2001) recommended using findings arising from focus groups in 
preference to those arising from the questionnaire, due to the qualitative and open-ended 
nature of focus-group data. For this reason, semi-structured focus groups were planned for 
the control teams and the Experimental Team. These focus groups would concentrate on 
translation (Section 1.2.4), transcendence (Section 1.2.4), and team experiences with the 
intervention study. Questions were devised to be similar, and in the Experimental Team 
questions were added regarding the team experiences with crafting work. Examples of these 
questions are presented in Tables 15.  
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Table 15 Focus-Group Interviews (Transcendence) (Verkuilen, 2010: 30) 
Developmental 
mechanism 

Team Question/ statement 

Transcendence in AIG Control and 
Experimental 
T  

To what degree have you, as a team, achieved 
your common goal?’  

Transcendence in AEG Control and 
Experimental 
Teams 

To what degree have you, as a team, found a 
good solution for the assignment in the daily 
work already?’  

Transcendence in CIG Control and 
Experimental 
Teams 

To what degree have you, as a team, 
strengthened the values of the manufacturing 
organization? 

Transcendence in CEG Control and 
Experimental 
Teams 

To what degree have you, as a team, added 
values to the manufacturing department of the 
organization? 

Translation AIG 
to AEG 

Control and 
Experimental 
Teams 

‘Our common intentions and goals to find a 
viable solution for the assignment has been 
discovered through our daily work’ 
 Translation CIG 

to CEG 
Control and 
Experimental 
Teams 

‘We have not been guided by the organizations 
values in order to add value of our department’ 

Translation CIG 
to AIG 

Control and 
Experimental 
Teams 

‘Our common goals and intentions have been 
influenced by the organizational  values’ 
 

Translation AEG 
to CEG 

Control and 
Experimental 
Teams 

‘As a team we have added value to the 
Manufacturing department of the company’ 
 

   Observations  Control and 
Experimental 
Teams 

How have you experienced the observations? 
How have the researchers and the cameras 
influenced your group process? 

Work-Crafting Hint 
Cards 

Control and 
Experimental 
Teams 

Have the Hint Cards been useful for you? 
Have you succeeded in executing the (extra) 
assignments? 
Did the Hint Cards make your work more 
flexible? 

Leadership style test and 
questionnaire 

Control and 
Experimental 
Teams 

Has filling out the leadership style test and 
questionnaire (t1) had an influence on the 
methods 
of working and thinking in the teams? 
Did the team work have influence on filling out 
the questionnaire (t2)? 

 
Focus-Group Interviews Secondary Analysis 
In the secondary analysis, focus-group results as they related to the translation and 
transcendence development of the teams were examined. Results from the first analysis of the 
data were compared with the secondary analysis for the original focus-group results to see if 
there were any indications of comparable critical incidents in the audio and video recordings 
of Control Team 1 and the Experimental Team.   
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4.1.3 Results 
In this Section, I will first look at the results of Study 2, and then discuss the results in terms 
of the core question of this study and the implications of Study 2 for Study 3. 
 

4.1.3.1 Work-Crafting Intervention 
Work-Crafting Intervention Sessions 
The work-crafting intervention in the Experimental Team was developed into a set of cards 
that had directions referring to each of the holon domains. The work-crafting hint card 
selections and choices made by the team members of the Experimental Team during each of 
the sessions are depicted in Table 16. For easy reference, please compare Table 16 with the 
representation of the hint cards as presented in Table 13. 

  
Table 16 Work-Crafting Hint Card Selections During the Intervention (Verkuilen, 2010: 39) 

Team Function Session  
A 

Session  
B 

Session  
C 

Session  
D 

Session 
E 

Mode of individual 
card choices 

Team Leader 1 3 2 5 5 5 
Team member I 5 5 6 6 5 5 
Team member II 1 3 8 6 6 6 
Team member III 3 5 7 6 7 7 
Team member IV 5 1 8 4 8 8 
Team member VI 1 6 8 8 5 8 
Team member VII - - 8 3 3 3 
Session card 
choice  (mode) 

1 3 & 5 8 6 5  

Key: 1 AII=A Priori; 2 AII=A Posteriori; 3 AE=A Priori; 4AE=A Posteriori; 5CI=A Priori; 
6 CI=A Posteriori; 7 CE=A Priori;8 CE=A Posteriori 
 
The modes of card choices in Session A were mostly focused on agency aspects (cards 1-4). 
There was a preference to choose card 1. In the follow-up sessions, the card choice pattern 
changed. Participants mostly selected A priori cards 3 and 5 in Session B, and were mostly 
focusing on cards with communion aspects (cards 5-8) during Sessions C, D and E. A more 
detailed analysis of the individual team member’s choices shows that: 

• A priori cards (1, 3, 5, and 7) were chosen 19 times (out of 33). 
• Card 5 (CII) was chosen most often by the team members (8 out of 33). 
• A posteriori cards (2, 4, 6 and 8) were chosen 14 times (out of 33). 
• Cards 6 (CII) and 8 (CEI) were chosen most often by the team members (6 out of 33). 

 
4.1.3.2 Work-Crafting Questionnaires 
At t1, the questionnaire was filled out by all three teams, and only the Experimental Team 
and Control Team 1 filled out the questionnaire at t2. In Table 17, the calculated arithmetic 
means from t1 and t2 are presented. 
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Table 17 Calculated Arithmetic Means for Experimental Team, Control Team 1, at t1 and t2, and 
Control Team 2 at t3 

Stream 
Number 

Resource Stream Individual Holon (Domain) Scores 

Experimental 
team  N=6 

Control  
team 1 
N=5 

Control 
Team 2 
N=3 

t1 t2 t1 t2 t3 

1 Identity (AII) 4 4 3 4 4 
2 Perspectives (AII) 4 3 4 4 4 
3 Cognitive skills (AII) 3 3 4 3 4 
4 Know-how (AII) 4 4 4 4 1 
5 Reflection on actions (AII) 4 4 4 4 3 
 Mode of Streams in AII Domain 4 4 4 4 4 
6 Expression of identity (AEI) 3 4 3 3 2 
7 Application of perspectives (AEI) 4 3 3 4 3 
8 Behavioral skills (AEI) 1  2 2 2 3 
9 Application of know-how (AEI) 3 3 3 3 2 
10 Actions (AEI) 4 3 4 3 1 
 Mode of Streams in AEI Domain 3/4 3 3 3 2/3 
11 Relational identity (CII) 4 4 4 4 2 
12 Reflection on culture (CII) 3 3 3 3 2 
13 Reflection on others (CII) 4 4 4 4 4 
14 Reflection on social roles (CII) 2 3 3 3 1 
15 Reflection on contribution to collective 

actions (CII) 
3 3 3 3 2 

 Mode of Streams in CII Domain 3/4 3 3 3 2 
16 Expression of relational identity (CEI) 3 4 4 2 3 
17 Social skills and trustworthiness (CEI) 3 4 3 2 2 
18 Interactions and reactions (CEI) 3 4 3 3 2 
19 Social roles (CEI) 2 3 3 3 1 
20 Contribution to collective actions (CEI) 3 3 4 3 1 
 Mode of Streams in CEI Domain 3 4 3 3 1/2 
Complex
ity Level 

All streams, All Domains t1 t2 t1 t2 t3 

Mean All streams, all Domains 3.2 3.4 3.4 3.2 2.4 
Median  All streams, all Domains 3 3 3 3 2 
Mode  All streams, all Domains 3 3 3 3 2 
Range  All streams, all Domains 3 2 2 2 3 

Key: 5=strongly agree, 4=somewhat agree, 3=neither agree, nor disagree, 2=somewhat 
disagree, and 1=strongly disagree 

 
The questionnaire scores were then plotted as histograms, in order to graphically depict the 
tendency and dispersion of the data for the experimental and control teams, see Figure 29. 
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Figure 24 Histograms of Rounded Calculated Arithmetic Means for the Experimental Team and 

Control Team 1 at Times 1 and 2, and Control Team 2 at Time 3 
 

Key: X-axis= questionnaire scores 4=somewhat agree, 3=neither agree, nor 
disagree, 2=somewhat disagree, and 1=strongly disagree; Y-axis=frequency of 
scores given by participants. 

 
The results indicate that version one of the questionnaire yielded very small differences 
between the Experimental Team and Control Team 1. When interpreting the histograms’ 
these small changes are being skewed slightly to the right for the Experimental Team and 
Control Team 1 at time 2 compared to time 1. Control Team 2 looks completely different, 
most likely due to the use of an adapted version of the questionnaire that used forced 
choices, but also probably due to the fact that Control Team 2 started the study over a 
month after the other teams. 
 
The six comparison analyses and the average development between each resource stream 
(Table 12) showed no clear development in the experimental and control teams. The small 
developments can be seen in Figure 25. 
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Figure 25 Comparison Analyses 1– 6; Cross-Sectional, Same Meeting, and Longitudinal 

Findings 
4.1.3.3 Observations  

Observations Primary Analysis 
The following textboxes/tables present the most important aspects of the observations of 
the experimental and control teams during their team meetings. A summary of the in situ 
observations made during the meetings of the experimental and control teams are presented 
in Text Box 2. The  observations in the Experimental Team yielded important information 
in terms of the short-term effects of the work-crafting hint cards.  

In meeting 1, the Experimental Team started by choosing a work-crafting hint card. In 
Control Team 1, there were no indications of crafting work. In Control Team 2, there was a 
non-directed incident of role clarification in the team. 

In meeting 2, the Experimental Team was triggered by the researcher. The team was asked 
for reflections regarding why particular card choices were made by each member. The team 
continued to make a thoughtful plan of action for their team improvement assignment, and 
upon reflection they saw the advantage and the saliency of their card choices, but there was 
no specific pattern for those choices. In Control Team 1, there was no indication of crafting 
work. In Control Team 2, there was an indication of setting some intentions to find a solution 
to their problem. 

In meeting 3, the Experimental Team was crafting their work, keeping in mind the card 
choices and to work in relation to those choices throughout the entire meeting. A decision 
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was made about how to move forward with the team improvement assignment, and in this 
session the saliency of the card choice again followed no specific pattern. Several members 
even changed their card choices during this meeting to find the connection with their 
immediate team assignment. 

In the fourth and last meeting, the Experimental Team chose cards and discussed the reason 
for those choices. A decision was made about how to move forward with the team 
assignment, and in this session the saliency of the card choice again followed no specific 
pattern.  

Text Box 2 Session 1-4  In Situ Observed Critical Incident (Verkuilen, 2010: 34-39) 
Session/ meeting 
1  

Direct Observation 

Experimental 
Team 

Each team member chose one of the eight pre-defined Work-Crafting Hint Cards. 
“Really difficult...” a quote of one of the team members. 

Control Team 1 The team went to the shop floor to view the situation and made a flow chart of the 
order-picking process. Proposal for role division by the facilitator was made. Team 
members chose one of the proposed roles they liked to do.  

Control Team  2 The team leader and facilitator proposed to make a flowchart of the current and 
desired process of the sharpening of circular saws. The team leader explained the 
process step by step, supported by the team members. 

Session/ meeting 
2  

Observation 

Experimental 
Team 

Six persons chose a new card out of the eight pre-defined Work-Crafting Hint Cards; 
two persons kept the same card as in meeting 1. All team members reflected on their 
card choices. Everybody could hear each other’s arguments for choosing a particular 
card. Team work experienced as useful. “The assignment stays in the back of my 
mind” someone remarked. 

Control Team 1 Flowcharts of the new and old situations composed by the team leader. A dialogue 
about further improvements of the new situation followed, interrupted by a break. 
There was a discussion, which resulted in more decisions about further changes in the 
location of equipment to obtain further improvements. There was no real check-out. 

Control Team  2 The leader of the warehouse and the principal were invited to the meeting to obtain 
needed information and brainstormed about possible solutions for the problem.  

Session/ meeting 
3  

Observation 

Experimental 
Team 

Card selection was slower at the start of the session and the team made an overview of 
what is needed and how to categorize the team assignment. During the categorization 
there was a dialogue and discussion about the design of a solution for the assignment. 
Another round of card selection was done. Six people chose a new card out of the 
eight pre-defined Work-Crafting Hint Cards, two people kept the same card. A 
dialogue and discussion about the design of the solution was started.  A clear solution 
was not obtained yet, which meant that an extra meeting had to be planned. 
Appointments were made individually to work in small teams on aspects of the 
desired solution. 

Control Team 1 NA 
Control Team 2 NA 
Session/ meeting 4  Observation 
Experimental 
Team 

Dialogue and discussion started on the integrated solution of the team. Appointments were 
made on how to finish and implement the solution. Team members reflected on the 
outcomes and usefulness of the Work-Crafting Hint Cards for them. 

Control Team 1 NA 
Control Team 2 NA 
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Table 18 presents the in situ observed critical incidents during the entire study with both the 
experimental and control teams. 

Table 18 In Situ Observed Critical Incidents over the Entire Study (Verkuilen, 2010: 40) 
Critical Incident Team Example 
Work -Crafting activity:  
crafting an intention 

Experimental 
Team 

Crafting the teamwork: 
choosing Work-Crafting Hint 
Card 1 or 2(5 times). 

Work-Crafting activity:  
crafting a task (act) 

Experimental 
Team 

Crafting the teamwork: 
choosing Work-Crafting Hint 
Card 3 or 4 (6 times). 

Work-Crafting activity:  
crafting a value 

Experimental 
Team 

Crafting the teamwork: 
choosing Work-Crafting Hint 
Card 5 or 6 (14 times). 

Work-Crafting activity:  
crafting a role 

Experimental 
Team 

Crafting the team-work: 
choosing Work-Crafting Hint 
Card 7 or 8 (8 times). 

Control Team  1 
 

Proposal for role division by 
the 
facilitator. Team members 
chose one of the proposed 
roles they liketo do. 

Control Team  2 
 

Inviting the leader of the 
warehouse and the principal 
to the meeting to obtain 
needed information and 
brainstorm about possible 
solutionsfor the problem. 

Sharing a personal reflection 
on a Work-Crafting activity 
choice 

Experimental 
Team 

Sharing personal reflections 
on 
individual Work-Crafting 
activity choices at the 
beginning of a Work-
Crafting Session. 

Sharing a personal reflection 
on a Work-Crafting activity 
outcome 

Experimental 
Team 

Sharing personal reflections 
on 
individual Work-Crafting 
activity outcomes at the end 
of a Work-Crafting Exercise. 

 
Observations Secondary Analysis  
A secondary analysis of the audio and video recordings of the meetings was carried out with 
Nvivo 8 (2008).  The list of critical incidents drawn up by the data coders, was formulated 
based on the four holon domains and are presented in Table 19 
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Table 19 List of Critical Incidents (Translated from Dutch; Aalst et al., 2010: 12) 
Category How I work / what I do. 
Gr1  A person is strongly attached to his/her own position and her own interests are not at 

risk. A person is strongly attached to his position for his own interests not to be 
jeopardized. 

Gr2  A person changes his /her behavior in the meeting. For example, after a very 
defensive reaction someone would bother to listen to someone else. 

Gr3 Person implements the use of the chosen card. 

Category What I want to hear / what I find important to others. 
Wi1  A person whose interests are sided with the company/team interests. 
Wi2  A person's own (or someone elses) responsibility regarding the question. 
Wi3 Person implements the use of the chosen card. 

Category What I think / how I am. 
Ge1  A conceited person shows understanding for the situation / interests of another team 

memeber. 
Ge2  A person changes his attitude towards the project. For example, a person switches 

from passive behavior towards a more active role. 

Ge3  A person indicates that his/her own actions in the meeting were not correct. 
Ge4. Person implements the use of the chosen card. 
Category How I work / with whom I work. 
Bl1  One person in the group deliberately takes a different role. For example, the 

president deliberately let someone else take the lead. 

Bl2  A person shows interest in another. 
Bl3  Mutually excitement / to motivate others. 
Bl4  Person implements the use of the chosen card. 
Key: Gr (Green), Wi (White), Ge (Yellow), Bl (Blue), represent the different domains of 
integral theory. Category of incident: 1-4.  
 
These data yielded a few critical incidents, some of which were connected to direct incomes 
and outcomes of the intervention. Due to the large amount of audio and video data, a decision 
was made to analyze only excerpts of the data instead of viewing all 28 hours of video. 
Eighteen critical incidents were agreed upon by three out of the four data-coders from the 
different team meetings, and are presented in Table 20.   
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Table 20 Secondary Analysis of Critical Incidents for Experimental and Control Teams 1 & 2 
(Aalst et al., 2010: 30) 

Number of Critical Incident Identifications 
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Experimental Team In Ou In Ou In Ou In Ou  
Meeting 01-12-09 Part 1 (56:35,1) 1  

 
 1 1 4  7 

Meeting 01-12-09 Part 2 (1:10:58,3) 
 

1 2 3 3  
 

 9 
Controle Team 1 

 
 

 
 

 
 

 
  

Meeting 09-11-09 Part 1 (36:51,9) 
 

 
 

 
 

 
 

 0 
Meeting 09-11-09 Part 2 (45:43,3) 

 
 

 
 

 
 

 
 0 

Meeting 09-11-09 Part 3 (1:28:41,2) 
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 1 
Meeting 09-11-09 Part 4 (5:15,8) 

 
 

 
 

 
 

 
 0 

Controle Team 2 
 

 
 

 
 

 
 

  
Meeting 19-01-10 Part 1 (1:34:12,7) 

 
 

 
 

 
 

 
 0 

Meeting 19-01-10 Part 2 (1:05:11,4) 
 

1 
 

 
 

 
 

 1 
Total  Critical incidents (per category) 1 2 2 4 4 1 4 0 18 
Key: In = Intervention; Ou = Outcome 

In Table 21, an example from the critical incident analysis of the Experimental Team from 
the Experimental Team Meeting 2, 20-11-09 (56:35, 1) can be seen. In this excerpt, the 
choices can be seen that were made by the team members in their intervention card choices 
and the intentions they have for their decision. 

Table 21 Critical Incidents for Experimental Team Meeting 2, 20-11-09 (Translated from Dutch; 
Aalst et al., 2010: 31) 

Time 
Interval 

Label Event Description Categorie 
of incident 

0:39,0 - 
1:15,0 

i.1.1 Person 1 explains his choice for the chosen yellow card. He wants 
to try to better his actions within the meetings to watch and then to 
reflect. 

Ge4 

2:50,0 - 
3:25,0 

i.2.1 Person 2 explains his choice for the chosen blue card. He wants to 
try to help other people to listen to what they say. 

Bl4 

3:45,3 - 
4:25,0 

i.4.1 Person 4 selects a blue card because it seemed very concrete and he 
himself knows that this is a learning point for him. 

Bl4 

4:35,2 - 
5:10,5 

i.3.1 Person 3 explains his choice for a blue card. He wants to try to take 
on the role of information gatherer in this meeting . 

Bl4 

5:15,0 - 
5:25,0 

i.5.1 Person 5 chooses the blue card on the grounds that he wants to 
listen more to others in this meeting. 

Bl4 
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Table 21 Continued  
Time 

Interval 
Label Event Description Category of 

incident 
6:50,1 - 
7:10,4 

i.6.1 Person 6 wants to intensify their empathy with the values that the 
project has to others, has therefore chosen a white card. 

Wi3 

18:20,5 - 
19:00,4 

o.6.1 Person 6 chooses a white card and wants to intensify the values of 
other stakeholders in the project and has a discussion with Person 
3. 

Wi1 

Key: Label X,Y,Z: X (i,o) fragment is an intervention or outcome.; Y(1,2…7) team member; Z(1,2… N) number 
of incident from the person; Event description, summary of the fragment; Category (of incident), number of 
occurrences for that person. 
 
In Nvivo 8 one can see the sessions were documented in a timeline, while the audio and video 
events are captured as critical incidents. For example, an excerpt of the analysis of the critical 
incidents for the Experimental Team, in meeting 3, on 01-12-09 is presented in Figure 26. 
 

 
Figure 26 Excerpt of Nvivo Analysis of Raw Data Critical Incidents for Experimental Team 

Meeting 01-12-09 
 
From the second analysis, three questions can be answered; these questions are: 1) Are there 
examples of work crafting that can be observed in the Experimental Team and in the control 
team?  2) Are the critical incident examples different in the control and Experimental Teams?  
3) Are the results comparable with the results of Study 2? 
 
To answer the first question: Are there examples of work crafting that can be observed in the 
Experimental Team and in the control team? Table 19 and Figure 27 presented more 
explicitly that there are examples of work crafting for the Experimental Team as well as two 
uninitiated incidents in control teams 1 and 2.  
 
Question two, on whether the critical incident examples are different in the control and 
Experimental Teams. There were three critical incidents in the Experimental Team that were 
directly related to the intervention and yielded a direct outcome of the intervention. Control 
teams 1 and 2 each had an example of a crafting outcome as observed in the team meeting, 
independent of any intervention.  
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Figure 27 Examples of Work-Crafting Critical Incidents (Aalst et al., 2010: 33; 35; 37) 

Key: 
X.Y.Z

 Occurrence of an intervention (X) by a particular person (Y) for the umpteenth time (Z); 
X.Y.Z

 Occurrence of an outcome (X) by a particular person (Y) for the umpteenth time (Z);  
The connection between an intervention and an outcome by the same person 
 
Question 3 asked whether or not the results from the secondary analysis of Study 2 are 
comparable with the results of the primary analysis of Study 2 The results of the primary and 
secondary analyses of Study 2 were comparable with respect to finding indications of work 
crafting in the Experimental Team and a few random indications of crafting in the control 
teams. Examples of work crafting were observed both in the Experimental Team and in the 
control teams. However, there were more examples of work crafting observed in the 
Experimental Team than in the control teams, see Table 20. 
 
Important points could be learned from the analysis: 

1. The use of some kind of intervention to promote the crafting of work in groups leads 
to activities in each holon domain for the Experimental Team. In the control teams, 
only random incidents of crafting activity were seen at least once in the primary and 
secondary analyses of the observation data. 

2. The use of cards was useful but the instructions on the cards were rather vague for 
people unaccustomed to this kind of intervention process. In this analysis it was 
observed that the easier cards (A priori cards) were used more often than the more 
complicated ones (A posteriori cards). 
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3. Allowing people to use their own experience of work crafting (i.e., the blank cards to 
allow people to create their own cards to use) did not work. The premise was that if 
they created their own cards, then further analysis of the cards could show 
developmental aspects that were hard to see on the video or hear in the audio due to 
problems such as noise, unintelligibility, and not being able to see facial expressions. 

 
4.1.3.4 Focus-Group Interviews 
 
Focus-Group Primary Analysis 
The focus-group interview findings have been measured in accordance with the outcome 
measurement model (see Table 12) and are presented here in text boxes.  
 
Control Team 1 
The results, an evaluation of the intervention, and group answers to the transcendence 
focused questions are presented. for control team 1 are summarized in Text Box 3.  
 

Text Box 3 Focus-Group Findings for Control Team 1 (Verkuilen, 2010: 46-47) 
Category Question/ Statement and Answer 
Transcendence 
in AIG 

‘To what degree have you, as a team, achieved your common goal?’ 
According to the team, a first step was made, the goal has yet to be accomplished.  

Transcendence 
in AEG 

‘To what degree have you, as a team, already found a good solution for the 
assignment in the daily work?’  
The team agrees that some aspects of the solution have been accomplished. and a 
good visible solution has yet to be accomplished in the daily work.  

Transcendence 
in CIG 

‘To what degree have you, as a team, strengthened the values of the company?’ 
The stakeholders have different answers: 
The facilitator thinks that the teamwork, in general, strengthens the company’s 
values.  
The team leader thinks that in this particular team the values ‘involvement’ and 
‘fun’ are strengthened. 
The team members nuance these statements by mentioning that in their daily work 
‘freedom’ has been restricted by the new found solution to the assignment. The 
new procedures have increased the pressure to perform on the production workers 
at the lifts, which results in less fun. 

Transcendence 
in CEG 

‘To which degree have you, as a team, added value to your department in the 
company?’ 
Some advantages of the solution have been obtained, and the added value for the 
Manufacturing department seems minimal at this time.  

Category Question/ statement and Answer 
Translation 
AIG to AEG 

‘Our common intentions and goals to find a viable solution for the assignment has 
been discovered through our daily work’ 
At this time the team’s common intentions and goals are just for the assignment. 

Translation 
CIG to CEG 

‘We have not been guided by the organization’s values in order to add value to our 
department’  
The team thinks that unconsciously they have been guided by the company values. 
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Text Box 3 Continued 
Category Question/ statement and Answer 
Translation 
CIG to AIG 

‘Our common goals and intentions have been influenced by the organizational  values’ 
The team experiences this statement as very abstract and hard to answer. The 
organizational value ‘responsibility’ is imagined as having influence on the common 
goals and intentions of the team. 

Translation 
AEG to CEG 

‘As a team we have added value to the manufacturing department of the company’ 
The solution is only slightly visible in daily work. The value added to the 
Manufacturing department is therefore minimal. 

Research 
Component 

Question and Answer 

Observations ‘How have you experienced the observations? How have the researcher’s and the 
camera’s presence influenced your group process’ 
The team agrees that most of the times they forgot that the researcher and camera were 
present. 

Leadership 
style test and 
questionnaire 

‘Has filling out the leadership style test and questionnaire (t1) had anyinfluence on the 
methods of working and thinking in the team?” 
The team regarded the leadership-style test and questionnaire at t1 as “just a test”. 
Some of them did not have experience with this type of team work; therefore, the 
questionnaire was difficult to understand. 

‘Did the team work have an influence on filling out the questionnaire (t2)?” 
For most of the team members, the team work had an influence on the way they filled 
out the questionnaire.  Mainly because this type of team work was new for some 
members. “There are questions that you do understand”, as a team member explains. 

 
The Experimental Team 
The focus-group interview findings, an evaluation of the intervention, and the results of the  
focus-group answers for the Experimental Team were measured in accordance with the 
outcome measurement model (see Table 12), and are presented here in Text Box 4.  
 

Text Box 4 The Experimental Team Evaluations (Verkuilen, 2010: 48-51) 
Category Category Question / Statement and Answer 
Transcendence 
in AIG 

‘To what degree have you, as a team, achieved your common goal?’ 
The first reaction of the team is that it is not yet known at this time. However, a team 
member shares his experience and estimation of what was possible in relation to the 
assignment; with this information, additional information regarding upcoming changes 
in the company’s SAP system would add to the desired assignment goals. The team 
concludes that this will make their goal a reality.  

Transcendence 
in AEG 

‘To what degree have you, as a team, already found a good solution for the assignment 
in the daily work?’ 
In the ‘experimental’ team the team leader, needs less time for (control of) the 
registration of man-hours. 

Transcendence 
in CIG 

‘To what degree have you, as a team, strengthened the values of the company?’ 
 According to the team, every value has been put into practice. Some values, such as 
‘equality’, ‘openness’, and ‘responsibility’, have been strengthened. 

Transcendence 
in CEG 

‘To what degree have you, as a team, added value for your department in the 
company?’ 
 It is not exactly clear to what degree value has been added to the company. The 
uniformity of the solution is very valuable for the Manufacturing department, according 
to the team. The uniform solution also leads to more unity: closer ties between the 
different teams (with different sizes) are accomplished, which is valuable in and of 
itself. 
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Text Box 4 Continued 
Category Question / Statement and Answer 
Translation 
AIG to AEG 

‘Our common intentions and goals to find a viable solution for the assignment has been 
discovered through our daily work’ 
The team agrees with this statement 

Translation 
CIG to CEG 

‘We have not been guided by the organization’s values in order to add value to our 
department’  
The team agrees with this statement. 

Translation 
CIG to AIG 

‘Our common goals and intentions have been influenced by the organizational  values’ 
With a certain hesitation the team agrees with the statement. The values ‘equality’ and 
‘responsibility’ have influenced the common goals of the team.  A distinction between 
personal values and company values is also made: 
“Some of the corporate values we automatically put into practice.” 

Translation 
AEG to CEG 

‘As a team we have added value to the Manufacturing department of the company’ 
In line with the answers already given, the team disagrees. The outcome of the 
assignment will lead to added value in the near future, caused by a reduction of time 
needed for the registration of man-hours. 

Research 
Component 

Question and Answer 

Observations ‘How have you experienced the observations? How have the researcher’s and the 
camera’s presence influenced your group process’? 
The presence of the researcher and camera did not influence the team at all. 

Work- Crafting 
Hint Cards 

‘Have the Hint Cards been useful for you?” 
The cards have been useful for the team. The use of the cards stimulated pro-activity in 
the team. ‘The cards made me more consciously observing what the others did and said’ 
one team member tells. The others agree somewhat, but add to this that they soon forgot 
the card and its assignment after picking a card. Later the team agrees that the cards 
force them to consciously think about the group process and how to improve it, in 
addition to the content of the TI Team assignment. 

‘Have you succeeded in executing the (extra) assignments? How dedicated have you 
been to execute the (extra) assignments?’ 

• Feedback from the team: Some assignments were too vague to execute.  
• The abstractness of the cards stimulated out-of-the-box thinking for everyone. 
• Because of the abstractness of the work-crafting hint cards it was hard to pick a 

particular card.  
• ‘The cards and assignments forced me to think about the stage of the PDCA 

cycle and what was needed in the next stage.’ 

‘Did the hint cards make your work more flexible?’ 

The team agrees with this statement. ‘Every time we took another card another lineup 
was created, like in a football game.’  

Leadership 
style test and 
questionnaire 

‘Has filling out the leadership-style test and questionnaire (t1) had an influence on the 
methods of working and thinking in the team?’ 
The team does not think that filling out the leadership-style test and questionnaire at t1 
has influenced their way of working and thinking in the team. 

‘And did the team work have influence on filling out the questionnaire (t2)?’ 

The team agrees with this; it unconsciously has had an influence on the way the 
questionnaire was filled out the second time. 

Critical incidents from the focus groups for both the Experimental Team and Control Team 1 
are presented in text box 5. 
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Text Box 5 Summary Critical Incidents from the Experimental Team and Control Team 1 Focus 

Group (Verkuilen, 2010: 51) 
Critical Incident Team Example 
Work-Crafting activity: 
crafting an intention 

Experimental 
Team 

Choosing one of the (abstract) work crafting hint cards 
stimulates out-of-the-box thinking and feed-forward 
thinking. 

Work-Crafting activity: 
crafting a task (act) 

Experimental 
Team 

Picking work crafting hint cards makes tasks in the team 
more flexible. 

Work-Crafting activity: 
crafting a value 

Experimental 
Team 

Consciously thinking about the group process and how to 
improve it. 

Work-Crafting activity: 
crafting a role 

Experimental 
Team 

Pro-activity, participation and coordination: creating 
another lineup in every work crafting meeting; and 
subsequently consciously observing others and listening 
to others. 

Filling in the leadership 
style test and 
questionnaire at t2 

Experimental 
Team 

The team work that was still fresh in memory 
unconsciously influenced the way the questionnaire was 
filled out the second time. 

Control 
Team  1 
 

The team work had an influence on the way the 
questionnaire was filled out the second time. E.g., 
questions were understood better. 

 
The focus-group interview findings have been measured in accordance with the outcome 
measurement model (see Table 12) and are presented in the text boxes for both the 
Experimental Team and control team 1. The Experimental Team was able to craft their work 
in every domain, not always knowingly at first, but the forced card choices made it possible 
for all members of the team to participate in the process as well as share the reasoning for 
making decisions. Because the team members were taking different cards, this also made the 
repositioning of each person’s reasoning more salient and made the explanation to and 
sharing with other team members easier. The sessions continued very quickly till the point 
where the cards seemed less affective or purposeful. The conclusions of the Experimental 
Team and Control Team 1 are presented in Table 22. 
 

Table 22 Focus Group Outcomes for the Experimental Team and Control Team 1 
Experimental Team Control Team 1 

1. Team did not reach it’s common goals and 
intentions yet (AIG). The intentions and 
goals have been achieved. 

2. The Experimental Team used its collective 
experience to solve the team assignment 
and experienced this as a very good 
solution (AEG).  

3. The team agreed that every company value 
is put into practice (CIG). Two or three of 
these values have definitely been 
strengthened in the team. 

4. The degree of added value to the 
department was not clear to the team 
(CEG). 

1. Team did not reach it’s common goals and 
intentions yet (AIG). Only a first step has 
been taken. 

2. Control Team 1 was able to solve half of 
their team problem but in so doing 
increased their own work load (AEG). 

3. The team agreed that every company value 
is put into practice (CIG). Two or three of 
these values have definitely been 
strengthened in the team. Although, team 
members felt they lost some freedom due 
to their solution. 

4.  The degree of added value to the 
department was not clear to the team 
(CEG). 
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Focus-Group Secondary Analysis 
The secondary results of the focus-group analysis of Control Team 1 are presented in Table 
23 and the secondary analysis results for the Experimental Team are presented in Table 24.  
 

Table 23 Secondary Analysis Control Team 1 Data (Aalst et al., 2010: 39) 
 Focus Group Interview 

Results 
 of Control Team 1. 

Critical Incident Results of 
Control Team 1. 

Agreement  

Transcendence 
in AIG 

Transcendence minimal 
to none in this category.  

No critical incidents found that 
indicated transcendence in this 
category.  

Results 
correspond 
reasonably. 

Transcendence 
in AEG 

Transcendence partially 
in this category. 

A single critical incident found 
that could point to transcendence 
in this category.  

Results 
correspond 
reasonably. 

Transcendence 
in CIG 

Transcendence partially 
in this category. 

No critical incidents found that 
indicated transcendence in this 
category.  

Results 
correspond 
reasonably. 

Transcendence 
in CEG 

Transcendence minimal 
to none in this category. 

No critical incidents found that 
indicated transcendence in this 
category.  

Results 
correspond 
reasonably. 

 
Table 24 Secondary Analysis of Primary and Secondary Experimental Team Data (Aalst et al., 

2010: 40) 
 Focus Group 

Interview Results 
 of Experimental 
Team. 

Critical Incident Results of the 
Experimental Team. 

Agreement  

Transcendence 
in AIG 

Transcendence 
partially in this 
category.  

Multiple critical incidents but no links 
between incidents found, indicating 
transcendence in this category.  

Results 
correspond 
reasonably. 

Transcendence 
in AEG 

Transcendence has 
occurred in this 
category.  

Several critical incidents and 
relationships between incidents found, 
indicating transcendence in this 
category.  

Results 
correspond 
reasonably. 

Transcendence 
in CIG 

Transcendence has 
occurred in this 
category. 

Multiple critical incidents and 
relationships between incidents found, 
indicating transcendence in this 
category.  

Results 
correspond 
reasonably. 

Transcendence 
in CEG 

Transcendence 
partially in this 
category. 

Multiple critical incidents but no links 
between incidents found, indicating 
transcendence in this category.  

Results 
correspond 
reasonably. 

 
From these results, the conclusion is that the secondary analysis results were informative 
insomuch as the analysis has provided further confirmation of the positive effects of crafting 
work in a guided and systematic way.   
The primary results as well as the results from the secondary analysis of the coders and the 
answers given by the team are presented in Table 25.  
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Table 25 Primary analysis (Verkuilen, 2009) and Secondary Data Analysis Control Team 1 
(Aalst et al., 2010: 39) 

 Primary 
Analysis of 
Focus-group 
results 

Coders Critical 
Incident Focus-
Group Results 
from Control 
Team 1. 

Focus-group 
Results as told by 
Control Team 1. 

Agreement  

Transcendence in AIG 
“To what degree have 
you, as TI Team, 
achieved your common 
goals and ambitions?” 

No, the goal 
has not yet 
been 
accomplished. 

Not really. 
Transcendence 
minimal to none 
in this category.  

No, critical 
incidents found 
that indicated 
transcendence in 
this category.  

Results 
correspond 
reasonably. 

Transcendence in AEG 
“To what degree have 
you, as TI Team, found a 
good, in your daily work 
already visible, solution 
for the assignment?” 

No, a viable 
solution was 
not 
accomplished.  

Maybe. 
Transcendence 
partially in this 
category. 

A single critical 
incident found that 
could point to 
transcendence in 
this category.  

Results do 
not fully 
correspond. 

Transcendence in CIG 
“To what degree have 
you, as TI Team, 
strengthened the values 
of the Dutch 
Manufacturing Firm?” 

No/Maybe, 
Partially. 
Depending on 
stakeholder’s 
view point. 

Maybe. 
Transcendence 
partially in this 
category. 

No critical 
incidents found 
that indicated 
transcendence in 
this category.  

Results do 
not fully 
correspond. 

Transcendence in CEG 
“To what degree have 
you, as TI Team, added 
value for the 
Manufacturing 
department of the Dutch 
Manufacturing Firm?” 

Some/ minimal 
value has been 
added. 

Transcendence 
minimal to none 
in this category. 

No critical 
incidents found 
that indicated 
transcendence in 
this category.  

Results do 
not fully 
correspond. 

 

Table 26 Triangulation of Primary and Secondary Experimental Team Data (Aalst et al., 2010: 
40) 

 Primary 
analysis Focus-
group results 

Focus-group 
results 
Experimental 
Team. 

Critical incident results 
Experimental Team. 

Agreement  

Transcendence in 
AIG 
“To what degree 
have you, as TI 
Team, achieved 
your common goals 
and ambitions?” 

Maybe/a bit, 
making some 
changes did 
bring about 
part of the 
team’s intended 
goal. 

Maybe/ a bit, 
Transcendence 
partially in this 
category.  

Maybe/a bit, Multiple 
critical incidents but no 
links between incidents 
found, that indicated 
transcendence in this 
category.  

Results 
correspond 
reasonably. 
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Table 26 Continued 
Transcendence in 
AEG 
“To what degree 
have you, as TI 
Team; found a good, 
in daily work already 
visible solution for 
the assignment?” 

Yes, a solution is 
clear for the team. 

Yes, 
Transcendence 
has occurred in 
this category.  

Yes, Several critical 
incidents and 
relationships between 
incidents found, 
indicating 
transcendence in this 
category.  

Results 
correspond 
reasonably. 

Transcendence in 
CIG 
“To what degree 
have you, as TI Team, 
strengthened the 
values of the 
Dutch Manufacturing 
Firm?” 

Yes, values have 
been put into 
practice. 

Yes, 
Transcendence 
has occurred in 
this category. 

Yes, Multiple critical 
incidents and 
relationships between 
incidents found, 
indicating 
transcendence in this 
category.  

Results 
correspond 
reasonably. 

Transcendence in 
CEG 
“To what degree 
have you, as TI Team, 
added value for the 
Manufacturing 
department of the 
Dutch Manufacturing 
Firm?” 

Maybe/ a bit, the 
clear uniform 
solution has 
brought about 
better “unity” 
between the 
teams and 
therefore made 
work better for 
the firm.  

Maybe/ a bit, 
Transcendence 
partially in this 
category. 

Maybe, Multiple 
critical incidents but 
no clear links 
between incidents 
found  that indicated 
transcendence in this 
category.  

Results 
correspond 
reasonably. 

 

4.1.4 Discussion  
 
4.1.4.1 Reflection on the Outcomes of Study 2 
Study 2 was done to answer the second sub-question of this PhD project (see Chapter 1, 
Section 1.2.2), which is: How does the crafting of work translate into intentions, behavior, 
values, and roles in individuals and groups? How can one make people craft their work?  
Three subsequent questions were also formulated for a secondary analysis of study two’s 
audio and video recordings to verify the overall findings of Study 2: (1)  Are there examples 
of work crafting that can be observed in the Experimental Team and in the control teams? (2) 
Are the critical incident examples different in the control and Experimental Teams?  (3) Are 
the results comparable with the results of Study 2?   

In Study 2, the crafting of work and how the four holon domains could be utilized for 
proactive co-creation and design of a more enriched work environment was investigated. By 
operationalizing work-crafting through a card game as well as personal reflections from team 
members, an assessment of the short-term effects of crafting work was possible. The results 
indicate that crafting impulses are employed in teams. The general implication of Study 2 
was that using work as a trigger mechanism of translation needs to be fostered in an 
intervention setting. Operationalizing the translation process by using a card game allows the 
users to also be observers and participants in the creation of new knowledge, whilst also 
learning through the exchange of tacit knowledge generated by each individual member of a 
participating team or group. 
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4.1.4.2 Theoretical Relevance (Work-Crafting Theory, Version 2) 
Using the integral framework as a complexity-based approach has opened up opportunities 
for changing the dynamics of participative work. The idea of crafting intentions, behaviors, 
roles, and values is reflected in the crafting in all four holon domains, as is shown in Figure 
19 (see Section 4.1.1.3). The results show that in the Experimental Team, the work-crafting 
hint cards played a role in the situation-dependent dynamics of the Experimental Team, and 
revealed personal preferences, (i.e., person-dependent choices). Moreover, according to the 
primary analysis findings people were indeed able to translate values into intentions, 
behavior, values and roles. That is, when employees were prompted to change their approach 
to the process of work within the team work setting and were prompted to act in accordance 
with one of the four domains via the hint cards, they did. The way in which the members of 
the team approached their work was changed. It was changed in accordance with the 
theoretical underpinnings of the intervention that were based on the Integral Theory 
Framework and presumed to take place. The purposeful crafting of work was the stark 
contrast between the experimental and control teams. In the control teams, crafting was 
unconscious and unfocused, but nevertheless present. It has been demonstrated in the job 
crafting literature that indiscriminant instances of crafting are possible when a person has the 
intrinsic desire to make changes to the physical, cognitive, and relational boundaries of work 
(Wrzesniewski & Dutton, 2001; Berg, et al., 2010).  In the Experimental Team, dialogue and 
balanced discussion propagated by a facilitator was used, to reinforce the development of 
taking new perspectives and support the opportunity for team members to effectively 
participate in the intervention.   
  
The transcendence effects of work crafting are not visible. Theoretically, it is possible to 
surmise that transcendence would take place when the translation effects were complete and 
transformational changes were feasible.  Therefore, agreement in the analysis was important. 
In the analysis with the control teams no substantial transcendence effects were found. For 
the Experimental Team, there had been more incidents identified. Upon triangulating the 
analysis by the coders, researcher and the direct feedback from the teams themselves modest 
agreement between the findings shows there are clear indications of transcendence. From a 
scientific perspective, the work-crafting study was exploratory and has opened the door for 
new insights into theoretical discussion of the four holon domains. 
 
4.1.4.3 Practical Relevance (Solving the Management Problem) 
The work-crafting study had a quasi-experimental design. It was developed to achieve a 
better balance of autonomy and control within project groups. From a practical point of view 
it has not beenproven that work crafting has led to a more dynamic balance between 
autonomy and control in the teams, and subsequently improved timely decision-making in the 
Experimental Team. However, there are several indications that the descriptive knowledge 
gained may indeed have positive implications for issues of group dynamics. Work crafting 
was used to let employees experience different directions to develop their work intentions, 
behaviors, roles, and values. Within the short time frame it was not possible to create a better 
balance between authority and control, but the Experimental Team showed that deliberately 
changing the language of specific areas of work was possible. This is informative for team 
power dynamic issues and consistent with the literature regarding challenging the status quo 
when power relationships exist (Doughty & Rinehart, 2004) in the workplace.   
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4.2 Study 3 
Study 3 was conducted between January 2010 and June 2011 and was an exploratory, design-
oriented intervention project about the short-term effects of crafting work by means of 
company values. The goal of this second project was to develop and test the value-crafting 
methodology in order to use company values in the work people do, and to gain insight into 
the effects and potential contributions of the methodology for both individual and team 
processes, from an integral-theory perspective, i.e. intentions, behaviors, values, and roles as 
perceived by the team members. The study examined two R&D teams at different stages of 
cultural development. Analysis of the data was based on both a longitudinal (t1 and t2) and a 
cross-sectional research design. Value crafting in the two R&D teams was implemented by 
means of a value-crafting intervention, in which the team members were instructed on value 
crafting and prompted to follow a four-step process. Data were collected in three ways, 
questionnaires (t1, t2), in situ observations and ex post facto observations based on recordings 
(t1, t2), and focus-group interviews (t1). A follow up was executed after one year. Data 
analyses were based on descriptive statistics (questionnaires), critical incidents 
(observations), and content discourse analysis (focus-group interviews).  

4.2.1 Theoretical Framework and Research Model 
Study 3 aimed to answer the third sub-question of this PhD-study (see Chapter 1, Section 
1.2.2), which is: How does the crafting of work translate into intentions, behaviors, values 
and roles in individuals and groups? How can one make employees craft their work by 
means of company values? 
Two subsequent analyses yielded further sub-questions to dig deeper and find answers to this 
question. Two research and development (R&D) self-managed teams that are part of the 
Dutch subsidiary of the IPC would be introduced to the value-crafting intervention during 
their regular meetings.  
 
4.2.1.1 Theoretical Framework  
In order to establish organizational value development, the intervention model incorporated 
four steps as presented in Figure 28. The four steps (Holloway et al., 2011: 24-25) are: 1) 
Select and interpret an organizational value: an intention is developed concerning the value; 
2) Develop intentions and actions: an intentional goal is set in order to change behaviors, and 
to develop new work practices based on the value; 3) Reflect on the value and relate it to their 
own behavior: performance is evaluated from the perspective of the selected value; 4) 
Adopt/adapt and understand the value: the adaptation of the value is achieved. This 
categorization is used to develop the value-crafting intervention tool (see Section 4.2.2.2). 
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Figure 28 Steps in Crafting Work Using Company Values (VCS)  

(after Holloway et al., (2011), p. 30. 
 
By using the integral-theory framework, the translations  or spreading of information between 
individual domains are taking place in accordance with the individual steps, as can be seen in 
Figure 29: In Step 1, a translation from the value domain into the intentional domain will take 
place; In Step 2, a translation from the intentional domain into the behavior domain will take 
place; and in Step 3, a translation from the behavior domain into the (social) roles domain 
will take place; In Step 4, the translation from the roles domain into the value domain will 
take place, which concludes the cycle.  

 
Figure 29 Translation Process Embedded in Each Step Based on the Integral-Theory Perspective 

(VCP) (after Holloway, Van Eijnatten, & Van Loon (2011), p. 30. 

Key: long arrows=translation between the domains 
 
In the proposed cycle, repeated iterations are expected to lead to a next level in work 
performance behavior (transcendence, see Section 1.2.4). By using the integral-theory 
framework, a transcendence effect may take place in-between each step (see Figure 30). 
Between Steps 1 and 2 some transcendence of intentions is expected to occur. Between steps 



98 

 

2 and 3 some transcendence of behaviors is expected to occur. Between Steps 3 and 4 some 
transcendence of (social) roles is expected to occur. A next level or transformational change 
in work performance is expected to be reached when all four Steps are successfully executed 
and each domain is successfully developed, see Figure 30. Therefore, the outcome of Step 4 
will be a next level/transformation change in work performance, in which the company value 
is better  integrated into work performance. Work performance consists of interior and 
exterior aspects, where work performance of the team and its members is transformed by the 
integration of company values into work performance.  

 
Figure 30 Transcendence Function Effects in Between Each Step From an Integral-Theory 

Perspective (VCF) (after Holloway, Van Eijnatten, & Van Loon (2011), p. 30 

Key: Long arrow=actual development, short arrow=previous development, circles=complexity 
level 

 
 
4.2.1.2 Value-Crafting Work Using Organizational Values Model 
In order to answer the research question of Study 3, a model to craft work through the use 
of organizational values which is based on the Generic Research Model (see Chapter 1, 
Figure.4) was developed and derived from the basic arguments of the Integral-Theory 
approach of Wilber and Edwards. Holloway et al. (2011) suggested that value crafting 
enables the dissemination (Translation) of organizational values into the four holon domains 
(i.e., intentions, behaviors, roles, and values). This might result in the further development of 
organizational values in each domain, and the end result is expected to be organizational 
value development in the holon (Transcendence). Organizational value development may 
trigger cultural embeddedness, and shared meaning of organizational values. “Value Crafting 
can be used to better solidify the formulation of team intentions, the creation of action plans, 
reflection on those plans, and the examination of social roles taken by individuals and the 
group as a collective action” (Holloway et al. 2011: 24). Value crafting is meant to continue 
over a certain period of time. This iterative and circular process may work at all levels, but 
this study is primarily focused on the individual and group or team levels, see Figure 31.  
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Figure 31 Value-Crafting Research Model for Study 3 (after Holloway et al., 2011) 

 
The design of the intervention was planned as a series of four activities each representing a 
single step of the intervention model. The measurement of the effects of the intervention was 
done immediately following (the steps of) the intervention, and again after a delay period of 
one year to see if there had been any long-lasting effects. 
 
4.2.1.3 Business Management Buy-in  
Description of Buy-in 
For the research model to be practically relevant for the company, it was essential to fit the 
value-crafting model to the current business environment and meet the needs of the potential 
users of the model. A priori no team had been selected so the information gathered in this 
alignment process was about general company demographics and information.  
 
Activities of the Buy-in 
The alignment consisted of gathering different sorts of information in order to complement 
the value-crafting model to the company. This was made possible by gathering practical 
information and the perspectives of company employees and likely users of the tool. The 
following three-part alignment protocol was designed and carried out: 
 
Part 1: Explicit approval and buy-in by management was needed to go forward with the 
intervention. In order to get that approval and to gain necessary initial insight into the 
potential use of the value-crafting model and its prospect of being effective in a real business 
context, the researcher was given an introduction and tour of the corporation. Three semi-
structured interviews were then conducted with different members of company management. 
These interviews were carried out based on the questions in Table 27.  
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Table 27 Semi-Structured Interview Questions (Van Loon, 2010: 25) 

 
 
An Innovation Manager, an R&D Manager, and a Sales Manager provided their perspectives 
on the main business problems that the company faced. It was necessary to gain this general 
management perspective in order to move forward with the project more effectively. This 
first step of the buy-in was to attract management to the study and let them decide where the 
study would be most suitable for the organization. Both the theoretical groundings and the 
practical needs of management were combined in designing the intervention.  
 
Part 2: was aimed at better understanding the engineers perspective and handling of the 
innovation process. This entailed the following:  
 

1. Reading project plans of two selected innovation projects, as preparation for 
observation. 

2. Observing team meetings of those two selected project teams. 
3. Having informal conversations with innovation engineers by participating in their 

environment. 
 
This alignment was important to better understand the language used by the engineers when 
they converse with each other, and how they work together in these teams. These 
observations of engineering teams gave some more insight into the types of projects they deal 
with, and the way in which teams go through their innovation process. The gathering of 
information through reading the R &D project plan, having informal conversations and 
making observations was done without regard for any particular protocol. It was done solely 
for the purpose of obtaining background information to get a feel for how the value-crafting 
model could be designed to fit the inner workings of a team’s innovation process. 

Part 3: consisted of attaining the permission of the selected intervention teams for 
videotaping and recording the meetings for analysis. For this part there were no protocols 
developed for viewing this alignment video. It was “important to customize the value-crafting 
methodology to the team situation, and thereby increase the added value to them, and also 
enhance team members’ willingness to cooperate in the research” (Van Loon, 2011: 26).   

Results of the Buy-in  
The conclusions drawn from the buy-in session are:  
 

1. Because there are multiple stakeholders involved in the innovation process in the 
company, value crafting could serve as a means to translate different types of 
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knowledge to different stakeholders in order to gain better buy-in and lessen 
perceived and real communication problems.  

2. Because decision-making was done between multiple stakeholders in the engineering 
teams, crafting work by using company values could be useful in opening up 
communication within multidisciplinary teams, between various specialists, and 
throughout the organization when communicating with other teams. 

3. Because the outcome of the projects is important for the engineers, making more 
salient the benefits of a value-crafting process was important, so the benefits of using 
the process in this field were compatible with their projects. 

 
4.2.2 Methods 
In this Section, I will discuss the procedure and sample (4.2.2.1), the value-crafting 
intervention tool (4.2.2.2), and the three methods used in this Study 3 to collect and analyze 
the data, namely questionnaires, observations, and focus-group interviews (4.2.2.3). 
 
4.2.2.1 Procedure and Sample Planned and Actual 
As with all field work, there were unforeseen developments in the organization. Hence, 
differences developed between the planned and actual procedures and samples. I will present 
these differences and discuss the consequences for the results of Study 3. 
 
Planned Procedure and Sample  
Between January 2010 and June 2011, an exploratory design-oriented research project in the 
form of a value-crafting intervention was planned and executed. For this, two innovation 
teams in R&D at a subsidiary of the IPC had to be selected to participate in the intervention 
(see 4.3).  

Two teams were needed to test the value-crafting intervention because: 

1. It was possible that due to time constraints the intervention could run into completion 
problems. This would be problematic for testing the value-crafting model. 

2. Facilitator errors in the implementation of value crafting, might occur as this was the 
first time the conceptual model was operationalized in this form. Therefore there was 
an increased risk of miscommunication and a lack of understanding. 

(after Van Loon, 2010: 28) 

As there were no prior value-crafting interventions conducted in the IPC, an exploratory 
approach was taken. The intervention methodology and evaluation tools were designed in 
part in situ, meaning the methods were not validated prior to this particular research. There 
were three minimum requirements for the study: 
 

1. Teams consist of at least 5 persons and at most 8 persons. 
2. More than one team must participate. 
3. Teams should have regular team meetings. 

 
Therefore, in the team selection process attention was paid to the development of a 
communication plan to incentivize management and employees to volunteer to participate in 
the study. 
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There were no specific theoretical requirements for the context from which the teams 
originate. Any team could take part in the intervention. The planned timeline for the study is 
depicted in Figure 32. 
 

 
Figure 32 Planned Study Timeline and Study Direction (after Van Loon, 2010) 

 
Actual Procedure and Sample 
The IPC management made the decision that this intervention should take place within the 
R&D division in their Dutch subsidiary. A communication plan was drawn-up in order to 
convince management from different departments within the subsidiary of the merits of the 
value-crafting intervention. An alignment meeting was scheduled for the first week of the 
intervention study. The steps taken to find the teams are presented in Text Box 6. 

Text Box 6 Actual Team Selection Process (Van Loon, 2010: 36) 
1 Minimum requirements for project teams are communicated to 

management. 
March 4 

2 Business Alignment Part 1: creating communication plan for management March 9 - 
30 

3 Information with regard to the availability of teams is requested from 
management. Conclusion: More explanation about the value-crafting 
process and organizational benefits is required. 

March 22 

4 A new request for teams is made. On the basis more detailed explanation of 
value crafting and the benefits for the organization, the management 
intends to decide about project teams soon. 

 March 
30 

5 Management is away for a one-week business trip and cannot be 
contacted. An urgent request is therefore sent by e-mail to management. 

April 12 
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Text Box 6  Continued 
6 Management announces two selected teams. Project leaders are contacted 

and invited to an information meeting. Only one team decides to accept the 
invitation, while the other team declines and does not take part in the 
research project. 

April 19  

7 Visiting a second subsidiary to find a second team. No suitable teams are 
available. 

April 23 

8 The second project team was found in a third subsidiary. April 26 
 
Initially, two teams were selected by management to participate. However, one of the teams 
was unable to participate which left only one innovation team (Team F) that agreed to 
participate in mid-April. Efforts made by the researcher and management to find a suitable 
match for the intervention yielded a second team (Team P), at the end of the month, in a 
different subsidiary. The actual timeline for Study 3 is depicted in Figure 33. 
 

 
Figure 33 Actual Timeline (after Van Loon, 2010) 

 
Both engineering teams, Team P and Team F, consisted of six members (N=12).  The 
subsidiary, in which Team P was housed  had the benefit of having more exposure to 
organization-wide HR initiatives involving the new corporate values. The subsidiary in which 
Team F was housed had little exposure to such HR initiatives involving the new corporate 
value system. Both teams however, used a similar innovation process which consists of three 
stages: (1) Investigation of the feasibility of a concept and designing a prototype; (2) Creation 
of a technical proof-of-concept by physically building a prototype to test in a real customer 
environment; and (3) After the prototype had been tested and was working in a natural 
environment, preparations for production and sales were made (Van Loon, 2010: 24). 
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4.2.2.2 Value-Crafting Intervention  
The value-crafting intervention was developed on the basis of the conceptual model that 
surmised that the four steps would trigger the mechanisms, i.e., translation and 
transcendence, associated with the development of company values based in part on the 
theoretical model of integral learning (Edwards, 2008: 124). On the basis of 12 company 
values (see Section 3.4, Text Box 1), participants of the intervention would ideally develop 
the work process by strengthening the collective use of one of the new company values. 
Therefore, in this context the teams were free to pick any of the new corporate values to 
further craft work. The members of each team would then dialogue and discuss with each 
other their personal value choices, and from there distill those choices to the value they would 
use for the intervention. Because the teams were in different subsidiaries and not in contact 
with each other, it would be possible that the teams picked the same or different values for 
the intervention.  
 
Value-Crafting Intervention Sessions 
The R&D proposals of the innovation teams were read in advance of the first session, and a 
short meeting with the project leaders from both Team P and Team F were conducted to root 
the intervention with these two teams. The first session was a group discussion about the 
interpretation of the selected organizational value, and the identification and formulation of 
the team’s intentions with regard to the selected value. Thus, the team members achieved 
clarity about their intentions, as well as understanding of the other team members’ choices. 
This is the foundation for the value-crafting intervention. A set of statements helped to shape 
a group discussion. The discussion was used as a means for selecting the organizational value 
that the team would use for the duration of the intervention. These statements are presented in 
Text Box 7.  
 

Text Box 7 Statements for the Group Discussion in Session 1 (Van Loon, 2010: 30) 
Group domain 
integral theory 

Statement 

Communion Interior 
(‘Cultural domain’) 

“How important is it for you as a group to belong to an organization that 
can be described with VALUE X?” 

Agentic Interior 
(‘Intentional domain’) 

“To what extent do you as a group pay attention to VALUE X? How strong 
are your team’s intentions with regard to VALUE X, based on your 
experiences in this team so far?” 

Agentic Exterior 
(‘Behavioral domain’) 

“To what extent do you, as a group, give team members the opportunity  
to contribute to VALUE X in the team, based on your experiences in this 
team so far?” 

Communion Exterior 
(‘Social domain’) 

“To what extent do you as a group contribute with your project to VALUE X 
in the organization?” 

 
In the second session, the formulation of the project team’s targets and desires to improve 
these targets was inspired by the team’s intention regarding the value. The main aim of the 
second session was to develop clear goals. By continuing with the application of the value, a 
clear plan on how to realize these goals can be drawn up. There were three main goals to this 
process: 1) The opportunity to make sure that the goal was correctly understood and agreed 
upon by the team as their current goal and  that a formulation of the goals of the innovation 
team was clear to them; 2) The team was then asked to also develop intentions with regard to 
the value and couple that with their project goal to further develop the goal; 3) After the new 
goal was realized by the team, its members were then asked to conceive of actions that would 
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bring the goals to fruition. Here too the corporate value was to be incorporated into the 
actions that would be taken as well.  
 
In the third session, a reflection of performance took place, on the achievement of the new 
targets, which were the goals and actions conceived in the second session. The team would 
then plan to execute these goals and each team member would articulate how they would 
carry out these plans, and what was possible to do. 
 
In the fourth session, unlike the prior sessions, there were no assignments. The team was 
instead asked to give their input as to their experiences with value crafting. The team 
reflected on their experiences during the value-crafting process. The sessions were all guided 
by the researcher. In this session, clearing up and making clear the experiences and 
presenting opportunities for the team members was important. This could allow them to 
become aware of their development, and possibly begin the process of developing the tool so 
in the future they will be able to carry out the intervention without a facilitator. 
 
4.2.2.3 Data Gathering and Data Analysis Technique  
In this Section, I introduce the three methods used in Study 3 to collect and analyze the data, 
namely questionnaires, observations, and individual and focus-group interviews. 
 
Questionnaire Primary Analysis 
In order to evaluate the effects of the value-crafting intervention on an individual level, two 
almost identical questionnaires were designed. One was administered before the intervention 
was executed, and one when it was ended. The questionnaires were developed exclusively for 
this research. A forced choice ipsative scoring technique (Cooper & Schindler, 2003), where 
the four parts sum up to 100 was used. Using this type of questionnaire was informed by the 
second survey of the work-crafting studies’. An example of the questionnaire items, 
reasoning, and domain affiliation are presented in Text Box 8. 
 

Text Box 8 Question Format (translated from Dutch) (Van Loon, 2010) 
Organizational Value X  Score 
I want to develop and excel in my field. This is more important for 
me than performing well in the short term. 

X is a priority for 
me as an individual 

AII 

I am always thinking of and trying out different ways to improve my 
performance for the future and make my work more efficient. 

I do A to achieve X 
for me personally, 
as an individual 

AEI 

I want to work in a team that has room / attention for the 
development of its members parallel to the short-term goals. 

I want us to 
facilitate X for the 
team 

CII 

In team meetings, I make sure we stay focused on the long term 
(creating the best products in the market), instead of working from 
milestone to milestone to avoid surprises and problems in a later 
stage of our process. 

I do B to facilitate X 
for us as a team 

CEI 

Total  100 
points 

 
As mentioned before, the first questionnaire was administered at the start of the intervention 
and the second one the end of the intervention. The questionnaire consisted of three parts; 
participants were asked to do the following (Van Loon, 2010: 34): 
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1. Use an ipsative rating scale for ten sets of four statements. 
2. Select two company values (from a list of 12) that s/he considered most important for 

the success of the innovation team. 
3. Respond to four open heuristic questions, for each of the two values of their choice. The 

open questions were identical to the focus-group questions in Text Box 8. 
 
The outcomes of the ipsative scores were used for the evaluation of the value-crafting 
intervention. This result will give a value-crafting profile in which the potential development 
based on integral theory can be determined. The organizational-value selection was done in 
order to help teams select a value for further crafting during the intervention. The heuristic 
questions were given in the first questionnaire, and gave a starting point for the first value-
crafting intervention. Figure 34 shows the timeline of the actual study. 
 

 
Figure 34 Primary Analysis Time Line of the Value Crafting Intervention (Van Loon, 2010) 

 
Observations Primary Analysis  
Observations are essential when analyzing participants in a broad and authentic setting 
(Neergaard & Ulhøi, 2007). Observations were done by the researcher but the sessions were 
also audio and video recoded for later analysis. The value-crafting sessions followed the steps 
as presented in Section 4.2.1.1 and Figure 28. This data collection method allowed the 
researcher both to be an observer in real time, and to use the audio and video recording to 
observe the meetings to be analyzed with the Critical Incident Technique (CIT) (Flanagan, 
1954; Gremler, 2004) (c.f. Section in 4.1.2.3).  
 
In this instance, the audio and video recordings of the value-crafting intervention were used 
for two purposes: 1) A guide to prepare for the intervention sessions with the teams along 
with in situ observations, and 2) To analyze the outcomes, focusing on the intervention and 
outcomes of the teams (Van Loon, 2010: 33). This meant that with respect to the first 
purpose, there were no set protocols for these viewings. The observation viewings for 
purposes of analysis of the progress and development of the innovation teams were based on 
the intended theoretical goals of each intervention session, and it was taken into account to 
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make sure relevant practical information was reinforced in the proceeding sessions. The 
Integral Theory framework was used to examine the observations. The results of the study 
were focused primarily on the analysis of the integral theory. An overview of the observation 
meeting data for Team P and Team F are presented in Table 28. 
  

Table 28 Details of Observed Meetings (after Van Loon, 2010:42) 
Team Meeting Date Duration Total Duration 
Team P Introduction May 6, 2010 30 

 
6 hours 

Session  1 May 6, 2010 60 
 Session  2 May 28, 2010 90 
 Session 3 June 7, 2010 90 
  Session 4 June 23, 2010 90 
 Team F Introduction  April 22,2010 30 
 

5 hours  
Session 1 May 17, 2010 60 

 Session 2 June 1, 2010 60 
 Session 3 June 16, 2010 60 
 Session 4 June 26, 2010 90 
  

In situ observed critical incidents related to value crafting are presented in text boxes 3-6 for 
all four sessions. 
 
Observations Secondary Analysis  
An in-depth analysis of audio and video data was planned during the research period. 
However, time constraints made this impossible. Hence, the audio and video data from the 
eight sessions (4 intervention sessions in two R&D teams) were analyzed later on by student 
coder teams. The coders viewed the data from the theoretical vantage point of Integral 
Theory. They were responsible for the creation of a theoretically-inspired protocol to analyze 
the audio and video data. The formulated critical incidents pertaining to the integral theory 
and value-crafting model were part of the validation of the value-crafting model with respect 
to each of those theoretical lenses. The observation videos were approximately 1 hour in 
length, and each coderteam was assigned to watch the video. Each coder 
individuallyfollowed the following protocol (Bolder et al., 2011: 28): 
 

1. Selection of interesting parts individually. 
2. Selection of interesting parts per team. 
3. Selection of episodes to observe for the whole group. 

 
Method of analysis: 

1. Observe and code the selected episodes, individually. 
2. Compare findings per team. 
3. Compare findings for the whole group. 
4. Determine subjects of critical incidents. 
5. Find sequences of critical incidents according to subject. 
 

These criteria were used over a two-month period in which the coders observed the audio and 
video recordings of the value-crafting intervention.  
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Focus-Group Interviews Primary Analysis 
In order to better analyze the findings at the group level after the intervention was completed, 
focus-group interviews were conducted using a semi-structured format. The interviews were 
developed on the basis of the criteria for interpretation, goal development, reflection of 
achievements, and the viability and experience with the value-crafting process as described in 
Text Box 9.  
 

Text Box 9 Semi-Structured Focus-Group Intervention Questions (Van Loon, 2010: 35) 
 Question 
1  “Did your interpretation of the value change during the group discussion in Session 1?” 
2 “To what extent did value crafting influence the goal-setting process and the generation of 

ideas?” 
3 “To what extent were you consciously aware of that influence of value crafting?” 
4 “To what extent did your intentions and potential increase, and did they become clearer, 

during the value-crafting process?” 
5 “Why did you choose particularly for these goals and actions?” 
6 “To what extent did the value-crafting process help to realize the group intentions?” 
7 “To what extent did the value-crafting process contribute to your role in the 

organization?” 
 
Focus-Group Interviews Follow-up After One Year  
In the follow-up analysis a year after the original team focus group was held, an evaluation 
was developed as a semi-structured interview for the original team members.  
 
For the group interviews there was a set of steps that were followed in order to evaluate the 
data: 
 

1. Observe and note group statements pertaining to how many team members agree or 
disagree with the group statements 

2. Summarize  statements that have consensus, statements about which at least half of 
the team members are in agreement are valid.  

 
Questions pertaining to the values and the intervention were the subject of the focus-group 
discussions and formed four categories of question (translated from Dutch, Anzar, et al., 
2011:14): 
 

1. What did the team do in the past year in order to apply company values? 
2. In which domain was the group? 
3. What are the causes/reasons why the value is applied? 
4. What are aspects of improvement to apply the value better? 

 
The sessions lasted about an hour with a four-person interview team consisting of two 
facilitators, one time keeper, and one in situ observer. 
 
4.2.3 Results  
In this Section, I will first look at the results of the intervention sessions and analyses of the 
data gathered in Study 3. Also, I willreport on the results in terms of the core question of this 
study, and the implications of Study 3 for further development of the value-crafting 
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intervention are subsequently discussed. In the following paragraph, the intervention sessions 
are presented for Teams P and F. 
 
4.2.3.1 Value-Crafting Intervention Sessions  
Team P - Organizational value: Innovation  
Session 1 
Differences in opinion existed in the team about the need for an organization to be innovative 
and dynamic, in order to be able to create innovative products. The team formulated its 
intentions with regard to innovation as “creating the best product, with the highest added 
value for the customer and the organization.” There are very little limitations for individuals 
to become innovative, but the team could not provide very creative ideas on how to 
encourage innovativeness in the team. The team members believed that their contribution to 
an innovative organization was limited, because they were working on a relatively small 
project. 
 
Session 2   
Team P - Organizational value: Innovation.  
The team had difficulties to specify their project intentions in terms of specifications, cost 
price, and expected market launch, since these were all interrelated. However, discussing 
about these intentions created enough awareness of possibilities to use the value for 
improvement of the team performance, which was the aim of this session. Most generated 
ideas aimed at adding more value to the company, but these did not match with the short-term 
goals of the project. They then generated other ideas. The short-term goal was to finish the A-
stage as soon as possible and prepare for the milestone. What was not conflicting, and 
therefore has been executed, was mentioning all outcomes of value-crafting Session 2 in their 
milestone report. 
 
Session 3  
Team P - Organizational value: Innovation  
The team became aware that for the project itself, they already had the highest intentions and 
actions with regard to innovation. Small improvements for the project itself could be 
achieved. But the session created awareness of unutilized possibilities to increase the impact 
of the project on the organization and the market. For the execution of those actions, a 
division of roles was adopted. Some team members preferred inward oriented roles, such as 
documentation of developed knowledge. Others preferred outward oriented roles, such as 
triggering the environment about the project’s value for them. The team concluded that 
executing the actions was not possible within the time frame of the research project, but that 
they were going to do so after the value-crafting sessions would be finished. 
 
Session 4   
Team P - Organizational value: Innovation  
The wrap-up made the team aware of the advantages of value crafting for them, and for the 
organization. Furthermore, the requirements for benefiting from these advantages became 
clear. Two insights were vital to ensuring the team’s commitment to the value after the 
research project would have ended. Two important benefits for this team were identified: 
 
1. Providing the possibility to take distance from the project restrictions and remain ‘free-
thinkers’, by temporarily focusing on what is possible rather than impossible. 
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2. Making the team aware of the extra potential value that they have to offer to the 
organization, by looking beyond project boundaries. 
 
Because these potential benefits do not follow automatically from the innovation process as 
described in Section 4.2, two extra aspects are necessary for success: 
 
1. An individual trigger, described as curiosity and a willingness to engage in new ways of 
working, such as value crafting. 
2. An organizational trigger, that gives formal objectives or rewards for looking beyond 
project boundaries. 
 
Currently, the business process has such a strict time schedule that project leaders are more or 
less forced to keep the focus on the project, all the time. There is normally no possibility to 
take time for talking about values, or to do more than executing project objectives. Therefore, 
the team did not yet have the possibility to execute the ideas. However, they had the intention 
to do so, later. Also, the team decided to organize value (crafting) meetings every two months 
from now on. Thereby, they hope to keep their well-appreciated moments to take distance 
from the project. 
 
The team characteristics and duration of the sessions are described in Table 29, in which the 
main outcomes of the Sessions 1-4 for Team P are presented. 
 

Table 29 Team P Demographics and Duration of the Intervention (Van Loon, 2010: 42-43) 

 
 
Team F - Organizational value: Commitment  
Session 1 
Commitment was formulated as “the drive and enthusiasm to perform,” .In this team, 
commitment was considered very important. The intention was to “feel engaged in the 
development project and they wanted to make the best of it”, but they did not consciously 
improve the commitment in the team by specific actions. The team’s approach to encourage 
commitment in the rest of the organization was sufficient but not extraordinary. This means 
that they asked commitment from other departments, but if they do not receive that 
commitment, they would quite easily try to solve problems, themselves. 
 
Session 2 
Team F - Organizational value: Commitment  
The team had problems to define their project goals in terms of cost price, market launch and 
specifications. The question “to what extent they believed their project plan was realizable or 
too ambitious” was even interpreted as a test of their commitment to the project plan. They 
defended themselves to this ‘test’ by answering that they lack the right knowledge to give a 
valid estimation to such a complex question about a specific topic. They could not come up 
with ideas to improve the performance in their project, because they saw it as a main 
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objective not to do anything more than the project plan prescribes. Instead, they defined a 
number of actions to improve their commitment (improve the value instead of the 
performance); These actions were aimed at making the project more concrete by gaining 
more detailed knowledge of the market or the technical performance of the machine. 
 
Session 3 
Team F - Organizational value: Commitment  
Most of the ideas to improve commitment, which were created in the second value-crafting 
session, had been executed already before this third value-crafting session. That fast 
realization of the intentions was caused by the strong willingness of the team members to 
become more committed, soon, and to gain more specific knowledge from practice. 
 
Session 4 
Team F - Organizational value: Commitment  
The main comments from the team on the previous sessions concern the question whether the 
value crafting had really changed their behavior. Commitment in the team had improved but 
it was seen as a logical consequence of spending more time on the project. The relation with 
value crafting was still not clear to them. The team believed that the choice for a different 
value could have led to more improvements, since commitment is a value that they already 
had extensively developed. Nobody in the team was really willing to engage in the value-
crafting sessions thus far, because nobody saw possibilities to improve commitment in the 
team. In this session, The team became aware that there is another aspect in commitment that 
they had not considered before. Cooperation between the team and other departments or 
persons outside the team had not always been as smooth as it could be. The team had 
experienced a lack of commitment from other stakeholders they had to cooperate with. In this 
session, the team becomes aware that this lack of commitment might not be caused by 
indifference of the other stakeholders for their project. The team realized that engineers spend 
more time on only a few projects, and that intensity is making them much more committed to 
these few projects than a sales agent, for example, who has many projects in his portfolio. 
The team realized that it was not only the responsibility of the other employees to make 
themselves more committed, but the team should stimulate them to become committed. If the 
team members were not able to stimulate other employees for their project, than who could 
stimulate them? The team recalled their current way of dealing with this issue from Session 
1: a direct asking for commitment, which can also be interpreted as complaining about a lack 
of commitment. Now they started to realize that they could change their way of interacting 
with other employees, for their own benefit. They claimed that if they would have realized 
this extra use of the value earlier, they would have definitely used value crafting more 
consciously during the last weeks, but unfortunately they only discovered it in this last 
session. The team was finally convinced and decided to use commitment as an official 
agenda item for their next meetings. They had wasted too much time already due to 
inefficient cooperation with others, and since they discovered a new tool today to solve that 
problem, they were willing to use it as well. One team member commented that this session 
made the most sense to him of all sessions, because he finally became aware of what they 
could achieve with the value as a tool towards the outside world. Also the project leader said, 
afterwards, that he liked the conclusion of the fourth value-crafting session. 

The team characteristics and durations of the sessions are described in Table 30, in which the 
main outcomes of the Sessions 1-4 for Team P are presented. 
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Table 30 Team F Demographics and Duration of the Intervention Sessions (Van Loon, 2010: 44-45). 

 

4.2.3.2 Questionnaire Primary Analysis Results 
The response rate for the questionnaires was 100% for both teams. All 12 employees 
participated in the administration of both the first and the second questionnaire. The 
geometric means for both teams indicate there was a similar change in the CII Values domain 
and AII Intentions domain, which increased (e.g. interior domains) and there was little to no 
changes in exterior domains (e.g. values and roles). At the administration of questionnaire 1 
(t0), the cultural domain (CII) was most important. At the post intervention when 
questionnaire 2 (t1) was administered, in both teams the emphasis on the intentions domain 
(AII) had increased over the cultural domain. This small change gives an indication of the 
changes being proposed to happen in the value-crafting intervention. These changes are 
synchronized with the first and second steps of the value-crafting process. The outcomes of 
the questionnaires are presented in Table 31. 

Table 31 Geometric Means for Teams P and F (after Van Loon, 2010: 46) 
 Team P Average  

N=6 
Team F Average  
N=6 

Average Scores 

Scores Differences  Scores Differences Differences in % 
Dimension Category Domain  t0 t1 t1 – t0 t0 t1 t1 – t0 Team P Team F 
Agentic –
Interior 
Individual 

AII Intentions 22.02 26.07 +4.05 25.59 26.90 +1.31 +18.39% +5.11% 

Agentic – 
Exterior 
Individual 

AEI Behaviors 25.82 25.70 -.12 23.11 23.81 +1.42 -0.5% +3.02% 

Communion 
– Interior 
Individual 

CII Values 29.86 25.96 -3.90 27.37 25.56 -1.81 -13.06% -6.61% 

Communion 
– Exterior 
Individual 

CEI Roles 22.28 22.25 -.03 23.92 23.71 -0.54 -0.13% -0.87% 

A comparison of participants’ responses at t0 and t1for Team P and Team F was done by 
performing a nonparametric bootstrap test (e.g., Efron & Tibsherani, 1993), in order to test if 
fluctuations would affect the estimates of the integral-theory profiles, and a permutation test 
based on Aitchison distances. Details of this process are available in Appendix B. The 
calculated 95% bootstrap confidence intervals show that for the profiles of Team P between t1 
and t0 the intervals do not overlap, the conclusion is therefore that the confidence intervals of 
t0 and t1 are significantly dissimilar.  

There is a relative increase in the AII and decrease in CII and a relative emphasis moves from 
CII to AII, which is consistent with the stages of the value-crafting process. The differences 
are small but significant because confidence intervals do not overlap. The CEI and AEI show 
no changes. In Team F, the profile shows a similar pattern. However, there are no significant 
changes between t0 and t1, which resembles previous findings. The findings also show there 
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are little or no changes in the AEI and CEI domains. The bootstrap confidence envelopes of 
both t0 and t1 interval overlap. The conclusion is therefore that the profiles are significantly 
similar and little or no significant change has taken place; the profils, of Team P and Team F 
are presented in Figure 35. 

 
Figure 35 Integral-Theory Profiles of Team P (N= 6) and Team F (N=6) 

t0 (Red) and t1 (Blue) 

During the intervention, the values were discussed at great length and an increase in 
individual intention could be a factor. In essence, the findings yield the following: 

• Individuals, who already found the values important, have been able to personalize 
themselves with the value during the value-crafting sessions. This personalization has 
led to a relative increase in the agentic aspects.  

• Team members have become more willing to do something with a value themselves 
(accounts for the increase in the agentic-interior domain).  

• Team members have been more active in their intentions with regard to the value 
(accounts for the increase in the communion-interior domain).  

4.2.3.3 Observations Primary Analysis Results 
A summary of the results for each team with regard to the in situ observed critical incidents 
for each session is presented in Table 32. 

Table 32 Team P and Team F Summary of Observed Theoretical Critical Incidents 
Session Overall Results Team P  Overall Results Team F 
1 • The team discusses their current 

level of development of resources 
in all four domains of integral 
theory. 

• The team develops an explicit 
interpretation of the value. 

• Five out of six individual team 
members have contributed in the 
questionnaire to the initial 
formation of a value. 

• The team dialogue leads to a 
unanimous interpretation of the 
group’s intention. 

  • The team discusses their current 
level of development of resources 
in all four domains of integral 
theory. 

• The team develops an explicit 
interpretation of the value. 

• Four out of six individual team 
members have contributed in the 
questionnaire to the initial 
formation of a value. 

• The session is closed with a vague 
description of the team’s intention, 
on which all 
members agreed. 

Conclusion  YES, value was turned into intention   NO, team had difficulties to turn value into 
intention 
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Table 32 Continued 
Session Overall Results Team P  Overall Results Team F 
2 • The team concludes that its 

project goals are a complex 
mixture of specifications, cost 
price, and market launch, the 
combination of which contributes 
to their ROI. 

• The team adopts the perspective 
of the organization when they 
develop their ideas for 
improvement of the project goals. 

• The team develops a number of 
long-term actions that are aimed 
to fulfill their intention, to add 
more value to the organization. 

  • The team has difficulties to 
converge the discussion about 
explicit project goals, and 
therefore cannot reach an 
agreement about them. 

• The team is not developing ‘new’ 
actions with regard to the value, 
but uses the value to explain why 
they have a specific action plan. 

• The value is used to justify current 
actions, rather than to develop 
new actions that are inspired by a 
value. This is probably caused 
because they lacked a clear 
intention for the value, which 
made it harder to generate new 
actions. 

Conclusion NO, not enough time to change behavior   NO, intentions were not formulated so also 
no change in behavior 

3 • The team discusses its list of 
long-term actions of Session 2. 
Each of the actions is evaluated 
on its feasibility within the 
project. Only some of the actions 
remain, but will be executed in a 
later stage. 

• The team further plans the 
execution of its actions in a later 
stage of the project. To guarantee 
that team members will fulfill 
their intentions, they include a 
number of ideas into their 
intermediate report of the project. 

  • The team reports on its status of 
executing the action plan. 

• Most actions have been executed, 
or are planned for execution 
within a short time frame. 

• Team has not adapted its behavior 
because of the value-crafting 
sessions, and has felt no intention 
to do so either. 

Conclusion NO, team has not been able to fulfill role 
better because of its action plan 

  NO, team has not changed its behavior, 
and cannot imagine the 
additional effect of its behavior on its role 
in the organization 
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Table 32 Continued  
Session Overall Results Team P  Overall Results Team F 
4 • The team identified the main 

challenge they experience before 
they can execute the intended 
actions: A lack of time in the 
overloaded NPD process to have 
long-term orientation meetings. 

• The team identified the benefits 
of value-crafting that were most 
important for them: 
 Opportunity to look at 

long-term performance 
instead of short-term 
milestone. 

 Increased awareness for 
the added value to the 
organization, and how 
the team can increase 
that. 

  • Team becomes aware that they 
can use the value in their 
cooperation with other 
departments and employees as 
well. 

• The team members comment that 
they have not yet tried to use value 
crafting so far, but that they will 
do so from now on, because they 
have finally discovered the 
benefits for themselves. 

Conclusion YES, the awareness of the desired role of 
the team gave a better understanding of 
how to realize the value better. 

  YES, the discussion about the effect of the 
value in relation to other departments gave 
a new dimension to the value. 

 
4.2.3.4 Observations Secondary Analysis Results 
A secondary analysis of the audio and video data was done by using Nvivo 8 (2008). A list of 
critical incidents drawn up by the coders was formulated on the basis of the integral theory 
(Edwards, 2009). The coders were unable to view the entirety of the video data, and intervals 
of the data were searched and analyzed in accordance with the critical incidents presented in 
Table 33.  
 

Table 33 Description of Critical Incidents for the Observations in Terms of Integral Theory 
(Bolder et al., 2010: 35) 

Type of effect  Level of 
Effect 
Category 

Critical Incident 

Integral Theory 
effect at the 
individual level 

In.I What does an individual think and what are his/her ambitions and 
intentions? In this quadrant critical incidents show individual 
intentions. 

B.I This quadrant is about what the individual does and what his/her 
actions are. We look for critical incidents that specify a person’s 
behavior. Did an individual successfully perform his/her own task? 

R.I In this quadrant we need to look for critical incidents that show 
individual roles and activities. 

V.I Values and norms. What would show any differences in individual 
culture? 

   

Integral Theory 
Effect at the group 
level 

In.G What does the group think and what are their ambitions and 
intentions? Here we need to look for critical incidents that show 
group intentions. 
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Table 33 Continued 
 B.G This is the same as the individual behavior column but now it is about the group actions. Which 

critical incidents show group behavior? 
R.G We look for critical incidents that show group roles and activities. An important aspect here is if 

someone is talking a lot using the word “we”. 
V.G This is about the group values and norms. Which critical incidents show that there is a group 

culture? 
Key: In (Intentions), B (Behavior), R (Roles), V (Values), represent the different domains of 
the integral theory. The level of effect: I (Individual) and G (Group).  
 
These data yielded several critical incidents at both the individual and group scale level. 
Excerpts of the data were reviewed by the coders and several critical incidents were agreed 
upon by the two data-coders; as an example, critical incidents from Team P and Team F are 
depicted in Table 34.  
 

Table 34 Secondary Analysis of Critical Incidents for Team P and Team F (after Bolder et al., 
2010) 

 
Key: N= Individual, G =Group, I=Intentions, B=Behaviors, R= (Social) Roles, and 
V=Values. A1/B1=Session 1, A2/B2=Session 2, A3/B3=Session 3, and A4/B4=Session 4  

The results show two things. First, they show the difference between the two teams with 
respect to engagement in the process. Team P had twice as many critical incidents as Team F. 
The similarity between the two teams is that in the first episode, taken from the first session 
for both teams (A1 and B1), there were more incidents in the intentional domain at the 
individual and group levels. These incidents were consistent with what would be expected in 
the first session of the intervention. The conclusion of this shows the difference of the two 
teams where there were more critical incidents in the development of the two teams. 
 
In Table 35, a comparison is presented of the observation results from the primary analysis 
and from the second coders analysis.  
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Table 35 Intervention Findings from Primary Analysis (Van Loon, 2010) and Second Coder 
Analysis (Bolder et al., 2010) 

Theory IT Primary Analysis IT Second Coder Analysis 
Observed in 
Team 

P  F  P  F 

SESSION 1 Yes, value was 
turned into 
intentions.  

No, team had 
difficulties 
to turn value into 
intentions. 

Yes, intentions were 
present in the first 
session  

Yes, intentions 
were present in the 
first session  

SESSION 2 No, not enough time 
to change behavior. 

No, intentions 
were not 
formulated, so 
also no change in 
behavior. 

Unclear/maybe, 
indeed had a lot of 
intentions and some 
of them were 
executed 
immediately. So, the 
concept of 
translation has taken 
place between 
setting goals and 
changing behavior, 
but there were 
seemingly only 
small changes.  

No, intentions 
were present, but it 
will take a long 
time before real 
results will happen 
and there was no 
direct translation 
between them. 
 

SESSION 3 No, team has not 
been able to fulfill 
role better because 
of their 
Action plan. 

No, team has not 
changed its 
behavior, and 
cannot imagine the 
additional effect of 
their behavior 
on their role in the 
organization. 

No critical incidents 
that reflected roles. 

No critical 
incidents that 
reflected roles 

SESSION 4 Yes, the awareness 
of the desired role 
of the team gave a 
better understanding 
of how to realize the 
value better. 

Yes, the 
discussion about 
the effect of the 
value in relation to 
other departments 
gave a new 
dimension to the 
value. 

Yes, in the last 
session there was 
only one critical 
incident that 
reflected a role. The 
other incidents were 
still intentions and 
behaviors.  

Unclear/maybe, 
there were roles, 
still a few critical 
incidents about 
behavior and only 
one intention. 
There was no 
direct translation 
observable and 
there was no 
logical follow-up 
of critical incidents 
as stated in the 
value-crafting 
cycle. 

 
4.2.3.5 Focus-Group Interview Primary Analysis Results 
Theoretical insight was drawn from the audio & video recordings made during the value-
crafting sessions. In order to gain insight into how the teams developed, the semi-structured 
focus-group interview findings have been evaluated in accordance with the group-level 
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development associated with the value-crafting cycle translation effects (see Figure 28) and 
the cycle steps (see Figure 28). The team was also asked questions directly related to their 
perceptions of the benefits and setbacks of the intervention for team and organization. These 
findings are presented in Text Box 10. 
 
Text Box 10 Primary In Situ Focus group with Team P and Team F(translated from Dutch) (Van 

Loon,2010:51-52) 
Question Answer 

Team P Team F  
“Did your 
interpretation of the 
value change during 
the group discussion 
in Session 1?” 

Yes. All the team members were 
convinced that their interpretation 
changed quite a lot during the group 
discussion. While filling in the 
Questionnaire, these people discovered 
that it was very difficult for them to 
describe their interpretation of the value 
commitment. In the group discussion of 
session one, the interpretation of the 
value was completely formed. 

Some. In the first session, some initial 
differences in interpreting 
‘innovation’ existed in the team. No 
effort was spent on changing 
interpretations, but more on reaching 
an agreement.  

“To what extent did 
value crafting 
influence the goal-
setting process and 
the generation of 
ideas?” 

Unsure. The setting of goals and 
generation of ideas to bring into practice 
is very much affected by commitment. 
The team members are not sure whether 
this stimulating effect is caused by value 
crafting, or just by a strong motivation in 
the team. 

Little/unsure. In the second session, 
when the shared goal became clear 
(adding more value to organization), 
individual differences were not 
important anymore, so the 
interpretation did not have to change 
much. Before the value-crafting 
sessions, innovation was important as 
well for their actions, just like other 
values. 

“To what extent were 
you consciously 
aware of that?” 

If value crafting did play a role at all, 
then it was an unconscious role for sure, 
because nobody in the team could find 
any proof of the effects of value crafting 
on goal setting. 

These values had been used very 
unconsciously in the past, compared 
with the value-crafting sessions. This 
extra conscious usage made the team 
aware of the role of values for them, 
and that the values are present in their 
actions all the time. 

“To what extent did 
your intentions and 
potentials increase, 
and did they become 
clearer, during the 
value-crafting 
process?” 

The intentions and potential of the group 
did increase for sure during the value-
crafting process, but once again, the team 
is very critical to ascribe these positive 
results to the value-crafting process itself. 
In the perspective of the team, the 
intentions increased because of the 
progress that they had achieved in their 
project during the past few months, rather 
than because of the additional focus on 
the value. 

Intentions and potential had improved 
a bit during value-crafting sessions, 
but not much. The intentions and 
potential had already been high at the 
beginning. Now, team memebrs have 
become a bit more critically aware of 
their actions, which may have 
improved their potential to be 
innovative. 
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Text Box 10 Continued 
Question Answer 

Team P Team F  
“Why did you 
choose particularly 
for these goals and 
actions?” 

Mainly because these actions 
contribute directly to our commitment 
as a group, which was their intention. 
By gaining more knowledge about the 
market and the product, they felt more 
familiar with the product and that was 
necessary for them to feel committed to 
the project. [external toward the 
company] 

The first reason was that the mentioned 
actions were a summary of all ideas they 
already created in the past. These turned 
out to be the ideas that they had 
available already, but which never had a 
high enough priority due to short-term 
goals. The second reason was that these 
actions were considered to be realistic, 
and were expected to add the most value 
to the organization, which was the main 
intention of the team.[internal towards 
the group] 

“To what extent did 
the value-crafting 
process help to 
realize the group 
intentions?”    

Talking about the value may have 
helped a bit, but the team was not sure 
that value crafting had changed their 
behavior and helped to realize their 
intentions. They were not convinced of 
the contribution of value crafting to the 
achievement of their intentions. 

In order to realize the group intention, 
the team argued that they needed more 
time. During the 5 weeks of the research 
project they were too much occupied by 
short-term goals, to really put effort into 
the innovative actions, and add extra 
value for the organization. The 
willingness to do so was present within 
the group, but the business process with 
many short-term goals was not 
stimulating any efforts outside of the 
project itself. 

“To what extent did 
the value-crafting 
process contributes 
to your innovative 
role in the 
organization?” 

The team started to realize that they 
should not aim blindly to achieve their 
group intentions only. Instead, in order 
to realize their own intentions more 
easily, they should mobilize the people 
and departments around the team as 
well. The paradox was that to realize 
their own intention, the team should let 
go of that intention for a while, and try 
to contribute first to the intentions of 
people and departments around them. 

The teams intention was to create the 
best products, and thereby add as much 
value as possible to the organization and 
the customer. The value-crafting 
sessions gave the team the possibility to 
think about ways to achieve that 
intention, and it relieved them temporary 
of the short-term pressures that dominate 
their project all the time (see answer 
previous question). Therefore, the team 
could take some time to reflect on its 
role in the organization and to think of 
ways to maximize its added value. 

 
Both teams indicated that they were able to improve their ability to contribute to the 
organization in the end. However, they were unable to bring the goals and ideas into practice 
due to the time constraints of the intervention.  Interpretations of the assessments of both 
teams led to the conclusion that: 1) both teams had difficulty with tacit knowledge and this 
may have hindered the learning process; 2) the added value of the intervention must be made 
clear rather early to keep participant interest; and 3) value crafting contributes to the 
awareness of work decisions and also helps with practical application when there are few 
short-term constraints.  
 
To summarize these results, both teams experienced many of the theoretical steps as desired 
by the intervention. Value crafting has been used in terms of theory and in terms of usability 
by the individual team members. 
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4.2.3.6 Focus-Group Interview Follow-up After One Year  
Team F was unable to participate in the one year follow-up due to time constraints. The 
composition of this team had also changed over the last year. However, Team P had stayed 
intack and therefore, one focus-group interview with Team P was conducted. The results 
from this interview are presented in terms of the consensus between the members of Team P 
in Table 36 
 

Table 36 Focus Group Follow-Up Analysis for Team P (Anzar et al., 2011: 51) 
 Consensus 

Yes No 
Responses     
The project ended poorly    
Team were active with value    
Team has interest in using other values in work    
No project evaluation     
No motivation to continue    
Value crafting was stimulating    
Team recalls no difference in their performance    
Forgot value     
Team now active with values     
Team uses values unconsciously    
Project ended abruptly    
Too little time for project    
Team found value useful in their work    
Team took action to continue working with value    

 
Individual members of the team felt the following: 

1. The values were not used once the intervention had ended. 
2. The intervention projects did not end well (i.e., there was no final evaluation with the 

teams). 
3. No clear benefit of the intervention was felt by the team. 
4. There was no sign of interest from the organization. 

 
4.2.4 Discussion 
 
4.2.4.1 Reflection on the Outcomes of Study 3 
The outcomes of the values-crafting intervention provide an answer to the study question 
‘Does changing work by using company values influence individual and team development?’  
 
4.2.4.2 Theoretical Relevance (Value-Crafting Theory, Version 2) 
A very detailed research plan was designed for the two studies. However, it had to be 
redesigned and fitted to the context of the organization. Therefore, the facilitation of the 
intervention for the two teams was done in a different way. For example, due to the different 
starting times of the two teams in Study 3, the first team had ample time to adjust and the 
second team had a combined introduction and first session of the intervention, on the same 
day. These practical constraints led to hindrances in the research process. This was 
unavoidable as this research took place in practice with real employees. When working in an 
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organization as a researcher it can be expected that such difficulties arise and the choice to 
redesign around these difficulties was the best way to gather data from the company given the 
unpredictable nature of field work. 
 
Although the research design was comprehensive, it was at times thwarted by practical 
limitations, such as a lack of time. The execution was hindered by the research context. 
Questionnaires, focus groups, observations, primary and secondary analyses were employed 
to avoid missing any part of the process. The ipsative scores allowed people to make real 
choices. The analysis of the data changes from one domain to the other showed that, although 
small, these are present. The results are partial but consistent with what the conceptual and 
theoretical model had surmised: Only the CII to AII first step and the first translation had 
clearly taken place. Therefore, the data are not fully in accordance with the model but it is 
promising that with more time and a better defined intervention model , it may be possible to 
go through all four steps. 
 
The other important point is that operationalizing the model as a guided intervention is 
supported by the data. The added value of the intervention being guided was captured in the 
observations. 
 
4.2.4.3 Practical Relevance (Solving the Management Problem) 
Crafting work was actually demonstrated in a company environment and appears to be 
feasible when it is closely guided. The process takes time, which is often unobtainable in 
real-life situations. Crafting work by using company values was demonstrated in two R & D 
departments. Even when it is closely guided by a facilitator, the value-crafting process still 
takes time which was limited for both the researcher and the participants in the study. 
 
Crafting work was made feasible by using a card game and company values, and was also 
facilitated and carried out by using a step-by-step intervention procedure.  
 

4.3 Conclusions  
This chapter offers two intervention studies in which the process of designing the value-
crafting model and tool to use company values in daily work was started.  

The two studies used the integral framework and were guided by a facilitator. In the work- 
crafting intervention, the hint cards made it possible for people to keep the values in their 
minds when they were working. It was easier to share with team members why one was 
taking a particular card and position, which made things a bit clearer between team members. 
This intervention starategy served to directly witness the opportunities and hindrances for 
development at work and how employees are able to function in their work. Furthermore, the 
information gathered regarding the mechanisms and the potential to use second- and third-
loop learning in different parts of the study were of great value. Given the results in the 
Studies, the development and design of the first values-crafting intervention could proceed.   
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Chapter 5: Spontaneous Value Crafting,  
A Diary Study  

In this chapter, I report on longitudinal diary data that was collected after the IPC finished the 
M&A and an integration roll-out within the company. The main purpose of this study is to 
explore the dynamics of employees engaged in value crafting. The data set is examined in 
three ways, bearing in mind that there are four different types of time-varying predictors: 
ancillary, contextual, internal, and defined time (Singer & Willett, 2003) that are 
interconnected and play a part in the results. In the diary study, an ancillary time predictor 
(i.e. situations and triggers) is defined as the context by which the places and means to carry 
out value crafting is completed. Contextual time is affected by the outcome. The outcome is 
identified as a change in the four domains in which value use (e.g., thought, setting goals, 
convincing others, and applying values) occurs. Internal time is affected by participant 
changes (i.e. the particular company value used). Lastly, the defined time predictor is the 
predefined value of time (i.e. weeks). The patterned use of values over time may also give 
some indication of the trajectory that the participants may follow in a particular state space 
over a period of time.  

The chapter is structured as follows. Sections 5.1, 5.2 and 5.3 describe the methods, analysis 
procedure and results of Part 1. Part 2 and Part 3 describes the methods, analysis procedures, 
and results respectively. For section 5.4, the implications of the three analyses for the 
development of a value-crafting model and intervention tool are discussed. 
 

5.1 Part 1 Introduction 
Part 1 of the diary study is about the role of job and personal resources in value crafting. 
Work engagement is considered to be a positive, fulfilling, and work-related state of mind 
that is described in terms of vigor, dedication and absorption (Schaufeli & Bakker, 2010; 
Schaufeli et al., 2002). Work engagement has been shown to be important for both 
organizations and employees. Previous research on work engagement has examined its 
positive relation to business unit performance, work involvement, and organizational 
commitment (Harter et al., 2002; Hallberg & Schaufeli, 2006). Factors such as personality, 
experiences, and culture (Huff & Kelley, 2003; Schoorman, Mayer & Davis, 2007), and 
personal and job resources (Bakker & Demerouti, 2007; Kira et al., 2010) also appear to 
affect work engagement.  

In this respect, personal resources are closely tied to an individual, and they reflect the ability 
to successfully achieve an impact upon the environment (Kira et al., 2010; Xanthopoulou et 
al., 2007). Job resources are aspects of the job that help the individual to deal with job 
demands and the associated costs, and to stimulate development (Demerouti et al., 2001). 

 This study examines the use of company values in a weekly diary study. Most often, 
between-person differences in performance have been the focal point of past research. This 
study, however, aims to explore within-person variability in order to extend   research 
conducted previously in this area (Deadrick et al., 1997; Fisher & Noble, 2004). Moreover, 
gaining a better understanding of the relationship of work engagement and the motivational 
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potential of organizational value use by employees on a weekly and thus more dynamic basis 
is also an intention of the study. 

An on-line diary study was used for data collection. The term diary study refers to a 
classification of methods in which daily or weekly experience-sampling, event-sampling, or 
other types of sampling were used to assess episodic changes (Ohly & Fritz, 2010; 
Sonnentag, 2003). Diary studies allow researchers to better understand the context of work. 
They allow for the capture of weekly events, and the analysis of episodic fluctuations over an 
extended period (Ohly et al., 2010; McCullough et al., 2007). These methods have been used 
to capture the weekly cycles of change, rather than linear changes in organizations 
(Binnewies et al., 2009; Larsen & Kasimatis, 1990). Another advantage of using diary studies 
is that a strong retrospective bias (e.g. recall) can be avoided, which might otherwise occur 
when data are collected weeks or years after events have actually happened (Affleck et al., 
1999; Bolger, Davis, & Rafaeli, 2003; Tennen & Affleck., 1991). We also used the internet to 
collect information from participants, who were spread all around the globe (Fricker & 
Schonlau, 2002; Carter & Mankoff, 2005). 

5.1.1 Conceptual Framework 
During times of organizational change, the dynamics of organizational culture and values are 
likely to play an important role in organizational development and performance (Brazil et al., 
2010; Detert, Seashore Louis & Schroeder, 2001). Organizational change can be seen as the 
internal and external actions and reactions of an organization and its members to move 
toward a future state, and can be both structural and cultural in nature (Lunenburg, 2010; 
Savage & Stovel, 2006). Organizational culture is an encompassing concept that examines 
social phenomena such as values, behaviors, and the assumptions of its members (Brazil et 
al., 2010; Jung et al., 2009; Scott et al., 2003). Culture is thus distinct from organizational 
climate, which affects organizational functioning reflected in terms of observable rewards 
and policies (Glendon & Stanton, 2000; Schneider et al., 1996). 
 
To develop a model of the relationship that work engagement has with value use, the 
motivational process of the Job Demands-Resources (JD-R) framework (Demerouti et al., 
2001; Bakker & Demerouti, 2007) can serve as a starting point. The use of this key part of the 
JD-R framework is instrumental in clarifying engagement’s nomological network. Moreover, 
the JD-R framework implies that personal and job resources influence proximal motivational 
factors (i.e. work engagement), which in turn influence work performance and job 
satisfaction (e.g., Barrick et al., 1993; Hackman & Oldham, 1980; Locke & Latham, 1990; 
Piccolo & Colquitt, 2006; Stone, 1986; Kanfer, 1990). The remainder of this section explores 
key concepts and relationships within this framework, so as to develop a model of the 
relationships between work and personal resources, work engagement, use of values, 
perceived work performance, and satisfaction with the result of using  (i.e., interpreting, 
applying, propagating, and adopting or adapting) a value. For the model, see Figure 36. 
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Figure 36 The Motivational Process of the JD-R Model (after Demerouti et al., 2001: 502) 

 
5.1.1.1 The Role of Resources 
Job characteristics theory (Hackman & Oldham, 1980) looks at work characteristics such as 
skill variety, task identity, task significance, autonomy, and feedback, as well as at personal 
and work outcomes such as job satisfaction and performance. These are needed for 
professional development. This is comparable with the motivational potential of job 
resources. I focus on two job resources that can be important for value use: employee 
participation and leadership and two personal resources that are important for value use:  
organization-based self-esteem and general self-efficacy  
 
Employee participation is fueled by the degree to which workers believe they can make 
decisions, participate, and have an impact at work (Weber & Weber, 2001; White & Ruh, 
1973). One approach to participation proposes that management uses employee participation 
to enhance employee attachment. This is viewed as part of a management strategy to 
subjugate employees (Doughty & Rinehart, 2004; Joensson, 2008). A more humanistic view 
would see participation as a benefit to growth, inclusion, and identification with the 
organization (Fuller et al., 2006; Joensson, 2008). Therefore, in this study participation is 
considered to be an exterior expression of individual behavior at the workplace. 
 
Leadership is the ability to affect people within an organization toward the achievement of 
goals (Robbins & Coulter, 2001). Leaders within an organization help create, develop and 
foster its culture by reinforcing norms and behaviors expressed within the boundaries of the 
organization. The link between both tactical and strategic thinking lies with a leader’s ability 
to build the culture and value needed to move forward. Leaders can show the direction of the 
company goals through their communications (Bass & Avolio, 1993; Ogbonna & Harris, 
2000). In this way, leaders can create mechanisms for cultural development and the 
reinforcement of norms and behaviors as expressed within the boundaries of the 
organization’s culture. In the present study, leadership is therefore considered to be an 
exterior expression of social role behaviors within the organizational community.  
 
People can hold a stable or more dynamic view of situations at work. Therefore, the inclusion 
of personal resources is important in terms of personal motivation for development. These 
resources tend to be associated with resilience and an individual’s ability to adapt to the 
environment (Hobfoll, 2002). The construct of organization-based self-esteem (OBSE) 
developed by Pierce et al. (1989) reflects the self-perceived value of individuals and their 
membership within an organization and its various contexts. The ability of individuals to 
meet demands in many organizational contexts and their tendency to feel successful can spill 
over into particular situations (Chen et al., 2001; Yeo & Neal, 2006). In this study, OBSE 
refers to an individual’s inner thoughts and feelings regarding the organizational community.  

General self-efficacy (GSE) is perceived as reflecting a more general degree of domain-
specific functioning (Schwarzer & Jerusalem, 1995). GSE emerges during a person’s life and 
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can expand as successes are accumulated and associated with other self-evaluating constructs 
(Chen et al., 2001; Judge et al., 2000). In this study, GSE represents individuals’ inner 
thoughts and feelings about themselves. 
 
Overall, the job and personal resources are likely to facilitate value use because prior research 
(discussed in the remainder of this section) suggests that these resources are directly related 
to engagement and, thus, indirectly related to better work performance and satisfaction from 
using values. Figure 37 summarizes the research model. 

 
Figure 37 Reaserch Model for Part 1 

5.1.1.2 Direct Relationship Between Resources and Work Engagement 
Resources are structural or psychological assets that may be used to facilitate performance, 
reduce demands, or generate additional resources (Bakker & Demerouti, 2007; Demerouti et 
al., 2001; Kira et al., 2010). Job resources enhance daily functionality as well as reduce work 
demands at the individual psychological and physiological level. Job resources refer to the 
organizational aspects of a job that are supposed to have the potential for inherent and 
extrinsic motivational properties to help employees meet their working goals (Demerouti et 
al., 2001; Xanthopoulou et al., 2007). Personal resources can be a source of strength and 
allow an individual to develop and build upon external work skills, which can manifest 
themselves in autonomous and social actions (Kira et al., 2010). Research has also shown the 
important relationship between resources and employee engagement, such that work 
engagement has a positive impact on work performance (Bakker, 2009). 

Work engagement is characterized by vigor, dedication and absorption (Schaufeli & Bakker, 
2010; Schaufeli et al., 2002). In the current study, I will use the characteristics of vigor and 
dedication. Vigor is associated with high energy levels and mental resilience while working 
with the willingness to invest effort in the work being done no matter what the circumstances 
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are. Dedication is associated with experiencing a sense of significance, enthusiasm, 
inspiration, and challenge while working. To put it differently, vigor and dedication are 
considered to be associated with energy, activation and identification (Schaufeli & Bakker, 
2003). In this respect, “absorption is a distinct aspect of work engagement that is not 
considered to be the opposite of professional inefficacy” (Schaufeli & Bakker, 2003: 5). 
Therefore, items related to absorption will not be used in this study.  

Prior research has shown that job resources lead to engagement and positive outcomes 
(Bakker et al., 2004; Leithwood & Janzti, 1999). Previous studies have also observed long-
term consequences, such as withdrawal from work, reduced motivation and commitment. 
This can occur when job resources are not present in the workplace (Bakker et al., 2003). 
Therefore, the following hypothesis about how general perceptions of work and personal 
resources enhance work engagement can be implied:  
 

H1: General perceptions of work and personal resources (i.e. OBSE, Participation, 
Leadership, and Self-efficacy) relate positively to weekly work engagement. 

 
There is also an interest in the connection between interior motivations and exterior 
proactivity.  In this study, I examine how work engagement is connected to proactivity in 
using (i.e., interpreting, applying, propagating, and adopting or adapting) company values. 
Previous research has found work engagement to be positively related with in-role and extra-
role performance (Halbesleben & Wheeler, 2008; Schaufeli et al., 2006) and unit 
performance (Harter et al., 2002). Prior research has also revealed that work environments 
where employee resources and engagement were high also resulted in higher collective 
engagement (e.g., Salanova, Agut & Peiró, 2005). Xanthopoulou et al. (2008) in their diary 
study found that work engagement also mediated the relationship of self-efficacy, task and 
contextual performance. In this study, we examine the relation between work engagement 
and the use of company values by looking at the motivational relationship from another 
perspective. The prior studies mentioned related primarily to agentic and communion exterior 
domains, i.e. in-role and extra-role performance, which is comparable to the roles domain 
(CE); unit performance which is comparable to the behavior domain (AE); and task and 
contextual performance, which is also comparable to the role domain (CE). Work 
environments are to some extent exterior triggers to external behavior for both task and 
contextual performance (AE).  
 
In this study, an integral perspective is taken. Interior motivation and exterior proactivity in 
terms of the four holon domains, thoughts (i.e. individual internal processes), behaviors (i.e. 
external behaviors), social roles (i.e. convincing others or taking a social position), and values 
(i.e. adoption/adaption of a new company value, which in turn potentially leads to the 
application of said value in weekly work).  What is suggested in the current study is that 
company values can be used within an organization for integral motivational purposes, 
touching on all four domains. To do so involves of developing intentions about any given 
value (thoughts), setting goals with a particular value (behavior), convincing others to use a 
particular value (roles), and adopting/adapting a value in work (value application). 
Application of the company value is presumed to be the outcome of a company value that has 
been adopted/adapted in the work people do. It is therefore hypothesized that: 
H2 a-d: Weekly work engagement is positively related to the weekly use of company values 
as expressed in (a) thoughts (b) behaviors (c) roles and (d) applied. 
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The integral-theory lens implies that individual and collective decision-making processes are 
constituted by the relationship between the subjectivity of interior motivations (i.e. work 
engagement) and the objectivity of exterior proactive characteristics (i.e. value use). That is, 
intangible subjective experiences and tangible objective behaviors are intertwined (Edwards, 
2005). Integral theory sees the subjective-objective relationship as an ever-present aspect of 
reality; as a balance between interior-personal and cultural life, and exterior-behavioral and 
functional life (Cacioppe & Edwards, 2005b). Thus, the following hypotheses will be 
investigated: 
 

H3a: Weekly work engagement is positively related to weekly satisfaction with the result 
of using company values. 
 
H3b-e: The weekly use of company values expressed in (b) thought, (c) behaviors, (d) 
roles and (e) value application (partially) mediates the relationship between weekly work 
engagement and weekly satisfaction with the result of using a value. 
 
H4a: Weekly work engagement is positively related to perceived weekly work 
performance with using company values. 
 
H4b-e: The weekly use of company values expressed in (b) thought, (c) behaviors, (d) 
roles, and (e) value application (partially) mediates the relationship between weekly work 
engagement and perceived weekly work performance. 

 
5.1.2 Methods 
 
5.1.2.1 Procedure and Sample 
The present study was conducted in ten subsidiaries of the IPC (see Sections 1.1.1 and 3.1) 
that were located in the Netherlands, the United Kingdom, Denmark, Iceland and the USA. 
The IPC planned to have a new cultural structure that was to draw on the development of new 
company values. An open campaign was set up within the subsidiaries to assist in developing 
new company values. The company values were further developed as the original 12 
company values  were modified (see Table 37) down to eight new company values. They 
were intended to focus on social concerns (i.e. relating to customers, vendors, and 
interdepartmental teamwork) within the organization along with a new vision and mission for 
IPC. A series of meetings were held to address the direction the newly merged corporation 
should take and the strategy that should be developed in order to promote the new cultural 
and structural changes that were to take place throughout the organization. Participants for 
our study were drawn from the more than 550 people who participated in the organization’s 
integration meetings.  

An e-mail message was sent to all of the HRM managers, this included each of the 
subsidiaries’ managers, as well as the director of corporate HR, in an effort to obtain consent 
to contact the participants of these meetings. Participants had to meet two main requirements 
for participation: (1) They needed to have access to the Internet or, alternatively, state their 
need for paper-and-pencil surveys; and (2) They needed to have adequate English language 
proficiency skills. After receiving permission from all of the HRM managers, it was possible 
to obtain the e-mail addresses and locations of all of the participants. An e-mail was then sent 
out that introduced the study and described the research being carried out in order to address 
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any questions the potential participants might have regarding the study. Five days later, an 
invitation was sent in which all of the participants were invited to participate in the study. To 
encourage participation, organizational feedback and a personal analysis were offered as well 
as contact with one of the researchers at the end of the research period. This resulted in an 
initial group of one hundred participants. 

The study required people to complete a general questionnaire at the start of the study and 
subsequent diaries for four consecutive weeks. Participants filled in a general questionnaire 
and the first weekly survey at the end of the same week. The weekly surveys had to be 
completed and delivered (usually on Friday, but at least before Monday morning) for four 
consecutive weeks.  After completion of the first weekly survey, 15 people would only be 
able to continue in a less consistent manner (e.g., due to vacation). Thus, the weekly diary 
period was extended to an eight-week consecutive duration. This allowed those employees 
who were unable to participate in consecutive weeks to still participate in the full four-week 
study. A link to an on-line diary was sent on the Thursday morning of each week. On 
Monday of the following week, a reminder e-mail was sent out to those participants who had 
not filled in the diary from the previous week. When participants missed a week in the 
survey, they could start again the following Thursday. The people who used a paper-diary 
were sent a general survey and four weekly survey booklets. They were asked to return the 
five booklets at the end of the four weeks. 
 
The on-line version of the diary was completed by 69 participants, while 2 participants chose 
to complete a paper-based version. In total, 71 individuals from different subsidiaries within 
the United States of America, Denmark, The Netherlands, Iceland, and the United Kingdom 
completed all four weeks of the study, giving a response rate of 13%.  The sample size was 
adequate to test the hypotheses with 4 x 71 = 284 data points (cf. Hox, 2002).  

5.1.3 General Measures 
 
5.1.3.1 Personal Resources 
General Self-Efficacy (α = .81) was assessed with three items (e.g., ‘I am confident that I 
could deal efficiently with unexpected events’) based on a scale developed by Schwarzer and 
Jerusalem (1995).  These items were scored on a 7-point scale (1= ‘Strongly agree’ to 7= 
‘Strongly disagree’). Organizational-based self-esteem (α = .92) was assessed with three 
items (e.g., ‘the organization believes in me’), based on scales developed by Pierce et al. 
(1989). These items were scored on a 7-point scale (1= ‘Strongly agree’ to 7= ‘Strongly 
disagree’). 
 
5.1.3.2 Job Resources 
Leadership (LMX) (α = .89) was assessed with three items (e.g., ‘my immediate supervisor 
understands my problems and concerns related to my work’) adapted from Scandura et al. 
(1986). These items were scored on a 7-point scale (1= ‘Strongly agree’ to 7= ‘Strongly 
disagree’). 

Participation (α = .81) was measured with three items (e.g., ‘I can contribute to the shaping 
of changes’), based on scales developed by Miller et al. (1994). These items were scored on a 
7-point scale (1= ‘Strongly agree’ to 7= ‘Strongly disagree’). Note: for both job and personal 
resources, higher scores indicate a lower level of the respective resource. 
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5.1.3.3 Weekly Measures 
Work engagement (α = .92) was measured with six vigor and dedication items (i.e. vigor: 
‘During this past week at work, I felt bursting with energy’; Dedication: ‘This past week I’ve 
been enthusiastic about my job’) from the Utrecht Work Engagement Scale (Schaufeli et al., 
2006). These items were adjusted to reflect the past week and scored on a 5-point scale (1 = 
‘not at all’ to 5 = ‘very much’). 
 
Use of values was measured with a single item by asking participants if they had thought 
about, convinced others to use, set a goal with, or applied a particular value during the course 
of the work week. There were eight company values (e.g., commitment, innovation, and 
teamwork, see Table 37) and these were modified from the original twelve values (Section 
3.4).  The single-item measures, (i.e. ‘what did you do with the value of XYZ, this week?’; ‘I 
set a goal with this value, this week’; ‘I convinced others to apply the value to their work’; ‘I 
thought about this value, this week’; ‘I actually applied this value to my work, this week’), 
were scored with a report mark 0 = no, 1 = yes and, if yes, a specific example could be given. 
This was used to gather information about whether the respondent used specific company 
values during the course of the study. If a person had not used a particular value, there was 
the option to go to the next value and answer an identical set of questions referring to the four 
perceived uses of company values. There was also an ‘other’ option for participants to give 
responses that were (perceived to be) outside the four theoretical summations of value use.  
 

Table 37 Modified Company Values 
Commitment Commitment means that you act in accordance with what you say. You make an 

agreement and stick to it. Make an appointment and keep it. Commitment also has 
to do with your own goals and feeling responsible for the quality of your work. It 
means delivering your work on time and in the right quality so that your colleagues 
can rely on you.  

Partnerships with 
customers 

The best ideas originate from the customers. They are in a way the experts because 
they run our equipment on a daily basis. A lot of our sales, service, innovation and 
manufacturing employees visit the customers on a regular basis and see their 
processes. It’s important for them – and for all of us – to listen to customer 
feedback and suggestions. Combining their ideas with our knowledge is what 
generates innovations. The customer is a vital partner and should never be taken for 
granted. 

Diversity As a result of the merger in IPC, our company has become increasingly divers with 
a broad variety of national and cultural backgrounds. The best teams gain strength 
from their differences. If we all think the same way, we all get the same result. Our 
different points of view can be the spark for something special. 

Teamwork …the foundation of everything. It’s about mutual benefit, not individual gain. 
Through teamwork, you show respect for each other’s abilities and work together 
for a common goal. No egos should stand in the way. The company and the team 
come first. Teamwork is a great motivator. Together, you and your teammates can 
achieve things that you would never be able to on your own, as individuals. And 
have fun together while you are at it. 

Innovation  …a lifestyle, not a department. It is the driving force of IPC. It should be the goal 
of every employee. How can we become better? How can we create more value for 
the customer? To innovate, you need to take some risks. And you need to think 
out-of-the-box and embrace knowledge. It’s not about copying what other 
companies do. The last thing we should do is cut down innovation. If we don’t 
innovate, then we fall behind. 
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Table 37 Continued 

 
Satisfaction with the use of value was measured with a single item, (i.e. ‘Are you satisfied 
with the outcome of using the value of XYZ, this week?’) This was scored on a five-point 
response scale (1= ‘very dissatisfied’ to 5= ‘very satisfied’). 
 
Perceived creation of better work performance with the use of company values was measured 
with a single item, (i.e. ‘Did the use of XYZ help you create better work performance, this 
week?’). This was scored on a 5-point response scale, (1= ‘not at all’ to 5 = ‘very much’). 
The last two constructs were measured with a single item. Previous research by Wanous et al. 
(1997), Wanous and Hudy (2001), and Nagy (2002) suggest that these single items are 
reliable and valid when one is interested in a global evaluation of a construct. Moreover, for 
both constructs it applies that high scores indicate high satisfaction.  
 
5.1.3.4 Statistical Analysis  
The week-level data are nested within individuals. For this reason, a multi-level analysis 
approach was adopted. Multi-level analysis refers to statistical methods that are used for data 
sets with different levels of analysis involving nested structures. Grand-mean centering was 
conducted for level-two variables and person-mean centering for level-one variables. “Grand-
mean centering refers to the centering of the mean on the higher level, usually the total 
sample. Person-mean centering would be the more appropriate term, referring to the mean 
across days for each person”, Ohly et al. (2010: 89). Grand-mean centering and person-mean 
centering was done as suggested by Ohly et al. (2010).  
 
5.1.4 Results 
 
5.1.4.1 Descriptive Statistics and Direct Effects  

Open 
communication 

…feeling comfortable expressing what’s on your mind. People should be open and 
unafraid to speak up. When something goes wrong, you talk about it in order to 
learn from it. When you give your opinion honestly, while respecting other points 
of view, it helps the company to advance. For its part, the company has to create 
opportunities for the employees to contribute and an atmosphere where people feel 
secure enough to express themselves. 

Humor & fun …the lubricants for teamwork. When humor and fun are absent, there is 
no drive to work together and collaborate. It has to be enjoyable to work 
for IPC and to work together as a team. Humor and fun allow you to go 
to work with a smile and to feel at home when you’re at work. If you 
enjoy your work, it won’t feel like work. 

Success …your reward when you do everything right, if you care about your 
customers, empower employees and are eager to innovate. Success is the 
end of the chain, not the beginning. Of course, we have to make money 
to sustain the business. But for IPC, success is not just about money. It’s 
about achieving our goals and our vision as a team, living our values and 
having fun along the way. 
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Table 1 shows the means, standard deviations, and correlations among all the study variables. 
Week-level variables across the 4 weeks were averaged to correlate them with variables 
measured at the general level. These can be seen in Table 38. 

Table 38 Means, Standard Deviations, and Correlations for the Variables of the Diary StudyN =284. 

*Correlation is significant at the 0.05 level (2-tailed)  
 **Correlation is significant at the 0.01 (2-tailed) 
 
5.1.4.2 Preliminary Analysis 
Prior to hypothesis testing, the variability of the week-level measures was examined. Results 
showed that 64% of the variance in work engagement, 37% of the variance in satisfaction, 
and 52% in work performance were attributed to between-person variations. For the use of 
company values, and thinking and setting goals, this was 83% and 82% respectively, and for 
value application and convincing others, it was 54% and 56% respectively. The findings 
suggest that a substantial proportion of the variance can be explained by the within-person 
fluctuations across the four weeks, which supports the use of multi-level analysis. 

5.1.4.3 Testing the Hypotheses 
According to Hypothesis 1, the general perceptions of work and personal resources (i.e. 
OBSE, Participation, Leadership and Self-efficacy) relate positively to weekly work 
engagement. The hypothesis was tested for work and personal resources, while controlling 
for years at the company as a level-two variable. Results of the multilevel analysis showed 
that the relation between OBSE and work engagement (γ =.-.558, SE = .114, t = -4.895, p < 
.001) was significant and negative. The other resources Participation (γ = -.086, SE = .123, t = 
-.699, n.s.), Leadership (γ = -.045, SE = .098, t = -.459, n.s.) and Self-efficacy (γ = .075, SE = 
.133, t = .563, n.s.) were not significant.  Therefore, hypothesis 1a is confirmed and 
hypotheses 1b – d are rejected. 

According to Hypothesis 2, employee work engagement at the week level is positively related 
to using company values: (a) thoughts; (b) behaviors; (c) roles; and (d) value application at 
the weekly level. The hypotheses were tested for work engagement and each proposed ‘value 
use’ separately, while controlling for years at the company as a level-two variable. Results of 
the multi-level analysis showed thought (γ =.056, SE = .023, t = 2.434, p < .001), behaviors (γ 
=.046, SE = .018, t = 8.555, p < .001), roles (γ =.056, SE = .019, t = 2.947, p < .001), and 
value application (γ =.144, SE = .021, t = 6.857, p < .001) all to be positively and 
significantly related to work engagement.  All four domain interpretations of value use are 
therefore significant and predicted by weekly work engagement.  Therefore, Hypotheses 2a 
through 2d are confirmed. 

 Mean SD 1 2 3 4 5 6 7 8 9 10 11 
General 
Variables 

             

1. Self-efficacy 1.697 .554 -           
2. Participation 2.047 .698 .244** -          
3. OBSE 2.024 .727 .129* .474** -         
4.Leadership 2.268 .792 -.024 .355** .308** -        
Week-level 
variables 

             

5.Work 
satisfaction 

3.673 .807 -.071 -.142* .146* -.051 -       

6.Work 
performance 

3.154 .843 -.048 -.257** -.260** -.118* .739** -      

7.Work 
engagement 

3.44 .869 -.027 -.300** -.498** -.220** .507** .643** -     

8.Thought  .23 .26 -.195** -.022 -.087 .026 .009 .054 .051 -    
9. set goal .14 .19 -.093 -.018 -.051 -.063 .055 .141* .082 .491** -   
10.Applied .50 .25 -.202** -.155** -.178** -.140* .389** .453** .351** .282** .295** -  
11.Role .17 .21 -.229** ..236** -.81** -.066 -.133* .262** .307** .386** .343** .457** - 
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Hypotheses 3a through 3e and 4a through 4e suggest a mediation effect; hence, both a null 
model and a nested model were tested. Model 1 was the null model where the intercept was 
the only predictor. This model included work engagement, and the number of years at the 
company served as a control variable. In Model 2 the use of company values as predictors 
was included: thoughts, behaviors, roles, and the application of company values. In order to 
test the hypotheses, three conditions of mediation must be met (Mathieu & Taylor, 2007): (1) 
work engagement at the week level should be positively related to weekly use of company 
values; (2) weekly use of company values should be positively related to perceived weekly 
work performance or satisfaction with the result of using a value; (3) after including the 
mediator, the previously significant relationships between work engagement and work 
performance or satisfaction should either turn insignificant (full mediation) or significantly 
weaker (partial mediation) (Baron & Kenny, 1986; Pitariu & Ployhart, 2010).   

According to Hypotheses 3a through 3e: weekly work engagement (a) is positively related to 
satisfaction with the result of using a value; the relationship between employee work 
engagement and perceived satisfaction with the result of using a value is (partially) mediated 
by the use of company values by: (b) thoughts; (c) behaviors; (d) roles; and (e) value 
application at the weekly level. From the earlier analysis of Hypothesis 2, the conclusion is 
that Condition 1 has been met. There is a relationship between work engagement and the use 
of company values. Condition 2, the use of company values should be positively related to 
satisfaction with the result of using a value, is met for the application of company values, 
which is positively and significantly related to satisfaction with the result of the use of a 
value. As for Condition 3, with the inclusion of the application of company values in weekly 
work, the relationship between work engagement and satisfaction becomes substantially 
weaker. The results can be seen in Table 39., Partial mediation is established and therefore 
Hypotheses 3a and 3e are confirmed, but Hypotheses 3b, 3c, and 3d are rejected.  

Table 39 Multi-Level Estimates of Models Predicting Perceived Job Satisfaction from Using Company Values 
Perceived  
satisfaction from 
using values 

 Null 
Model 

  Model 1   Model 2  

Variables Estimate SE t Estimate SE t Estimate SE t 

Intercept 3.673 .07 52.471 3.673 .07 52.5 3.673 .07 52.5 

Years at company    .002 .004 .5 .002 .004 .5 

work engagement    .480 .078 6.154 .322 .083 3.879 

thought       -.100 .235 -.425 

set goals       -.156 .295 -.528 

role       .336 .292 1.150 

applied       1.076 .244 4.409 

          

- 2 x log   636.653   601.791   580.864 

Δ – 2 x log      34.86   20.927 

Level 1 (Within-
Person) Variance 

.40 .03  .35 .03  .31 .03  

Level 2 (Between-
Person) Variance 
 

.24 .05  .26 .06  .26 .05  
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Hypotheses 4a through 4e suggest that weekly work engagement (a) is positively related to 
perceived work performance; and that the relationship between employee work engagement 
and perceived work performance is (partially) mediated by the use of company values 
expressed in (b) thoughts, (c) behaviors, (d) roles and (e) value application at the week level. 
The confirmation of Hypothesis 2 implies that Condition 1 has been met: there is a 
significantly positive relationship between work engagement and the use of company values. 
Condition 2 implies that using company values should be positively related to work 
performance; this condition was met for the application of company values and the 
convincing of others to use company values (i.e. roles). These two value-use conditions are 
positively and significantly related to work performance (see Table 40, Model 2). As for 
Condition 3, with the inclusion of the application of company values in weekly work, the 
relation between work engagement and performance becomes substantially weaker; therefore, 
this condition is also met. These results are presented in Table 40, Model 2. Therefore, there 
is partial mediation in the form of the confirmed Hypotheses 4a, 4d and 4e. Hypotheses 4b 
and 4c are rejected. 
 

Table 40  Multi-Level Estimates of Models Predicting Perceived Work Performance from Using Company Values 
Perceived work 
performance 
from using 
values 

 Null 
Model 

  Model 
1 

  Model 
2 

 

Variables Estimate SE t Estimate SE t Estimate SE t 
Intercept 3.154 08 39.425 3.154 .08 39.425 3.154 .08 39.425 

Years at 
company 

   .-003 .005 .-6 .-003 .005 .-6 

work 
engagement 

   .516 .069 7.478 .349 .072 4.847 

thought       -.181 .205 -.883 

set goals       .048 .257 .187 

role       .598 .254 2.354 

applied       .998 .212 4.708 

          

- 2 x log   619.252   569.838   540.768 

Δ – 2 x log      49.414   29.07 

Level 1 
(Within-Person) 
Variance 

.34 .03  .27 .02  .24 .02  

Level 2 
(Between-
Person) 
Variance 

 

.37 .08  .38 .08  .39 .07  
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5.2 Part 2 Introduction 
Part 2 of the diary study is about situations and triggers in which value crafting takes place. 
For some time, there have been arguments regarding the degree of leverage between 
individual worker autonomy and the degree of control that management has over workers. 
Research on company values has dealt with management issues regarding the direct control 
of the organizational culture within an organization (Dolan & Garcia, 2002; Dolan et al., 
2003). Researchers have also investigated the issues pertaining to workers’ situational self-
control, self-determination in terms of task elements, and direct and indirect control of the 
context (Brey, 1999; De Jonge, 1995; and Adami (1999). Direct control refers to issues such 
as supervision, designation, and rules. Indirect control has to do with issues such as 
performance appraisals, training, and skills building (Adami, 1999). These issues of control 
are, of course, changing due to continuing developments of technology, outsourcings and a 
growing service industry (Townsend et al., 1998; Holton, 2001; Hunsaker & Hunsaker, 
2008). The new work contexts are creating new and different autonomy and control issues. 
What has come out of the virtual-team literature is that despite the change in context 
regarding the creation and fostering of some cultural understanding, control may still be 
necessity for achieving successful work (Holton, 2001; Hunsaker & Hunsaker, 2008; Gazor, 
2012; Hinds & Bailey, 2003; Oertig & Buergi, 2006; Brown et al., 2007; Gatlin-Watts et al., 
2007; Weimann et al. 2010; Reed & Knight, 2010).With this in mind, value crafting could 
contribute to or hinder the direct and indirect control that individuals use in the workplace.  
 
The previous field studies (see Chapters 3 and 4) were top-down interventions led by a 
facilitator who directed the value-crafting process. Because this study was a non-directed 
diary study, the participants were able to value-craft whenever or wherever they deemed it 
appropriate, if at all. The amount of autonomy in direct and indirect control situations was at 
the discretion of the participants, depending on where and with whom they used company 
values at work. 

In Part 2, the contextual situations and the triggers in which value-crafting took place were 
examined in terms of the agentic and communion holon dimensions. The four domains are 
interpreted as thoughts, behaviors, roles, and values in this research. Each of the domains are 
part of a whole and each “carries with it inherent methods for experiencing and interpreting 
the world” (Edwards, 2005a: 279). As part of a value-crafting cycle, the experience of each of 
the domains is thus interpreted as follows. In the thoughts domain, people use thoughts about 
values. In the behaviors domain, people set goals regarding values, and take on social roles. 
In the role domain, people convince others to use values or to adapt/adopt company values, 
and in the value domain, people apply the company value with various people in the work 
environment. 

A focus on the communion domains, i.e., value application and roles, was of particular 
interest given the significance that the two domains partially mediated the relationship 
between work engagement and work performance, which had been identified as being an 
important factor for organizational culture in Part 1. In this part, the individuality or agentic 
domains, i.e. thoughts and behaviors are examined to see if there are unique patterns of value 
use for the dimensions.  

It was naturally of interest to expand the understanding of the dynamic nature of value-
crafting and the holistic development in all four domains so that both the “single-minded 
goal-setting but also collective nurturance and networking” could be examined (Edwards, 
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2005a: 279). During the four weeks of the diary study, the participants remarked that they 
had used particular value-domains (e.g., teamwork-thought) with someone else who had 
triggered them (e.g., co-worker) in particular situations (e.g., meetings). How the value was 
used, in either an agentic or communion way, was of interest. The following set of research 
questions and hypotheses was subsequently developed: 

Q1: Which company values are used in agentic and communion dimensions?  

In agentic and communion space one may craft values because of the situation one is in and 
the people one is with. This prompted the following research questions:  

Q2: Which situations affect value use in the agentic and communion domains?  

This question prompted the following hypotheses: 

H5. Agentic situations (i.e. individual work, presentations, in a document, in informal 
conversations) have a positive relation with value use in the agentic dimension. 

H6. Communion situations (i.e. informal conversations, collective work, in a formal 
meeting, in a presentation [within or outside of the company]) have a positive relation 
with value use in the communion dimension. 

Q3: Which triggers affect value use in the agentic and communion domains? 

Prompting the following hypotheses: 

H7. Agentic triggers (i.e. by yourself, clients, supervisor, and communication within the 
company (letter) have a positive relation with value use in the agentic dimension. 

H8. Communion triggers (i.e. co-worker, collective work, supervisor, and client/customer) 
have a positive relation with value use in the communion dimension. 

5.2.1 Conceptual Framework 
Company values contribute to all four domains of development (thoughts, behaviors, roles, 
and value application) for all entities. Part 1 of the study indicated that company values had 
an influence on the motivational aspects of relational (social), cognitive (thought), and 
behavioral aspects of the perceived work satisfaction and performance.  Relational, cognitive 
and behavioral changes are consistent with prior research (Bardi & Schwartz, 2003; Landy & 
Conte, 2010). However, because this study uses an integral-theory perspective framework, 
the inclusion of the culture domain in these analyses allows a more complete picture of 
developmental growth by using value crafting. 

An organization is made up at the micro level of individual entities that on the meso level 
make up departments, formal and informal groups, and on the macro level make up whole 
organizations within particular industries. In some way, each entity can contribute to the 
perpetuation or termination of how a value is crafted, whether for the purpose of agentic/ 
personal gain, or for the maintenance of the communion context. In this study, the holon is 
the unit of analysis, as was explained in previous chapters. With this as a foundation, an 
effort is made to designate particular triggers and situations to particular dimensions. The 
four domains as represented by thoughts, behaviors, roles, and values are formulated in the 
research model. See Figure 38. 
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Figure 38 Research Model for Part 2 
 
In this part, value use (1.2.2) was viewed from an agentic-communion vantage point. Here 
the postulation was that certain triggers and situations are more advantageous in regard to 
value crafting for one’s self and for the community. The question to be answered is, What 
triggers (e.g. client) are there and in what situations (e.g. presentation) were specific value-
domains (e.g. teamwork-thought) most prevalent for employees for value crafting during the 
four weeks of the study? 
 
5.2.1.1 Agentic and Communion Domains 
When the constructs of agency and communion were introduced by Bakan (1966), the 
constructs identified fundamental human conditions that went beyond interior-subjective 
intentions and exterior-objective outcomes. Bakan stated agency “manifests itself in self-
protection, self-assertion, and self-expansion…isolation…and aloneness” (Bakan, 1966: 15). 
The Communion constructs he went on to explain, is “the sense of being at one with other 
organisms… [and manifests itself] in contact, openness, and…non-contractual cooperation” 
(Bakan, 1966: 15). Within the current analysis, the use of particular organizational value 
domains may give some clearer understanding as to when values are being crafted and with 
whom. Moreover, by looking specifically at which organizational value domains are used 
within a specific context, it can perhaps be possible to find an indication of the orientation of 
value crafting for the advantage of either the agentic, or communion dimension or both. This 
may be helpful when developing strategies for value crafting in the future and it could act as 
a vehicle, that could be used to deliver a value-crafting intervention. 
 
5.2.1.2 Situations and Triggers 
Situations and triggers form the context by which value crafting takes place. In the analysis, 
situations (i.e. during individual work, in collective work, in a document, in a presentation 
[within or outside of the company], in informal conversations, and in formal meetings) were 
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given as choices in the diary study. The trigger choices were i.e. by yourself, co-worker, 
supervisor, client/customer, and written communication within the company. For both 
situations and triggers, it was possible to include other triggers and situations that were 
different from the choices provided. Participants in the study were involved in non-directed 
value crafting, which allowed the participants to identify how they crafted values. In cases in 
which agency can be identified as part of one’s self-protection and separation from others 
(Bakan, 1966), it can also be viewed in contrast to communion development. Communion 
development is where interconnectedness is possible (Johns, 2006; Lorino, 2001; Grant & 
Parker, 2009).  
 
5.2.1.3 The Role of Context 
Motivations such as adaptability, participation, work engagement and leadership may be 
predictive core behaviors for the workplace (Weber & Weber, 2001; White & Ruh, 1973; 
Robbins & Coulter, 2001; Demerouti et al., 2001; Hobfoll et al., 2003; Hobfoll, 2002). 
Conversely, by examining the context, three important features can be highlighted according 
to Mowday and Sutton (1993). These include an opportunity or constraint on behavior; 
contextual features as distal or proximal stimuli; and lastly, as similar or dissimilar between 
individuals, groups, and features in an organization (1993: 198). If the context is seen as an 
opportunity and constraint within the organization, then ‘micro behaviors’ (Mowday & 
Sutton, 1993: 199) such as value-crafting, can be used as part of a controlling device that can 
lead to directive behaviors and constraints (Straw & Boettger, 1990) and as job-enrichment 
techniques (Hackman & Oldham, 1980). The latter approach can be used for enhancing 
individual and group opportunities within a dynamic and sustainable work environment 
where company values play a role in achieving this end. In this analysis, communion and 
agentic subjective and objective behavior can be seen as opportunistic or constraining one’s 
ability to move forward with only self-oriented agendas or for the good of the group (Hassard 
& Porter, 1990; Grant, 2008; Ryan & Deci, 2000; Czarniawska, 1992).  
Communion situations and triggers can be associated with co-workers, collective work, 
communication with others and client relationships and are of importance for communion 
working conditions, too (Greenberg, 1990). The relational importance of co-workers is 
different from that of a supervisor. Therefore, value crafting is different in that co-workers 
can constitute a chosen community with whom people align in order to receive and offer 
support in the workplace.  

In the diary study, context can be seen as distal and proximate. The study was conducted 
during a four-week period as the proximal and distal nature of social context in an 
organization. People value crafting within a particular value-domain could reveal information 
concerning which domains are important for organizational value development.  

Situations in the analysis fell under several categories: agentic-subjective category (i.e. 
individual work; and in documents); Agentic-objective situations (i.e. informal 
conversations); Communion-subjective situations (i.e. in informal conversations); and 
communion-objective situations (i.e. collective work, in a formal meeting, in a presentation 
[within or outside of the company]). Triggers in the analysis subsequently fell under: agentic-
subjective (i.e. self); Agentic-objective triggers (i.e. co-worker, supervisor, and 
client/customer); Communion-subjective triggers (i.e. written communication within the 
company); Communion-objective triggers (i.e. co-worker, supervisor, and client/customer).  
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5.2.1.4 The Role of Company Values 
Company values (1.3.2) can be viewed as elements in the ongoing change in the 
organizational system. Values have been described in complexity literature as serving as 
strange attractors (Dolan et al., 2000). Strange attractors are the meeting point within 
complex systems where patterns may emerge (Black & Edwards, 2000). Hence, individuals 
or agents use company values to navigate through changes in their environment. In this PhD 
project the use of specific domains of value-use; namely subject-objective (i.e. thoughts & 
setting goals) and agentic-communion (i.e. value application & social roles) domains both 
have internal-external aspects that might possibly show patterns of a value-domain situation 
and triggers emerging from value crafting during the four weeks of the study.   

5.2.2 Methods 
 
5.2.2.1 General Measures 
In this part, a multi-level logistic regression model is used to pinpoint the specific choices 
between the value domains, the triggers and the situations that were available in the survey. 
The ability to examine more closely the selections made by the participants meant that to 
some extent it is possible to see their value-domain use while taking into account the nature 
of multi-level nested data (Rasbash, 2005; Khan & Shaw, 2011). In Part 2, the selected 
factors (i.e. triggers and situations) affecting value domain use (i.e. commitment-thought) 
within the context of multi-level modeling was investigated. Also the aim to measure how 
much influence the combined selected features have on the current value domain used by 
participants in the study; an emphasis is given to the exploration of the effects of the factors 
on the prevalent use of each value-domain when taking into consideration the effect of the 
levels (Khan & Shaw, 2011: 94). Multi-level logistic regression analysis considers the 
variation due to the hierarchical structure in the data. It allows the simultaneous examination 
of the effects of group level (in our case the between-person) and individual level variables 
(in our case the within-person or weekly measures) on individual level outcomes, while at the 
same time accounting for the non-independence of observations within groups. In addition, 
this analysis allows the examination of both between-person and within person-variability as 
well as how group level and individual level variables are related to variability at both levels 
(Khan & Shaw, 2011: 95-96). 

5.2.2.2 Weekly Measures  
The use of values was measured with a single item by asking participants if they had thought 
about, convinced others to use, set a goal with, or applied a particular value during the work 
week. There were eight company values (i.e. commitment and diversity). The single-item 
measures, (i.e. ‘what did you do with the value of XYZ, this week?’; ‘I set a goal with this 
value, this week’ ; ‘I convinced others to apply the value to their work’; ‘I thought about this 
value, this week’; ‘I actually applied this value to my work, this week’) were scored with a 
report mark 0 = no, 1 = yes and, if yes, a specific example could be given. In this analysis, the 
dichotomous values of each value-domain during the four weeks of the study were used to 
find the relationship between each trigger and situation and the relationship it may have with 
each value-domain. 
 
Situations were measured by asking participants ‘In what situation (s) did you use the values 
of XYZ, this week?’ and to check all that applied ‘during individual work’; ‘in collective 
work’; ‘in a document’; ‘in a presentation within or outside of the company’; ‘in an informal 
conversation’; and ‘in a formal meeting’. The situations were scored with a report mark 0 = 
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no, 1 = yes and, if yes, a specific example could be given. The mean scores of each situation 
were calculated. The scores were used in the analysis at each specific value-use domain and 
each situation within that domain.  This information was used to gather information about 
whether the person had used a specific organizational value in a particular situation during 
the four-week period.  
 
Triggers were measured by asking participants ‘By whom were you triggered to use the value 
of XYZ, this week?’ and to check all that applied ‘By myself’; ‘By a co-worker’; ‘By my 
supervisor’; ‘by my client/customer’; and ‘by written communication in the company’. These 
triggers were scored with a report mark 0 = no, 1 = yes and, if yes, a specific example could 
be given. The mean scores of each trigger were calculated. The scores were used in the 
analysis at each specific value-use domain and each situation within that domain.  This 
information was used to gather information about whether the person had been triggered to 
use a specific organizational value in a particular situation over the course of the study.  
 
5.2.2.3 Statistical Analysis  
The week-level data are nested within individuals. For this reason a multi-level analysis 
approach was taken for this data set. In this analysis, the dichotomous variable was taken and 
a multilevel logistic regression model was used to analyze the chance that someone in a 
specific situation or triggered by someone else, would use a particular value-domain over the 
four weeks of the study. 

5.2.3 Results 

5.2.3.1 Preliminary Analysis 
The variability of the week-level measures was examined in Part 1. The data suggest that 
there is a dynamic fluctuation and it is more plausible that the communion domains (i.e. 
values and roles) can be influenced from week to week than the agentic domains (i.e. 
thoughts and behaviors).  The findings suggest that a proportion of the variance can be 
explained by the within-person fluctuations across the four weeks. When this is deconstructed 
further, it is possible to look at the value-domain variability of the value-domains that were 
used over the four weeks; not all of the value-domains showed any relation to the between-
person variation designated in the analysis and they are blacked out in the chart. Table 41 
shows these results. 

Table 41 Between-Person Level Variance for the Value-Domains 
 Thought Behaviors Roles Application 

Commitment 25% 13% 12%  
Diversity   36% 22% 
Innovation & 
Development 

17% 24% 36% 25% 

Open 
Communication 

  27%  

Partner with 
Customers 

33% 42%  46% 

Success    29% 
Teamwork 36% 25% 16% 29% 
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5.2.3.2 Testing the Research Questions and Hypotheses 
In Research question 1, we asked which organizational value-domains were used during the 
four weeks that specifically related to the agentic and communion domains. In the analysis of 
the different value-domains and their relation to situations and triggers, specific domains 
emerged as significant (< 1.96) for the agentic and communion domains. See Table 42 for 
these results.  

Table 42 Agentic and Communion Subjective-Objective Value-Domain Use 
Agentic-Subjective  Agentic-Objective 
Commitment-Thought 
Partner with Customer –Thought 
Innovation & development Thought 
Teamwork-Thought 

Commitment-Set goal 
Partner with Customer –Set goal 
Innovation & development-Set goal  
Teamwork-Set goal  

Communion-Subjective  Communion-Objective 
Diversity-Apply 
Success-Apply 
Partner with Customer –Apply  
Innovation & development-Apply  
Teamwork-Apply 

Diversity-Role 
Open communication-Role 
Commitment-Role 
Innovation & development-Role 
Teamwork-Role 

 
The results suggest that in the agentic subjective and objective value-domains the same four 
company values were used: Commitment, Innovation & development, Partner with 
customers, and Teamwork. This was consistent during the four weeks. The agentic domains 
(i.e. thinking and behavior) are associated with self-preservation.  These four values seemed 
to fit the best with the participants in this study who wished to use self-preservation in terms 
of consciousness and behavior.  Commitment & teamwork were used most often for more 
subjective purposes, and innovation and development & partner with customers were used 
most often for more objective purposes. Here, the exchange was with others in order to 
maintain one’s self-preservation.  

In terms of the communion subjective and objective value-domains Innovation and 
development, and Teamwork were used in both of the communion domains. Commitment 
was used/crafted in the roles domain. Partner with customers was also crafted in the value 
application domain. In addition, success was crafted in the application domain. Diversity was 
crafted in both the communion subjective and the objective value-domains. Open 
communication, was crafted in the role domain. Working with others required a more diverse 
strategy in order to achieve meaning-making and a social outcome.  

The use of values in particular situations and their effect on value use in the agentic and 
communion domains was the second research question. According to Hypothesis 1, situations 
including individual work and conversations have a positive relation with value use in the 
agentic value use. We tested this hypothesis for value use in the agentic and communion 
specific value use, (e.g. commitment-thought) while controlling for years at the company as a 
level-two variable. Results of the multilevel analysis show that the relation between 
individual work and Innovation & development-thought (γ = .291, SE = .128, t = 2.27, p < 
.001) was positive. The relationship between individual work and teamwork-thought (γ = 
.381, SE = .114, t =3.34, p < .001) was also positive. Conversation was positively related to 
agentic domains in commitment-setting goals (γ = .311, SE = .120, t =2.59, p < .001); Partner 
with customer-thought (γ = .222, SE = .086, t =2.58, p < .001) and Partner with customer-set 
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goals (γ = .234, SE = .067, t =3.49, p < .001) were also positively related. Commitment-
thought, however, was negatively related to presentations (γ = .288, SE = .126, t =-2.28, p < 
.001). Therefore, the conclusion is that the relationship between agentic situations was 
positively related to value use in the agentic domains. 

According to Hypothesis 2, situations including presentations, meetings, and conversations 
have a positive relation with value use in the communion domains.  

This hypothesis was tested for value use in specific agentic and communion domains (i.e. 
diversity-application) while controlling for years at the company as a level-two variable. 
Results of the multi-level analysis show that the relation between presentations and diversity- 
application (γ =.410, SE = .138, t = 2.97, p < .001) was positive. The relation between 
meetings and innovation & development-application (γ =.448, SE = .112, t = 4.00, p < .001); 
individual work and innovation & development-role (γ =.275, SE = .100, t =2.75, p < .001); 
and collective work and teamwork-application (γ =.442, SE = .105, t =4.20, p < .001) were 
all positively related to communion domain values. Conversation was positively related to 
diversity- application (γ =.295, SE = .118, t =2.50, p < .001);diversity-role (γ =.160, SE = 
.075, t =2.13 , p < .001); commitment-role (γ =.248, SE = .102, t =2.43, p < .001); 
Innovation & development-role (γ =.247, SE = .093., t =2.65 , p < .001); Open 
communication-role (γ =.366, SE = .103, t =3.55 , p < .001); and Teamwork-role (γ =.265, 
SE = .115, t =2.30, p < .001) were all also positively related. The results of the specific 
situations where value-domains were used for value crafting are presented in Table 43. 
Therefore, we can conclude that the communion situations had a positive relation with value 
use in the communion domains. 

Table 43 Situations in Which Value Crafting Occurred in Agentic and Communion Subjective-
Objective Domains 

Agentic-Subjective Agentic-Objective 

Presentation 
Individual work 

Conversation  

Communion-Subjective  Communion-Objective 

Presentation 
Meeting 

Conversation 
Individual work 

The third research question concerned the subject by whom a person had been triggered to 
value craft in the agentic and communion domains. According to Hypothesis 3, Triggers (i.e. 
supervisors, clients, letters [internal organizational communications]) have a positive relation 
with agentic value use. The hypothesis was tested for agentic and communion specific value 
use (i.e. commitment-thought), while controlling for years at the company as a level-two 
variable. Results of the multi-level analysis show that the relations between supervisors and 
commitment-thought (γ =.366, SE = .158, t =2.31, p < .001); innovation & development-set 
goal (γ =.408, SE = .142, t =2.87, p < .001); and teamwork-set-goal (γ =.365, SE = .149, t 
=2.44, p < .001) were all positive. The relation between client and innovation & 
development-thought (γ =.464, SE = .160, t =2.90, p < .001) was positive. The relation 
between internal communications (letter) and success-set goal (γ =.668, SE = .251, t =2.66, p 
< .001) was also positive. Therefore, we can conclude that agentic triggers have a positive 
relation with agentic value use. 
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According to Hypothesis 4, triggers (i.e. co-workers, clients, collective work) have a positive 
relation with communion value use. This hypothesis was tested for agentic and communion 
specific value use (i.e. success-applied), while controlling for years at the company as a level-
two variable. Results of the multilevel analysis show that the relations between co-workers 
and success-applied (γ =.316, SE = .136, t =2.32, p < .001); and diversity-role (γ =.264, SE 
= .083, t =3.18, p < .001) were positive. The relations between client and partner with 
customers-applied (γ =.429, SE = .129, t =3.32, p < .001); and letter and open 
communication–role (γ =.546, SE = .241, t =2.26, p < .001) were also positive. An overview 
of which specific triggers were used to value craft in which value domains is presented in 
Table 44.  Therefore, we can conclude that communion triggers have a positive relation with 
communion value-use. 

Table 44 Triggers Used to Value Craft in Agentic and Communion Subjective-Objective Value-
Domains 

Agentic-Subjective  Agentic-Objective  
Supervisor 
Client 

Supervisor 
Internal letter 

Communion-Subjective  Communion-Objective 

Client 
Co-worker 
Collective work 

Co-worker 
 

 
In Part 2, I examine agentic and communion dimensions in which value crafting took place 
and what triggers and situations might play a part in value use.  The complete findings of this 
analysis are presented in Table 45. The findings suggest that situations such as a presentation 
and individual work stimulated the agentic-subjective value-use domain; conversations were 
active in the agentic-objective domain. Presentations and meetings were also active for the 
communion-subjective domain; conversations and individual work were active in the 
communion-objective domain. The analysis results indicate, that supervisors and clients are 
active triggers in the agentic-subjective domain. In the agentic-objective domain supervisor 
and internal letters were active. Clients, co-workers, and collective work were active in the 
communion-subjective domain; and co-workers were part of the communion-subjective 
domain. Table 45 summarizes the results of the analysis. 
 

Table 45 Value-Crafting by Trigger/ Situation, Value, and Domain 
Trigger 
/Sittuation 

Organizational 
Value 

Domain 
 

 Commitment Thought Set goal Applied Role 
Trig sup  2.13    
Sit prsnt  -2.28    
Sit conv   2.59  2.43 
 Diversity Thought  set goal Applied  Role  
Trig cwr     2.22 
Sit prsnt    2.97  
Sit conv    2.50 2.13 
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Table 45 Continued 
 Innov & 

develop 
Thought  set goal Applied  Role  

Trig sup   2.67   
Trig clnt  2.74    
Sit I wk  2.27   2.65 
Sit conv     2.60 
Sit meet    4.00  
 Open Commun Thought  set goal Applied  Role  
Trig ltr     3.43 
Sit conv     3.55 
 Part w Cust Thought  set goal Applied  Role  
Trig clnt    3.20  
Sit doc      
Sit conv  2.58 3.49   
 Success Thought  set goal Applied  Role  
Trig cwr    1.97  
Trig ltr   2.98   
 Team work Thought  set goal Applied  Role  
Trig sup   2.41   
Sit I wk  3.34    
Sit col    4.20  
Sit conv     2.30 

 
 

5.3 Part 3 Introduction  
The ability to capture the complexity of value crafting is difficult. To see if there is an order, 
sequence, or pattern of value crafting in the data required the use of pattern analysis. Pattern 
analysis is used to gain insight into the sequence of the value-crafting pattern, which was 
hypothesized because an account of the context is available (Jurrero, 2002; Bohm, 1987). 
Examining patterns and sequences of events can best be done when the context in which the 
sequence of events occurs is available as part of the analysis. Given the small amount of time, 
pattern analysis was thought to give insight into the previous results.   

With the same data set, participants were clustered and referred to groups of individuals. For 
each week, the group patterns changed according to the values of the variables that were 
ascribed to the object. In other words, the appeal of using (i.e., interpreting, applying, 
propagating, and adopting or adapting) a particular value in a particular place with specific 
people may have implications for the depth of the values attractor or basin. Baseline behavior 
does not always reveal the mechanism of behavior, nor does it always give information about 
the patterning of behavior beyond stable characteristics. Instead it may be found in discreet 
events (Judge, Heller & Mount, 2002; Weiss & Cropanzano, 1996; Epstein, 1994; Fleeson, 
2004). Examining the patterns of individuals who due to the fluctuation of time may use 

 Key: 
Trig sup 

 
Trigger Supervisor 

 
Trig clnt 

 
Trigger client 

Trig cwr Trigger Co-Worker Trig ltr Trigger letter 
Sit prsnt Situation Presentation Sit I wk Situation Individual work 

Sit conv Situation Conversation Sit meet Situation meeting 
Sit col Situation Collective-Work Sit doc Situation document 
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company values within a particular context or people or situation over the four weeks may 
yield some knowledge about where people feel value crafting serves them best. Due to the 
prior investigation of work crafting and value crafting, there were summations about how 
sequential event pattern may impact value crafting. 

5.3.1 Pattern Analysis 
 
5.3.1.1 Classification, the Identification of Subgroups and Ordination  
The multivariate analyses were carried out in three sequential steps with the PATN software 
package (Belbin 1991):  

1. Association between objects. Association measures are measures of proximity, 
distance, dissimilarity, similarity, affinity, correlation or resemblance. The way in 
which a company value was used, defines the descriptor sampled. In the present 
study, the threshold association index was set to 0.5 to yield the relatively small 
number of subgroups: 9-10 for the repeated measures data, randomly;  

2. A non-hierarchical clustering method calculates association between company values 
and between each object (i.e. participants) and the group centroids. Furthermore;  

3. A Principle Coordinates Analysis of the principle coordinates analysis variables, to 
define the orthogonal gradients controlling the presence of organizational value use.  
 

5.3.2 Method 
 
5.3.2.1 PATN Analysis 
PATN is a statistical analysis tool that uses a non-hierarchical clustering method called 
ALOC (Belbin, 1987). The algorithms produce a partitioning of the data into clusters, and not 
hierarchy. PATN generates estimates of association between sets of objects described by a 
suite of descriptors, and the classification of objects into groups, thus condensing the 
information, and displaying the patterns in the data graphically (Griffiths, 2010).  

In the analysis, a centroid participant in the matrix was arbitrarily chosen as the seed, and the 
objects (participants) were allocated to groups according to the weights of their use of a 
particular value in a particular domain by means of the Principle Component Correlation 
(PCC). The group centroids were classified according to occurrence (i.e. present or absent) of 
value use with the Gower (1971) pairwise association measure. In order to see the differences 
between the association of the centroid and the grouped objects. The Bray & Curtis (1957) 
association measure was used; the full set of participants was clustered and referred to 
different groups.  

The ordination method used in PATN is called a Semi-strong Hybrid MDS (SSH). It uses 
linear regression for association values less than a user-defined threshold, the default being 
0.9, and the ordinal regression for values above the threshold. By standardizing the scaling 
from the original random coordinates in the selected dimension, the relationships between the 
points in the system are not arbitrary. However, the axes are somewhat arbitrary. As with 
most multi-dimensional scaling programs (MDS), the issue of stress is used to judge how 
well the objects are being fitted in a dimensional space. Stress is related to the number of 
dimensions selected for SSH. In other words, the more dimensions, the lower the stress. See 
Table 46, for more details. 
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Table 46 Rule of Thumb for Stress (after PATN helpline stress section) 
>0.3 Try again 
0.2 to 0.3  Not great 
0.15 to 0.2  Lower would be better 
0.1 to 0.15 Ok 
<0.1 Not bad at all 
<0.05 Very good 

  

5.3.3 Results  
 
5.3.3.1 PATN Analysis  
An analysis of the entire four weeks of the study was done on rows (participants) with the 
Gower Metric association measure (Gower, 1971).  The classification strategy for the 
analysis was: non-hierarchical. The clustering method used between the variables (i.e. the 
values) was the Bray & Curtis association measure (Bray & Curtis, 1957). The model stress 
was 0.2.  This signifies that a lower stress would have been better, but nevertheless it will 
suffice for all intents and purposes. The ordination method was used; SSH with the cut-off 
equaling 0.900 in three dimensions. The number of random starts was 10 with the maximum 
of iterations being 50. The random seed value created was 1235. The ANOSIM analysis on 
rows and columns seed was 1245, with 100 iterations for each. The groups and the axes were 
then generated by PATN. The PCC with selected Variables MCAO on Variables run with 
PCC seed of: 1245 with 100 iterations resulted in 9 groups, and these results are presented in 
Figure 39. Each group has a different color relating to its distance from the centroid.   

 
Figure 39 Pattern of Value Use Over Four Week Total Data Set (N=71) 

  
The results suggest that the individual participants used values very differently in the study. 
Here we see the visualization of the between-person level variance is shown, which can also 
be seen in Table 41. The groups PATN created represent the high variance in participants 
who used values in particular domains over the four-week period. Because PATN made 
random seeds and groups from the 8 company values, 9 groups were created. The two larger 
groups of value-domain use that are represented here are groups 2 and 5. Smaller groups, 
such as group 1, contain three people including the randomly assigned seed (centroid). 
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Based on individual participant’s four week organizational value use, the pattern of company 
values-use is hard to decipher. What can be discerned from the figure is that people who were 
in different groups, for example 2 and 5, were maybe using some of the same value domains; 
hence, their particular grouping and the dots distance from the centroid. The cumulative 
results of this study give direction as to how the motivations of individuals’ own job 
satisfaction from applying values on work and the desire to convince others to use company 
values may be turned into a desire to apply company values for one’s own goals and/or those 
of the team/ organization. These relationships can be used in a team dynamic, and with 
guidance it may be possible to see the between-person differences shift to form patterns over 
time that are consistent with particular value-domain use.  
 

5.4 Conclusion and Discussion  
In this chapter spontaneous value crafting is tested. The uncertainty regarding people’s 
willingness and motivation to participate in their natural work environment was a concern. As 
the work-design model is developed for people to use in their everyday work, it was 
necessary to take into account uncertainty, as it could pertain to the individual participants’ 
motivation and ability to use company values in their work.  

In the first part our findings suggest that the spontaneous application of company values in 
weekly work has a significant relationship to perceived satisfaction with the result of using a 
value. In terms of perceived work performance, applying company values and convincing 
others to use company values in work are also significant. In essence, the internal-subjective 
motivational factors were most prevalent for perceived satisfaction and work performance. 
There was also significance for the external objective motivational factor when it came to 
work performance. Work engagement for the participants in this study was, to a large extent, 
directly related to both perceived satisfaction with the result of the use of a value, and with 
work performance. This is consistent with earlier studies (Schaufeli & Bakker, 2010; 
Beauregard, 2011; and Zueva-Owens et al., 2012). These prior studies have also found that 
work engagement’s relationship with personal resources is in line with Hobfoll’s (2002) work 
that suggested that existing resources bring more resources, and with Kira et al. (2010) who 
suggested that the development of personal resources is a functional part of individual 
strength and coping ability. In this study, Organizational Based Self-Esteem (OBSE), a 
personal resource, was found to be significant and related to work engagement. As such, the 
influence of personal resources to motivate employees has also been identified in previous 
work (Hackman & Oldham, 1980; Piccolo & Colquitt, 2006). The relationship between work 
engagement and job resources has been documented in prior research (Demerouti et al., 
2001; Xanthopoulou et al., 2008), but in this analysis there were no significant relationships 
between weekly work engagement and job resources. This is perhaps because job resources 
were measured on the between level, while work engagement was measured on the within 
level.  

Part 1 extends previous research by introducing company values to the motivational process 
of the JD-R model and by examining how the use of company values could fit in this model. 
The findings indicate that using company values (partially) mediates the effects of work 
engagement (i.e. vigor and dedication) on satisfaction with the result of the use of a value and 
work performance. This was particularly the case for applying values and convincing others 
to use company values in work. The significance of this finding is that people were 
influenced by their interior motivations to exhibit exterior proactive behaviors and to use 
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company values to enhance satisfaction with the result of using a value and work 
performance for themselves. This might indicate that this activity could be sustainable and 
participative in certain situations. 

Most prior research on employee proactivity in the workplace has targeted aspects of work 
tasks, comprehension of work, and social roles within work (Berg et al., 2010; Wrzesniewski 
& Dutton, 2001). There has been little research done on values being deliberately used as 
mechanisms for (facilitating or provoking) proactive behavior in the workplace. In the study, 
individuals applied values in their work - also by convincing others to use values - in an 
authentic work environment during a corporate merger. The lesson learned from Part 1 is that 
communion, subjective, and objective domains are positively related to motivational aspects 
of value crafting.  In terms of motivation, internal/subjective motivation comes from the 
application of the values. The objective/external motivation comes from taking the role of 
convincing others to use company values during the four weeks of the study.  

In Part 2, I built on the findings of the first part. Here, I surmised there is a significant 
relationship between certain values and domains, triggers and situations for value crafting 
based on how one uses that motivation for self-interest or the interest of the group. I wanted 
to look at the data from an agentic and communion lens. This may help me to think about 
value crafting differently, and how the different situations and triggers have an effect on 
organizational value use. 

The results indicate that when participants in this diary study spontaneously used company 
values they made distinctions about which value-domain (e.g. commitment-thought) they 
used with particular triggers (e.g. client) and in certain situations (e.g. meetings). For the 
participants in this study, the company values of commitment, partner with customers, 
innovation & development, and teamwork were all values that they chose to use in both 
agentic-subjective and -objective domains. The company values of innovation & 
development and teamwork were used in both communion-subjective and -objective 
domains. The company values of diversity, success, and partner with customer were used in 
the communion-subjective domain. Lastly, the company values of open communication, 
diversity, and commitment were used in the communion-objective domain.  

As stated earlier, the holon is comprised of four domains in which all development takes 
place. The four domains are comprised of developmental streams (i.e. values) and exterior 
development (i.e. actions). These have a relationship with the direction of those thoughts and 
actions in terms of agency (i.e. personal intentions, and goals) and communion (i.e. social 
roles, influence, and sharing).   

Kurtz and Snowden (2003) pointed out that what one knows and what is knowable are 
important points of departure for making sense of new things and for categorizing what is 
immediately more useful in a situation. In this way, it is also plausible to make the 
connections between the use of these values of diversity, success and open communication. 
The degree of success that one has in a situation starts with one’s own subjective measure, of 
what is known (Ng et al., 2005; Seibert & Kraimer, 2001). Diversity will implicitly involve 
the cohesion and division of similarities and differences that are drawn on what is knowable 
(Hogg & Terry, 2000; Tropp, 2003). Values that speak to this idea of immediate by usable 
knowledge seem most needed for communion value-domain use. 
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In value crafting, prompting the development and diffusion of company values within an 
organization, by the individual, collective, or organizational-holon attributes to the translation 
of the four domains into cohesive transformational change (Holloway et al., 2011). The 
knowledge gained from Part 2 is that spontaneous value crafting did take place in all four 
domains, as presented in Table 47.  

Table 47 Value Use in Agentic Subjective and Objective Domains 
Agentic-Interior 
subjective 
Thought  

Agentic-Exterior 
objective 
Behavior  

Communion-Interior 
subjective 
Application 

Communion-Exterior 
Objective 
Roles 

Commitment Commitment  Commitment 
Partner 
w/Customer 

Partner w/ Customer Partner w/ Customer  

Innovation & 
Development 

Innovation & 
Development 

Innovation & 
Development 

Innovation & 
Development 

Teamwork  Teamwork  Teamwork  Teamwork  
  Diversity  Diversity  
  Success   
   Open 

Communication 

In Part 3, the aim was to better understand the direction and shape of the data set; to better 
understand how people were spontaneously using (i.e., interpreting, applying, propagating, 
and adopting or adapting) company values over time. In all three of the analyses, it was 
important to try to capture the elements of time, i.e., ancillary, contextual, internal, and 
defined time (Singer & Willett, 2003), and how each of those interconnected elements had a 
role in the analysis. The connections between ancillary time predictor (i.e. situations and 
triggers), and contextual time affected by the outcome, i.e., a change in the four domains in 
which value use (e.g., thought, setting goals, convincing others, and applying values) 
happens, and internal time, i.e., the particular company value used, were more easily 
identified in the analysis. Capturing the effects of the predefined value of time, i.e., weeks, 
was a more elusive. At this time making a prediction about the trajectory of participant value 
crafting is not possible. 

The finding does clarify one of the points regarding the need for directed or instructive 
intervention when it comes to value crafting. It is difficult to find patterns of value crafting in 
individual participants. The within-person variability was quite high in Part 2 and it is 
consistent with our unsuccessful efforts to find patterns for this short period of time. 
Although we did not find patterns, we do believe that people do use values and with 
instruction it may be possible to design where and when crafting can happen. What we can 
conclude is that the pattern of value use over the four weeks is weak, and as each individual 
made his or her own pattern of value crafting within this segment of time, it was not feasible 
to distinguish a pattern of use.   

The results of this three-part study bring to light two important points. The first important 
point is that value crafting works, because clearly over the four weeks participants selected 
values and used them as was hypothesized in this study. Participants used different company 
values in different instances for agentic and communion gain (see Table 49). They used 
values with different coworkers, managers, and outside stakeholders for those purposes (see 
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Table 45). This makes clear the necessity of making the company values very distinct to 
people who use them. This is especially the case in a team setting. Actions have to be in sync 
for goals and strategies in dynamic work spaces to work well.   

The second important point is that non-directional value crafting is possible. When people 
were free to use values (i.e., interpreting, applying, propagating, and adopting or adapting) 
within the work environment, they did. However, it was inconsistent, unfocused, and without 
direction. This makes it very clear that value crafting needs to be a facilitated intervention for 
the use of company values to serve as a tool between different stakeholders. It is clear; a 
facilitator would make value crafting more cognizant, and give focus and direction to a 
team’s work. The findings contribute to making the next step in the design of the value-
crafting intervention and model. To this end, it is important to find a balance between the 
agentic and communion domains of motivation and influence on the value-crafting process.  

The implications for the intervention are such that the motivation of the participants will need 
to be stimulated, so they can create their own experience of crafting values in their own 
situations, and with the people they feel will benefit most. They will also need to discover the 
benefits for the team, which needs to be guided by a facilitator in order to keep teams 
focused, and allow for unique solutions.  Spontaneously crafting company values in this 
study does show some holonic aspects, i.e., the juxtaposition of taking external (agentic or 
communion) action that is dependent on internal (agentic or communal) perception of a 
company value is consistent with that. Therefore, both agentic and communion aspects will 
need to be promoted throughout the value-crafting intervention. In the following chapter, the 
elements that have been accumulated over the course of the study, knowledge and concepts, 
will be integrated into a value-crafting intervention tool prototype. 
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Chapter 6: Designing a Model and Intervention 
Tool for Value Crafting 
 
In this chapter, the Concept – Knowledge Theory (C-K theory) is adopted to trace the 
trajectory of fundamental logic and the design reasoning process development in the PhD 
project. It enables the creative iterative process to unfold without having to sacrifice scientific 
integrity. As such, Hatchuel & Weil (2003) pointed out that developing a theory of design 
involves two requirements. First, not only do the reasoning and knowledge need to be 
established, but the concept and creativity that is part of the interactive nature of formalizing 
design must also be set in place.  
 
I will trace the development of the value-crafting model and intervention tool. In this respect, 
I will draw on the data collected, concepts explored, and a synthesis of literature throughout 
the studies that builds on the findings. As with most science-based product development, 
each phase of the design process serves to build the model; this is depicted in Figure 40.  

 
Figure 40 The Development of Value Crafting 

(After: Hatchuel, Le Masson & Weil, 2005: 349) 
 
The value-crafting intervention is a ‘product concept’ that needs to be functionally defined, 
and draws on a program of scientific research about the main phenomena associated with the 
product (Hatchuel, Le Masson, & Weil, 2005: 345-346).  In each of the previous studies in 
this PhD project, the various requirements for constructing a value-crafting intervention tool 
were viewed as already-existing knowledge inferred from the literature (in Chapters 3-5) and  
new ideas in the realms of both science and concepts that were also discovered in Chapters 3-
5. Each of the resulting rough designs was thus lightly tested as a ‘proof of concept’, i.e., they 
were tested in practice sometimes as part of a quasi-experimental design, in order to learn 
from it. In this chapter, we create a model and an intervention tool that culminates all of these 
earlier concepts and knowledge.  
 
The purpose of this chapter is to examine the individual studies in relation to the development 
of the value-crafting model and intervention tool. In Section 6.1, a description of the design 
process captured with the context – knowledge (C-K theory) will be explained. In Section 
6.2, the C-K theory results of each of the studies in the PhD project and the contribution to 
the design of the value-crafting model developed will be explained. In Section 6.3, the 
prototype of the model and intervention tool will be described. Lastly, Section 6.4 contains a 
discussion of the constraints and considerations of the value-crafting model and intervention 
tool for testing in the workplace.  
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6.1 Methodology   

6.1.1 C-K Design Theory 
The C-K theory is used in this chapter to develop the final value-crafting model and 
intervention tool. The C-K theory was utilized in order to document the iterative cognitive 
process of gathering the concepts and knowledge needed to develop value crafting throughout 
the PhD project. In the empirical studies described earlier in Chapters 3-5, the intervention 
and implementation plans were documented. Knowledge discovery and development is an  
iterative process (Kerssens-van Drongelen, 2001) and when one follows such a process a 
presumptive trajectory of development (i.e. investigation, description, justification) can have 
various strategies or designs, and use different methods to achieve this end (Kerssens-van 
Drongelen, 2001).   

The development of the model and intervention tool for value crafting was carried out by 
following a number of steps, involving an intervention plan using CIMO logic (see Section 
2.2.2), and the C-K theory. This has amounted to an iterative design process that examines 
knowledge and concepts developed in knowledge and concept spaces. The C-K theory is a 
“unified design theory” (Hatchuel & Weil, 2009: 181) that was first introduced in 2003 by 
Hatchuel and Weil. Knowledge (K) space is defined by existing and established knowledge. 
Concept (C) space contains concepts that are unknown or that have not yet been established. 
In partitioning propositions into these two spaces, the design and specification of solutions 
are mapped. In this mapping there are moments where ‘crazy concepts’ are used to help 
shape the new design. ‘Crazy concepts’ are concepts that “force the designer to explore new 
sources of knowledge” (Hatchuel, Weil, & Le Masson, 2013: 154), and these ideas help to 
create new concepts. Hatchuel et al. (2013), also pointed out that this is different from trial-
and-error reasoning, as unlike trial and error reasoning ‘, crazy concepts’ are not necessarily 
based on any predefined possible outcome.The C-K design theory aims “to offer a clear and 
precise definition of ‘design’ (…) [and] to offer a theory where creative thinking and 
innovation are not external to design theory but are part of its central core” (Hatchuel & Weil, 
2003: 1-2).  

Design is a process in which a designer frequently moves from the knowledge space (K) to 
the concept space (C) and back again. “We call ‘disjunction’ an operation that transforms 
propositions of K into concepts (going from K to C); and we call ‘conjunction’ the reverse 
operation (going from C to K)” (Hatchuel & Weil, 2003: 8). Design is defined as “the process 
by which K  C disjunctions are generated, then expanded by partition or inclusion into C 
 K conjunctions” (Hatchuel & Weil, 2003: 8), and as the expansion of both the K and C-
spaces, through the application of design actions that are called ‘operators’. There are four 
operators:  
 

1) The inputs from the knowledge space: K  C  operator = ‘disjunction’.  
2) Developments in the concept space: C  C operator = ‘expansion by partition or 
inclusion’.  
3) The outputs of the concept space: C  K operator = ‘conjunction’.  
4) Development of the knowledge space: K  K operator = ‘expansion by reduction’ 
(Hatchuel, Le Masson, & Weil, 2004).   
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Figure 41 shows a first take on the design process of the value-crafting model with the C-K 
theory. 
 

 
Figure 41 The Design Process of the Value-Crafting Model with C-K Design Theory: 

The Design Square and its Four Operators 
(after Hatchuel & Weil, 2003; Hatchuel, Le Masson & Weil, 2004: 4) 

 
 In this study, all of the operators were used to develop the value-crafting model and 
intervention tool.  
 
6.1.2 Design Process 
In this research, I have conducted four individual studies that have guided the development of 
the value-crafting model and intervention tool as follows: 
 
Study 1: Measuring organizational culture and corporate values: No actual development of 
new (intervention) concepts took place. The goal was to become more familiar with the 
topics of this research and the existing frameworks to both measure and analyze them, and to 
apply statistical methods for the analysis of ipsative data. A statistical nonparametric method 
for the analysis and test of ipsative scores borrowed from geometry was adopted, further 
adapted, and actually used in this study. The first ‘crazy concept’ to use organizational values 
as a basis for interventions did emerge. 
 
Study 2: Designing a model and intervention method to craft work instead of jobs: Based on a 
review of the job design / job crafting literature, and an exploration of the integral-theory 
framework, the work-crafting concept was developed. Based on the ‘crazy concept’ to 
operationalize the work-crafting concept by means of a game of cards, a preliminary work-
crafting model and intervention method were developed and tested in practice (‘proof of 
concept’). 
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Study 3: Designing a model and an intervention method to craft work with organizational 
values: Extra knowledge from complexity research was reviewed, and consequently 
imported. By re-using the work-crafting model and intervention method, the ‘crazy concept’ 
of ‘crafting work by picking an organizational value’ was added to expand the model into a 
value-crafting model, which hence resulted in a preliminary, stepwise intervention method 
that was tested in practice (‘proof of concept’). 
 
Study 4: Designing a model and an intervention method to capture naturally occurring value 
crafting: Extra knowledge about personal and job resources was reviewed and consequently 
imported. By re-using the value-crafting model and intervention method, the ‘crazy concept’ 
of a ‘do-it-yourself’ approach was added so as to expand the value-crafting model into a 
preliminary value-crafting diary method that was tested in practice (to establish an initial 
‘proof of concept’). 
 

6.2 Results of the C-K Design Process 
In this section, the results of the C-K design process in each of the studies described in 
Chapters 3 – 5 are presented in detail. 
 
6.2.1 C-K Results of Study 1 
In Study 1, at the start of the PhD project, only a limited part of the K-space was known. The 
concept of organizational culture and values, as well as resource development in an integral 
theory framework were all part of the initial literature sought to devise the methods and 
eventual results for that study. A questionnaire was designed that asked employees about 
preferences regarding their current and desired organizational culture and how new company 
values could influence the organizational culture.  
 
This study suggested that the general perceptions employees had about the new company 
values were somewhat predictive of their current organizational culture type, but the new 
company values did not seem to have the same implications for the desired organizational 
culture type. In terms of C-K theory, we were able to expand the K-space by developing a 
new method for making an analysis of the ipsative scores from the survey that had been 
devised. In the C-space, it was possible to conceive that organizational values had the 
potential to be used as a tool for the purposes of crafting work and crafting organizational 
culture following organizational restructuring processes, such as a merger and acquisition 
process, see Figure 42. 
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Figure 42 C-K Results of Study 1 

 
6.2.2 C-K Results of Study 2 
In Study 2, the knowledge space consisted of literature pertaining to job design and crafting, 
resource development, and integral theory. The concept space served to introduce the work-
crafting model concept, and the development of a card game based on the integral theory 
framework to operationalize the work-crafting intervention.  
 
In terms of the C-K theory, the development of the work-crafting concept and the work-
crafting intervention enriched the C-space expansion. In essence, it served as a point of 
departure to explore whether the crafting idea could utilize the integral-theory framework in 
an intervention format, see Figure 43. 
 

 
Figure 43 C-K Results of Study 2 

 
6.2.3 C-K Results of Study 3 
In the knowledge space of Study 3, both the liurature on job-crafting and integral-theory was 
enhanced by adding complexity-research literature.  
 
In the concept space, we created a preliminary method to craft work by using organizational 
values in a business context, called value-crafting. This intervention method contains four 
steps, i.e., 1) picking an organizational value and better understanding it; 2) developing 
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intentions concerning what to do with it within a project context; 3) applying it to daily work; 
and 4) adopting the value. The cycle concept was added as a means for facilitating the 
domain actions. This was then developed further into a practical activity tool and empirically 
pilot-tested in two small innovation teams at a Dutch subsidiary of the IPC (Holloway et al., 
2011). The C-K design-process results of Study 3 are summarized in Figure 44 
 

 
Figure 44 C-K Results of Study 3 

6.2.4 C-K Results of Study 4 
In Study 4, the literature inputs included the addition of personal and job resources as well as 
longitudinal data-gathering techniques and pattern analysis. Within the concept space, most 
of the focus was on the ideal of self-guided crafting and its pattern effects. The C-K design-
process results of Study 4 are summarized and can be seen in Figure 45.  

 
Figure 45 C-K Results of Study 4 

 

6.2.5 The C-C Developments in the Concept Space (Studies 1-4) 
The development of the value-crafting model was based on the information gathered in the 
aforementioned studies. In Study 1, becoming familiar with topics of interest and examining 
the use of organizational values emerged as a focal point for the creation of an organizational 
change intervention. In the second study, we examined a work-crafting model that was the 
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precursor to the value-crafting model. We used a card game in Study 2, whereby participants 
picked a domain in which they would like to develop their behavior. As they played, most 
participants made card choices based on communal aspects. An important aspect to be 
considered here is that people made work-crafting choices. Having the card game helped to 
facilitate thinking (intentions), flexible task building (tasks), mindfulness about how to 
improve the group process (values), and invoke participative (roles) in the process instead of 
the role they may have otherwise filled. In Study 3, organizational values were used as a 
means of changing behavior and encouraging participative and proactive work within two R 
& D teams. In Study 4, we further expanded the concept of people choosing their value to 
have a non-directed process whereby people could choose any one of the organizational 
values available to them for four consecutive weeks. For a summary of the C-space 
development, see Figure 46. 
 

 
Figure 46 Expansion of the Concepts (Studies 1- 4) 

 
6.2.6 The Outputs of the Knowledge and Concept Spaces 
The iterative process between concept and knowledge space provided the impetus for the four 
studies. In Study 1, we developed a new way of analyzing the ipsative scores with a statistical 
nonparametric method for the analysis and test of ipsative scores borrowed from geometry. 
Conceptually, the usage of organizational values as the basis for the intervention emerged. In 
Study 2, the work-crafting concept and intervention were new knowledge outcomes, and 
conceptually operationalizing the integral theory into a card game was an important step. In 
Study 3, the development of the value-crafting concept and the first intervention in the small 
R & D team were good instruments’ for developing this tool. In terms of outcomes in the 
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prior studies, the development of the concept space was directed primarily by a researcher.  
In Study 4, the emphasis was on non-directed value crafting during a four-week period. This 
made it possible to look at natural, longitudinal patterns that had been conceptualized for 
value crafting. In a sense, we were able to construct and deconstruct the 
mechanisms/dimensions of the holon concept and examine their parts (i.e. internal vs. 
external dimensions and agentic vs. communal dimensions) in Part 1 and 2, and then examine 
these dimensions holistically in Part 3, in which the final concept was presented. In Figure 
47, the full C-K design process is shown. 

 

 
Figure 47 Inputs, Outputs, and Developments for the Concept and Knowledge Spaces 

 

6.3 The Value-Crafting Model and the Intervention-Tool Prototype 
 
6.3.1 Condensed Theoretical Background of the Value-Crafting Model 
Work design has been described as a part of an employee’s daily activity. It helps to 
articulate the context and shape of those activities and realities that surround them at work 
(Grant, 2007; Grant & Parker, 2009), Within work design there is also the opportunity for an 
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ongoing participative or collaborative process that can be fostered when crafting one’s own 
work (Wrzesniewski & Dutton, 2001), and this adds to the importance of sustainability as a 
goal in work design. Increasingly, the conceptualization of work needs to keep pace with the 
post-industrial context in which most work is done (Kira, Van Eijnatten & Balkin, 2010). 
 
The disconnect with the post-industrial work context informs our motives for developing 
value crafting in order to use organizational values to interpret situations of opportunity; to 
apply action plans in teams; to propagate their wishes and demands with others for the good 
of themselves and that of the team, as well as to adopt transformational ideas and behaviors 
for immediate, temporary, or long-term purposes. That is why a complexity perspective was 
taken as a point of departure to study the developmental process. Complexity takes into 
account “the simultaneous uniqueness and integration of system elements” (Kira & Van 
Eijnatten, 2008a: 750). Value-crafting is designed to “capture the unique adaptations of 
organizational values as the elements in a dynamic work design process” (Holloway et al., 
2011: 19). In addition, it was essential that the unit of analysis, the ‘holon’ concept (see 
Section 1.5.3), would be able to take into account the connectivity aspect of any entity.  
 
In Figure 48, job crafting, work crafting, and value crafting with the integral-theory 
framework are illustrated. 

 
Figure 48 Job Crafting, Work Crafting and Value Crafting illustrated, 

Using the Integral-Theory Framework 
Holloway, Van Eijnatten, & Van Loon, 2011: 23 

 
 

The aim of the development of the value-crafting intervention as a tool is to better solidify the 
formulation of work-group intentions, the creation of action plans and the execution of 
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behaviors, the reflection on those plans and behaviors, and the adoption or adaptation of 
organizational values. The value-crafting intervention is intended to help craft work with 
organizational values as well as craft organizational culture through organizational values by 
prompting the development and diffusion of organizational values. In doing so, both 
individual satisfaction and performance can be improved. 

The basic proposition is that at the individual level work satisfaction and performance may 
result from the use (i.e., interpreting, applying, propagating, and adopting) of organizational 
values, and improved organizational culture cohesion may be the consequence at the group 
and organizational levels, see Figure 49. 

 

 
Figure 49 A Model for Value Crafting 

 
6.3.2 The Value-Crafting Intervention Tool 
The Value-Crafting Intervention (VCI) is defined as a tool that individuals can use to change 
the contents of their daily work by using (i.e., interpreting, applying, propagating, and 
adopting or adapting) organizational values. VCI is a complex and dynamic process that 
involves the use of organizational values within one’s work, where task, cognitive, relational, 
and cultural boundaries can be changed as part of the crafting process. It is the goal of the 
intervention to change both the contents of daily work and organizational value use.  
 
The VCI embodies both a theoretical framework and a set of intervention activities. The 
value-crafting cycle (VCC) is used to craft work by using organizational values. It contains 
four discrete steps: 1) The selection of a company value; 2) The setting of goals and the 
change of behavior; 3) A reflection on the resulted performance; and 4) The adoption or 
adaptation of the company value (see Figure 50). 
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Figure 50 The Value-Crafting Cycle (VCC), Seen Through an Integral-Theory Lens 

Holloway, et al., 2011: 30 

 
 

In order to provide a possible intervention solution, the context, intervention, mechanisms, 
and outcome were structured by means of the so-called CIMO logic (see Section 2.2.2). By 
using the CIMO logic, the formulation and structure of the value-crafting intervention (VCI) 
can be placed into perspective, see Figure 51. 

 

 
Figure 51 Value Crafting in Terms of CIMO Logic 

 
It is assumed that the Value-Crafting Intervention (VCI) can be used within the context (C) of 
organizational change and development. The VCI is applicable in project work: in cultural 
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assimilation following a merger or acquisition, in individual reflection processes, and in 
management training courses at the individual, dyad, team, or larger group levels. The VCI is 
applicable in processes of organizational development and change (e.g., inter-departmental 
communication, post-merger integration, geographical cross-cultural changes), when the 
parties involved have a set of organizational values, and are willing and able to use them as 
part of their cultural development within the company. 

The VCI is not applicable in situations where significant cultural and structural changes are 
not yet developed, or when participants within an organization cannot understand the purpose 
of their involvement in the change process, and the organization has not yet established 
organizational values. If participants feel they have little impact on their organization, they 
are unlikely to accept the premise of organizational values having a role in their daily work. 

The value-crafting intervention (I) is designed to be a collaborative learning tool.  To 
reiterate, there are four discrete intervention steps that make up the value-crafting cycle: 1) 
The selection of a company value; 2) The setting of goals and the change of behavior; 3) A 
reflection on the resulting performance; and 4) The adoption or adaptation of the company 
value in order to apply it in the work or cultural changes. 
 
The mechanisms (M) by which the process of value crafting is assumed to be energized are 
two-fold: 1) translation, and 2) transcendence.  
Ad 1): Continuous or linear growth is achieved by translation, see Figure 52.  
 

 
Figure 52 The Mechanism of Translation 

 
It is the process of diffusion between the four holon domains, i.e., the conscious self, the 
behavioral self, the social self, and the meaning-making self, whereby developmental 
capacities are pooled between these domains. A general example of a translation could be to 
interpret a word from one language to another language, (e.g. tree in English or boom in 
Dutch). 
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Ad 2): Discontinuous or non-linear growth is achieved by transcendence (see Figure 53). It is 
the process of transformational change leading to more complex or next-level development in 
each holon domain, i.e., the conscious self, the behavioral self, the social self, and the 
meaning-making self. An example of transcendence might be characterized as a student’s 
movement from one grade-level to the next grade-level in school. The student’s transcendent 
movement to the next grade represents a mode involving more complex learning and 
understanding. 
 

 
Figure 53 The Mechanism of Transcendence 

 
The value-crafting intervention (VCI) has been designed in order to facilitate organizational 
change process outcomes (O). In these instances, control and workload may hinder human 
and organizational performance in fields such as service and production (c.f., Karasek, 1979; 
Karasek & Theorell, 1990). As work has become more of a responsibility in some instances, 
value crafting could boost further development in work teams. The VCI is intended to help 
create a new corporate culture by prompting both the development and diffusion of 
organizational values.  
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The following serves as an example of what the VCI might look like. The intervention is 
broken up into four sessions with an indication of the time duration for each session. This 
hypothetical movement through the different parts of the workshop will be dependent on the 
group itself. The intervention consists of at least four to five sessions, each session 
representing a step in the VCC. A session lasts from one to two hours and the workshop 
would last a minimum of four hours to accommodate the minimum time needed for each of 
those sessions. In this hypothetical example the workshop consists of four sessions which are 
conducted on separate days: 
 
The Workshop (in Four Sessions) 
Purpose: To direct people to use organizational values as a communication tool 
Benefits: a) Better understanding of the usefulness of organizational values.  

b) Learning how value-crafting can be used in strategizing one’s own work as well 
as developing participative/collaborative work strategies in the organization. 

SESSION 1 
Part 1 (10 min. welcome and introduction) 

1. Introduce yourself. 
2. Review the purpose, objectives, and benefits of the session. 

 
Part 2 (± 1 hour 30 min.) Introduction to the value crafting cycle (PowerPoint presentation / 
or Prezi) 

3. Begin explanation of the Value Crafting Cycle (VCC). 
4. Ask if there are any questions. 
5. Continue building rapport and use VCC terms (intentions, translation) focusing on the 

steps and the translations between the steps. 
6.  Ask if there are any questions. 
7. Ask participants what they think the VCC is conceptually; have them discuss 

development in each step (show a picture of the VCC from the presentation). Hold a 
general discussion and engage in dialogue. 

 
Break 15 min. 
 

8. Ask if there are any remaining questions that they would like to ask. 
9. Have the group talk about the organizational values in their organization. 
10. Let the group pick or create an organizational value to work with for the duration of 

the session. This is Step 1 of the Value-Crafting Cycle. 
11. Homework: using the knowledge gained from the session thus far, ask participants to 

think of, and to write down at least one topic they can develop within the VCC. 
 
SESSION 2 
Part 1 (± 10-20 min.) Review  

1. Discuss with the group the Value-Crafting Cycle (VCC) 
2. Go over the homework and collect topics.   

 
Part 2 (± 15-30 min.) Continue to Step 2 of the value-crafting cycle (PP presentation / or 
Prezi) 

3. Begin with a recap of the organizational value the group picked in the prior session. 
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4. Ask if there are questions and the group is sure of their choice and in agreement with 
each other. 

5. Go over the homework and dialogue about the idea each person had about when they 
thought it could be used in a work situation. 

6. Ask if there are any questions. 
 
Break 10 min. 
 
Part 3 (±1hr) Group will develop and discuss goals and solutions  

7. Make sure the group members have chosen their value, and have done their 
homework. 

8. Ask participants to read and think about how they could develop their work situation 
by using the information they have received thus far. Use the agreed upon value and 
the resource/competence they  have developed for homework. What was the goal they 
wanted to achieve? 

9. Have the participants then come together, go around the group and engage in dialogue 
with the members about their homework, and come up with some goals that include 
using the organizational value that they have chosen. This is Step 2 of the Value-
Crafting Cycle. You should move around the room and check the progress each group 
has made.  

10. Ask if there are any questions. Finish the goal, and intention /solution development. 
 
Break 10 min. 
 

11. Ask if there are any remaining questions. 
12. Homework: Using the knowledge gained from the session thus far, ask participants to 

think of, and write down at least one situation in which they can or could have used 
the value-crafting cycle.  

 
SESSION 3 
Part 1 (± 10 min.) Review  
Go over the material and the homework with the group.  
Part 2 (± 15-30 min.) Development 

1. Begin the explanation of the value-crafting cycle Steps 3 and 4. 
2. Ask if there are any questions. 
3. Reflect with the group on its goals and intentions / solutions, and how they have been 

shaped in their work since the last session. This is Step 3 of the Value-Crafting Cycle. 
4. Ask if there are any questions. 

 
Break 10 min.  
 
Part 3 (± 1 hour) Talk about culture, differences, and communication 

5. Have people divide into pairs, or small groups depending on the team’s size. 
6. Have a brief interactive dialogue about culture, and how this can also affect goal 

setting within and between departments. Ask the group to give examples (between 
departments, parts of the country, parts of the company, different countries, etc.). 

7. Using the homework from the last two sessions as a guide, the participants create a 
scenario that incorporates the VCC and all four steps of the VCC, using the 
organizational value that they have chosen. This is Step 4 of the Value-Crafting Cycle. 
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8. Have the subgroups share their scenarios. The group should be able to identify their 
actions, particularly the adoption or adaptation of the value, in the fourth step of the 
VCC. 

9. [Alternative: Administer Single Ease Questions (SEQ) and the After Scenario 
Questionnaire (ASQ)]. 

 
Break 10 min. 
 

10. Ask if there are any remaining questions. 
11. Homework: using the knowledge gained from the session thus far, ask participants to 

think and write down their four-step plans. They should try to value craft at least one 
situation before the next session. 

 
SESSION 4 
Part 1 (± 10-20 min.) Review  

1. Go over the homework, individual value-crafting in their work. Discuss and engage in 
dialogue with the group: 

a. What were the difficulties?  
b. What was the difference between what they planned and what happened?  
c. What were the obstacles for trying, or not trying it in their work? 

 
Part 2 (± 1 hour) scenario games: Guess that quad! 

2. Groups will present/ act out their scenarios in front of the colleagues, and everyone 
has to guess what they are value-crafting. 

3. After all of the groups/ individuals have presented their scenarios, ask for feedback. 
a. Are they convinced this could help in their work?  
b. What is still not working? 

 
Part 3 (15 min.) Debriefing  

4. Ask the group to think with you about making value crafting clear for anyone or 
another group that is having a difficult time with the concept. 

5. Ask if there are any other questions. 
6. Remind the participants that this workshop was intended to help them develop their 

own value-crafting strategies, and to help them build confidence in their ability to use 
organizational values in their daily work.  

 
Part 4 (10 min.) Exit questionnaire 

7. Have a brief Questions and Answers session (Q&A), if necessary.  
8. [Alternative: administer an exit questionnaire to the participants: System Usability 

Scale (SUS) (Brooke, 1996; Finstad, 2006), Single Ease Questions (SEQ) (Sauro & 
Dumas, 2009), After Scenario Questionnaire (ASQ) (Sauro & Dumas, 2009), and 
Heuristic Questions (HQ) (Yeap, 2009).]. 

  

6.4 Conclusion and Discussion  
In this chapter, the Concept – Knowledge Theory (C-K theory) was adopted to trace the 
trajectory of fundamental logic and the design reasoning process development of the value-
crafting model and intervention tool. Within the IPC and its subsidiaries, a sequential 
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interplay between the current and desired company culture, the crafting of work and values, 
the use of company values, and the relationship of agentic/self-interest and communion/team 
interest in the workplace have been observed and interpreted. By examining the individual 
studies and their contributions to the development of the value-crafting model and 
intervention tool, a prototype has been designed for testing. The prototype is designed to 
show the reasoning of the design in terms of an “explicit representation” (Beaudouin-Lafon 
& Mackay, 2002: 3) of what the specific results of the design could be. In the next chapter, a 
testing phase comprised of an Alpha and Beta test will be presented, as well as the 
implementation of the value-crafting intervention tool in another post M&A work setting.  
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Chapter 7: Testing the Value Crafting Model 
and Intervention Tool  
 
This chapter reviews the results of the testing of the value-crafting intervention model and 
tool, in an Alpha and Beta test. The Alpha test was conducted from mid-January to the end of 
March 2013 with five different experts from academia and practice in the fields of 
organizational change, complexity, and industry in the Netherlands. Useful feedback 
regarding the validity and usability of the value-crafting model and intervention tool from the 
professionals in practice and academia was subsequently used to improve the facilitator’s 
manual, the value-crafting model, and the intervention tool in the Beta test. The Beta test was 
conducted on Thursday 21 February, 2013, and on Friday 1 March, 2013, involving 
employees from an international construction corporation, operating in a post-merger 
environment. A MSc student executed the Beta test (Postma, 2013).  
 
Throughout the PhD project, it was assumed that value crafting is a work-design model that 
can be used in organizational change processes. In addition, another assumption was that the 
value-crafting intervention tool enhances learning/knowledge development by the use of 
company values in the work setting; see Figure 31 (in Chapter 4). The behaviors shown in 
value crafting can trigger developmental mechanisms that activate patterns of learning. Over 
time, a higher level of understanding among individuals and groups is expected to occur. In 
this way, the development of organizational work and culture is expected to take place by the 
use of company values. The chapter ends with a discussion concerning ways to improve the 
intervention. 
 
The main objective of this chapter is to demonstrate that value crafting is applicable, and will 
have the intended effects. Therefore, it is important to follow the prescribed operational 
procedures and ensure that these procedures run smoothly. In the Alpha and Beta tests, 
attention is paid to the following:  
 

• Procedure for establishing value crafting. 
• Identification and resolution of issues regarding the flexibility of the intervention in 

the field. 
• Identification and resolution of issues regarding participative/collaborative work in 

the field with regard to the use of value crafting.  
 
The evaluation criteria for the Alpha and Beta tests were established in advance. They refer to 
both theoretical grounding and implementation, including training and instruction. Within the 
design, the CIMO logic propositions (2.2.2) of the intervention contribute to the needs of the 
organizations (Nadler & Tushman, 1997): 
 

• The usability of the intervention. 
• The theoretical soundness of its formulation. 
• Clarity of its purpose. 
• Appropriateness of the intervention with its stated goals.  
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7.1 Method 
 
There are three types of prototype test that can be performed under different conditions: an 
Alpha, Beta, and Gamma test. In order to test the prototype in this PhD project, an Alpha and 
Beta test were run.  
 
Alpha testing is the initial verification of the value-crafting model and intervention tool 
design. An Alpha test provides the designer with the opportunity to test the design with a 
small number of experts in a somewhat controlled environment (Dolan & Matthews, 1993; 
Mulder, 2012).  
Beta testing has its origins in the computer industry. This type of testing allows a small 
number of probable users to try out an artifact and report on their experience to the researcher 
(Dolan & Matthews, 1993: 318). The purpose of Beta testing is to determine if the prototype, 
in this case the intervention tool, does what it was designed to do, in the intended 
environment of use (Kaulio, 1998; Lettl, 2007). Nonetheless, in other fields, such as software 
development, products can be in an extended Beta test. Such is the case with Gmail, whose 
Beta test phase took at least five years and by some accounts is still ongoing. With Beta 
testing, designers are able to “determine how the product performs in an actual user 
environment” (PDMA ToolBook 3, 2008: 468). 
 
Gamma testing is the final form of prototype testing. Gamma testing is done in the field, and 
at this stage the product is used by users who are able to use it indefinitely, give feedback, 
and report problems with the artifact (Ozer, 1999) to the researcher. For a prototype to pass 
this test, it must be able to solve the identified problems, no matter the length of time. This 
type of test is critical in the development of medicine and medical equipment in the United 
States. The testing can take at least 10 years to complete. Accordingly, the purpose of 
Gamma prototype testing is to identify the intended benefits and needs (relative to its cost) 
over a long period of time and is an ever more costly endeavor. In this PhD project, a Gamma 
test has not been conducted because it is a long and costly process, and would require a 
longitudinal project management approach in a number of different organizations. This was a 
constraint on time-varying predictors, i.e., ancillary, contextual, internal, and defined time 
(Singer & Willett, 2003) of this PhD project, and therefore this was not a feasible endeavor.  
 
7.1.1 Alpha Test  
In order to make improvements, the usage of peer expertise and feedback serves to further 
develop the design before potential users are invited to use the intervention, in real time and 
space (Stam, 2011; Weber, Ropes & Andriessen, 2011; Dolan & Mathews, 1993). 

 
The Alpha test was sent to eight different testers from academia (N=4) and consultancy 
(N=4) in the fields of organizational change, complexity, and industry. The Alpha test 
spanned a period from mid-January 2013 to the end of March 2013, and provided the testers 
the opportunity to assess the value-crafting intervention. Potential testers were sent a letter of 
invitation via e-mail to participate in the Alpha test. The materials for the Alpha test included 
the following attachments covering background and theoretical information: 

 
• The value-crafting model and prototype intervention (comparable with sections 1.2.3; 

2.2.2; 6.3.2). 
• A concise literature review (comparable with section 1.2). 
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• A PowerPoint presentation of the Value-Crafting Cycle (comparable with section 
4.2.1.1). 

• A published article about value crafting (Holloway et al., 2011). 
• A short reviewer feedback questionnaire (see Appendix D). 

 
7.1.2 Beta Test 
In the Beta test, the value-crafting intervention was tested in an international construction 
corporation that was selected because of its post-merger environment. This is consistent with 
the context from which the intervention tool was designed.  
 
7.1.2.1 Procedure and Sample 
The first prototype of the value-crafting intervention was developed in a post-merger 
multinational manufacturing corporation in the Netherlands. Therefore, the instrument and its 
instructions for prescriptive use needed to be tested in another industrial corporation post-
merger environment. This was important to deepen understanding and demonstrate that the 
intervention was able to “explore different real-world scenarios and users” (Beaudouin-Lafon 
& Mackay, 2003: 7), in order to evaluate the value-crafting intervention in the field with 
different users. The criteria were such that, if possible, the corporation would be in a similar 
post-merger situation, but it was not essential that the company be in the same industry. A 
construction corporation (CCG) was found, and a project was developed to fit the industry 
and the unique context of the organization. Differences between the two multinational 
corporations are outlined in Table 48. 
 
Table 48 Comparison of the IPC and CCG (Information Collected from the Company Websites) 

Manufacturing corporation (IPC) Construction corporation (CCG) 
Markets and Business units:  
The Netherlands, The United Kingdom, The 
USA, Iceland, Denmark, Slovakia, 
Singapore, Brazil and several other locations 
including South America, Australia, Asia and 
New Zealand in the Pacific. 

Markets and Business units:  
The Netherlands, Belgium, The United 
Kingdom, Ireland and Germany. The 
corporation also undertakes high-quality 
construction and civil engineering projects in 
niche markets around the world. 

Upwards of 4,000 employees Around  25,000 employees 
Has a set of cohesive company values for the 
entire corporation. 

Has a different set of company values for the 
different subsidiaries within the corporation. 

Last merger finalized in 2009 Last merger finalized in 2010 
 
In order to select a team for the intervention, it was decided that a team in CCG working in 
procurement development would participate. The selection criteria for such a team were the 
following: (1) the availability of the project team; (2) their willingness to participate; and (3) 
the blended nature of the team, i.e., the type of specialist and diversity of members from 
different subsidiaries. These criteria would serve to determine whether this type of team was 
a good fit for the Beta test. 
 
A particular cross-functional team in CCG was found to fit this criteria; it consisted of 
members from subsidiaries C.Tech (CT), C.Group (CU), and the C.Com Group (CCG). It 
consisted of members from the subsidiaries who had expertise in building design, 
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engineering, project planning, and development management. A brief company description is 
provided in Text Box 11.  
 

Text Box 11 Company Description (after Postma, 2013:10) 

C.Tech (CT) is a part of the C.com Group (CCG), which is the largest construction 
company in Europe. CCG consists of many different smaller subsidiaries. The business 
strategy of CT is in line with the strategy of the C.Group (CU), which is to develop as an 
installer in the value chain of the building environment. It can provide development, 
realization and management of technical systems. The Operational Plan 2012 shows that 
strategic cooperation within the CCG is a major priority. CT fulfils this role, both in 
integrated projects with other CCG components, and as an independent company. 

CT is a technical installation company that has specialized in various disciplines. The 
organization is characterized by its decentralized model, consisting of seven regions and 
two specialist units, Influx and Diligence. Influx is a business unit that performs in the 
niche market of clean room technology and operating rooms. It provides specialized 
solutions and has established a firm position in the market. Diligence provides total 
solutions for the industrial segment. 
 

 
The team members were brought together with the objective of developing a comprehensive 
strategy to submit proposals, known in the construction industry as tenders, in order to win 
bids for the construction of Environmentally-Friendly Government Buildings (EFGB). 
Developing a procurement plan for such bids requires expertise that only a cross-functional 
team can offer in regard to this type of long-term processes, which can take at least two to 
three years. The processes are also intricate and require several steps. The EFGB team 
consisted of seven people who had been working together since October 2012 for the purpose 
of more procurement in the area of Green Building, on a fulltime basis. One of the foibles it 
seems is that there is no cohesive set of company values between the subsidiaries. A 
breakdown of the team is presented in Table 49.  
 

Table 49 Team Members 
Participant Position  in the Company Subsidiary  
1 Design & Building Manager CU 
2 Project Planner CU 
3 Specialist Engineer CT 
4 Exploration Manager CT 
5 Tender Manager CT 
6 Development Manager CCG 
7 Exploration Manager  CCG 

 

7.2 Results 

7.2.1 Alpha Test 
In this section we examine and review the results of an Alpha test of experts in the fields of 
organizational change and industry, to validate the value-crafting model and intervention tool 
prototype.  
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The Alpha Testers (ATs) were asked to fill in a short questionnaire in order to gauge the 
usability, theoretical soundness, clarity, appropriateness, and stated goals of the value-
crafting model and intervention tool prototypes. Letters of invitations were initially sent out 
to eight experts who were not involved in the research study. Seven were from the 
Netherlands and one was from South Africa. Three invited experts in the fields of academia 
specializing in complexity science, organizational consultancy, and business management 
never responded or indicated they were unable to participate. In the end, five testers 
participated in the Alpha test. Two testers from industry, two testers from academia and one 
who worked in both fields. ATs were asked to read the theoretical materials provided, and to 
complete the questionnaire. In the initial stage of the Alpha test, responses from ATs were 
less timely than expected.   
 
The surveys were sent to ATs to assess the information they received about the intervention 
tool. The survey was a 7-point Likert scale rating ranging from: Very Much Disagree to Very 
Much Agree. The survey responses of the ATs are presented in Table 50. 
 

Table 50 Alpha Tester’s Responses to Alpha-Test Survey 
Topic  AT1 (Pre 

Beta 
Test) 

AT2 (Pre Beta 
Test) 

AT3 (Post Beta 
Test) 

AT4 (Post Beta 
Test) 

Appropriateness for post-merger 
population  

7 6 5 5 

Appropriate theoretical soundness 6 5 5 5 
Is it designed as an intervention 6 5 6 7 
Clarity of objective 6 6 2 6 
Intervention is comprehensive for stated 
purpose and goal/ Applicability in the field 

6 6 5 5 

Clear instructions to participants 5 5 4 5 
Value-crafting steps are easy to follow 6 6 4 5 
Clear instructions to facilitator 5 6 4 5 
Training model is adequate 6 5 4 6 
*= AT5 did not fill in a survey, but met with researcher face-to-face and commented on each 
of the aspects 
 

Key: 1=Very much, disagree; 2=Disagree; 3=Somewhat disagree; 4=Neither agree nor 
disagree; 5=Somewhat agree; 6=Agree; 7=Very much agree; AT=Alpha Tester 
 

It was intended that all of the ATs would provide their feedback before the start of the Beta 
testing. One expert was unable to participate in a timely manner and indicated she would 
need to have more time, but then it would only be after the Beta testing had been concluded. 
Individual reminders were sent out to each invitee in January, February, and March 2013. 
Nonetheless, their feedback mainly pertained to issues of technical language usage and 
understanding how the intervention could be used in the field. As many of these issues were 
addressed prior to implementing the Beta test, some of the feedback received was still 
noteworthy on points relating to better descriptions, clarity of objectives, and methods for 
future work.  

 
The first two experts, AT1 and AT2 gave their feedback prior to the start of the Beta test. 
AT1, from Human Resource Management (HRM) who specialized in complexity and 
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organizational change in the manufacturing industry and the other expert AT2 from 
organizational management consulting who also specialized in complexity, provided the first 
feedback. The HR expert AT1 indicated that she found the appropriateness, the theoretical 
soundness, the clarity of objective, and the comprehensibility of the intervention to be 
applicable to the field. This AT felt, however, that the facilitator’s manual was written in very 
technical terms, and would require that the facilitator be “highly skilled in complexity” and 
that more attention should be paid to the gap between academic and corporate language. 

 
The consulting expert, AT2, touched on many of the same points as AT1. AT2 remarked that 
the intervention could also be used for special interest by the participants in “personal 
leadership development… [and] experience with self-reflection” which could contribute to 
the intervention’s success. AT2 also mentioned that the simplicity and applicability of the 
intervention was positive. She also added that a facilitator would be required as additional 
time for the intervention would be important for a successful conclusion, because using the 
knowledge gained through the intervention would take more time for people to familiarize 
themselves with value crafting. The suggestions of AT1 and AT2 were used before the Beta 
test was executed.  
 
After the Beta test, three more ATs returned their questionnaires via e-mail and one person 
also had a phone interview with the researcher. These testers were from mixed backgrounds. 
AT3 was an academic researcher in technology and innovation, AT4 was an academic 
researcher and practitioner in the field of innovation and knowledge management, and AT5 
was an academic researcher in the field of organizational management and design. AT5 gave 
in-depth feedback with regard to theory, in a series of e-mails and meetings with the 
researcher.  

 
AT3 indicated the model was not simple enough and felt that, generally speaking, models 
should “be a simplification of the complex reality” and this reiterated a previous criticism 
which stated that the language used in the intervention was too complicated. AT3 asked 
“Who is the user?”, as this was unclear.  AT4 commented on the language of the intervention 
as being too technical for most users. AT4 said a distinction should be made between who the 
intervention was for, mentioning whether it was “top down or bottom up”, and that this 
needed to be made clearer. According to AT4, the company values should not be made too 
“instrumental”, especially as flexibility is a key component of the model. AT5 asked if the 
intervention was aimed at changing culture, work or both, as this was unclear. AT5 also 
commented that the materials provided in the Alpha test were unclear and possibly more 
information could have been provided, such as the actual training manual for the facilitator in 
order to obtain a better picture of the interventions, not only its basic planning.  
 
Along with the researchers’ own assessments, most of the Alpha test recommendations given 
before the Beta test were incorporated into the value-crafting intervention: 

• Providing more background information to the facilitator with respect to theory. 
• Simplifying procedures and including more industry-specific language.  
• Changing the focus from understanding the theory to creating more practical activities 

created by the participants themselves. 
• Achieving the outcome of knowledge sharing and adoption by gearing scenarios 

towards future outcomes.  
    
However, a simplification of the model was not considered at this stage of the process. 
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7.2.2 Beta Test 
Beta testing was carried out on Thursday 21 February, 2013 (Workshop I), and on Friday 1 
March, 2013 (Workshop II). The Beta-testing phase began, but the time allotted by the 
company had been shortened to two days. Thus, only two workshops would be possible. The 
intervention was adjusted to accommodate these constraints; this meant that instead of having 
a full session to go over each step of the value-crafting intervention model, each workshop 
would involve implementing two value-crafting steps. Scenarios would be created and 
homework would be assigned at the end of the first workshop and there would be a one-week 
break between the two workshops. One of the team members was not available, and the Beta-
test group size was six in the first workshop and five in the second workshop, as one more 
person was unable to attend due to scheduling conflicts, see Table 51.  

 
Table 51 Team Members Present During the Two Intervention Workshops 

Participant  1 (CU) 2 (CU) 3 (CT) 4 (CT) 5 (CT) 6 (C.COM) 7 (C.COM) 
Workshop I Present  Present  Present  Present  Present  Present  - 
Workshop II Present  Present  Present  Present  Present  - - 
 

The intervention is based on the Value-Crafting Cycle (VCC) (Figure 50, see Section 6.3.2), 
and given the changes to the time allotted for the intervention, it was reformulated and 
conducted in two workshops. Each workshop had two sessions of approximately 70 minutes 
with a break in between, and the total running time of the workshop was about 2.5 hours. A 
week separated the two workshops, and the evaluation of the intervention was performed via 
in situ observations.  
 
7.2.2.1 Workshop I 
The structure of workshop 1 is presented in Table 52. 
 

Table 52 Value-Crafting Workshop I 
Introduction Presentation 1 10 min 
Session 1 60 min 
Break 15 min 
Session 2 60 min 
Summary of Workshop I 10 min 

 
Workshop I, Session 1 
In Workshop I, Session 1, the aim was to familiarize the group with the Value-Crafting Cycle 
Steps (VCS) (see Figure 28) and the translation processes (VCP) (see Figure 29) between 
those steps, and to complete step 1 in the Value-Crafting Cycle (VCC) (see Figure 50) by 
selecting a company value to work with during the workshops.  

 
Given the Alpha-test feedback, the value-crafting intervention was focused on the relevance 
of value crafting, and the theoretical relevance of the intervention’s development was 
enhanced by the facilitator but kept to a minimum and only touched lightly upon for the 
intervention participants. The intervention’s emphasis was shifted away from focusing on 
understanding the theory behind the value-crafting cycle. The facilitator was instructed to 
provide and create with participants more practical examples of value crafting in their own 
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work environments (some examples were provided by the researcher). The examples could 
be incorporated into the various exercises and assigned as homework in the intervention. 
Another important element was the use of consistent language (i.e. intentions and 
translations) to develop reflective perspective taking and shared functional meaning in the 
process, as well as the shared language that participants could use in the context of the value-
crafting cycle functions (VCF) (see Figure 30).  
 
The facilitator started the first session with a presentation of what the day’s activities would 
be: 1) the selection of a company value; 2) The development of a shared meaning of the value 
for continued use throughout the intervention. The session itself consisted of an introduction 
to value crafting and value selection, and at the end of the session a review of the knowledge 
acquired.  
 
The result of Workshop I, Session 1 was the formulation of a single company value that the 
group decided to use for its intended collaboration. The formulation of the team’s company 
value was made from the more instrumental values of the company and is presented in Text 
Box 12. 
 

Text Box 12 Value Selection/Creation 

 
 
Integratedness was a grouping of CT and CU company values, and its meaning in effect is 
described as follows:  
 

‘Working as one team with understanding of, and respect for other disciplines within 
the company, aiming to be equal, distinctive, and reliable, taking each other seriously 
and getting the job done.’ (Postma, 2013: 56) 

 
The team members came to the value-crafting intervention with different company values; 
this was implicit to the participants until they had to begin discussing what company value 
they wanted to focus on for the duration of the intervention.  
This led the group to an iterative process of dialogue and discussion regarding their intentions 
in terms of a company value that did not exist before, but instead had been created or 
composed by the group. That is notable in the distinction between individual and team 
contributions to the discussions, where words such as “we’ and “I” are used to discuss the 
iteration between the whole and part aspects of individuals, as both individuals and team 
members, when they approached the participative and innovative process in the situation. The 
team then went on to formulate their  intention as follows: 
 

‘By learning together and cooperating in a balanced and trustful way with all of the 
involved disciplines, it becomes possible to reach an optimal and complete solution 
for the customer, resulting in a winning project for all stakeholders.’ (Postma, 2013: 
57) 
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In Session 1, remarks from the dialogue of the team formulated an intention for the team 
company value, and there were a number of remarks made by the participants in the intention 
and value domains to coincide with this process. These are presented in Figure 54. 

 
Figure 54 Number of Remarks in Value (12) and Intention (18) Domains from Session 1, Linking 

Step 1 to Step 2 (After Postma, 2013: 108) 
 

As an example of the remarks presented in Figure 54, the participants began to discuss the 
company value and the intentions that they could have with this value. For a closer look at 
this process, a few of the remarks made by the team members in Session 1 are provided in 
Table 53. 

 
Table 53 Remarks Made in Session 1 Related to VCC Step 1 of the Value-Crafting Cycle (after 

Postma, 2013:103) 
1  “We must let go of the different objectives and strive for a common goal.”  In  
2  “We have to stop operating as two different companies.”  In  
3  ‘It all starts with saying to each other: We are one CCG!’  In  
4  
VCC 
Step 1 

“I feel that the most important value is missing: integratedness!”  V  

5  “With integratedness I believe I can achieve a better coordination with 
colleagues.”  

In  

6  “With integratedness I can collaborate with others on an equal basis.”  In  
7   “By applying integratedness I strive for a positive result over the entire width.”  In  
8   “With integratedness it becomes possible to learn more from one other.”  In  
9   “With integratedness, I will be able to be proud of the result, even if the bidding 

will not be won.”  
In  

Key: In=Intentions; V=Values 

At the start of Session 1, which was designed to invoke the first step to pick or create a 
company value to work with, participants started by talking about their intentions (I) at the 
group level, saying what they needed to do in terms of ‘we must …’, ‘we have …’, and ‘we 
are …’.  After discussion ensued, Step 1 took place in which a selection of the value (V) was 
made by the team (see remark 4). The intentions that followed are subsequently reflective of 
those participants who made remarks concerning their intentions and the value. It is possible 
to detect a shift in the discussion in the remarks 5-9 ‘I believe’, ‘I can’, I strive’, I will’ in 
which the participants have begun to share their individual intentions and which have led to a 
group intention. 
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Workshop I, Session 2 
Session 2 focused on the second step of the value-crafting cycle. In this session, scenarios 
were used to emphasize the practical implications of intentions and the formulation of goals 
and behaviors in value crafting. By using scenarios based on the participants’ work and 
experience, the gap between academic and organizational language is bridged, the 
intervention is accommodated to the industry, and group participation is stimulated. By 
putting this knowledge to use, we may provide group members with the opportunity to better 
understand the different ways in which team members from other departments, backgrounds, 
or subsidiaries experience similar situations in their work. In that way, they can use this 
knowledge to better communicate the strategy between the team members and to other 
stakeholders relevant to the tender process. 

 
The team was divided into two sub-groups (X & Y) and with their collective knowledge the 
sub-groups developed scenarios based on their created value (Text Box 13) and goal set by 
the team (Text Box 14). When individual knowledge is shared among participants in a 
dialogue, finding commonalities in individual experiences to create a shared meaning may be 
possible. In this step, the shared knowledge is used to formulate a goal and a behavioral 
change plan designed with the company value that was chosen by the group. 

 
Participants were able to give a description of what they had understood value crafting to be, 
and there was a very good understanding of what they were being asked to do. This was 
verified by asking the group questions on this topic. A satisfactory answer was given and 
agreed upon by the group. The team then formulated a goal and a means to change behavior 
by creating scenarios (Step 2) for their project, this step is shown in Text Box 13. 
 

Text Box 13 Team Goal and Behavior Formulation (After Postma, 2013: 57-58) 

 
 
The two sub-groups took a different approach to attaining the goal. Group X approached the 
behavior-change goal based on improving the team’s behavior and actions towards the rest of 
the company. Group Y sought to motivate the rest of the company to go along with the 
team’s behavior-change goals. After a brief dialogue and discussion, the two sub-groups then 
came together and created a joint solution to change their behaviors.  
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In workshop I Session 2, the number of remarks made in accordance with the intention and 
behavior domains is depicted in Figure 55. The participants started with a discussion, 
presenting their ideas and opinions to each other. This then led to a dialogue about setting a 
goal with their developed value as a team, and all of the domains were touched upon. 

 
Figure 55 Number of Remarks Made During Session 2 Associated with the Intentional (4) and 
Behavior (9) Domains. Remarks for the Role(s) (4) Domain Were also Made (After Postma, 

2013: 108) 
 
Text Box 14 provides an example of remarks from the session. The session was active in 
terms of the reflection process involved in the step, which helps to turn the prior knowledge 
and new knowledge into a cohesive action, and the dialogue regarding the stated intention of 
Session 2. Moreover, without having to explain the next step, there were four specific 
instances in which the team members brought the subject of social roles up within the team. 
An example of the sequential remarks and the formulation of the team in terms of the 
translation and functional processes are presented in Table 54.  

 
Table 54 Remarks Made in Session 2 Related to VCC Step 2 of the Value-Crafting Cycle (After 

Postma, 2013:104-105) 
1   “We want to stay connected with all parties involved.”  In  
2  “We want to keep every member of this project team hooked and engaged in order to 

develop the most integrated project design possible.”  
B  

3  “Should we push team members to keep aligned with the project planning, or should 
we give team members their own responsibility and trust that they will keep 
themselves aligned?”  

B/R 

4 VCC 
Step 2 

We thought about the lengthy meeting reports, which most of the team members do 
not read. This might be a reason why we lose the engagement of some of our 
colleagues, since it takes a lot of effort to read all the minutes. Therefore we thought 
of a new method to keep everybody hooked. We should try to make the project 
planning more visual and also support the subjects discussed during the meetings with 
visual aids. We are all technical people who don’t like to read.  

B  
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Table 54 Continued  
5 
 

When we have meetings with other team members it is of great importance that we 
create a summary of the meeting as quickly as possible, since this will help people to 
get connected to the project planning. Therefore, we will have to find a new way to 
take the minutes of long meetings. Most importantly, we will have to create a list of 
actions (or To Do list), each of which is connected to a person. At the end of each 
meeting, the action list will be summarized and the owner of each task will have to 
confirm his/her task. A deadline will be linked to each task, making sure it will be in 
line with the project planning. Also, when applicable, visual aids should be created 
instead of long reports.  

B/R  

Key: In=Intentions; B=behaviors; R=Role 

In Session 2, participants were working on step 2 of the intervention cycle; setting goals and 
changing behavior. They got into a heated discussion and set a goal with regard to the reports 
that came out of their cross-team meetings. The team wanted to change the behavior of other 
members in order to get more from their feedback in the process.  

Workshop I, Session 2 closed with an assignment for the group. The assignment was to take 
their solution forward into their meetings in the coming week.  
 
7.2.2.2 Workshop II 
The structure of Workshop II is presented in Table 55. 

 
Table 55 Value-Crafting Workshop II 
Introduction Workshop II   5 min 
Session 3 60 min 
Break 15 min 
Session 4 60 min 
Summary on Workshop II 10 min 

A week later, Friday 1 March, 2013, Workshop II was conducted and in these sessions Steps 
3 and 4 of the Value-Crafting Cycle were discussed.   
 
Workshop II, Session 3 
The third session aimed to have the team members reflect on their performance regarding the 
goal and behavior they had formulated, coupled with the assignment they had been given at 
the end of Workshop I. Unfortunately, the facilitator found that most of the participants had 
been unsuccessful in completing the assignment.  
The team reflected further on some of the difficulties. Four of the members did have a chance 
to meet with each other, and they had formulated a plan for using integratedness in the future. 
The facilitator supported the team’s formulation of a role the members could practice to 
facilitate their goals based on the value of integratedness. The team began a dialogue among 
themselves, discussing their own individual roles in the team; this allowed the team members 
to better understand the differences and concerns within the group. In the end, each person 
also described his or her personal role in terms of the value integratedness. The team 
dialogued further about the amount of contact each of them had with different parts of the 
company. Some team members had contact on a more consistent basis with the same parts of 
the company while other members had a lot of inconsistent contact with several parts of the 
company, and the communication was very different with each and difficult overall. All 
members agreed on the difficulty of cross-departmental communication, and felt that this had 
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been compounded by the dynamic nature of the tender procurement process. Following the 
dialogue and discussion, the team formulated their role from the reflections of their 
performance in the past weeks’, which is depicted in Text Box 14.  
 

Text Box 14 Reflection of the Team Performance (after Postma, 2013: 106) 

 

The team reflected on the performance and Text Box 14 serves as a good example of the 
team’s reversal in regard to utilizing the opportunities available for reflecting on what could 
be deemed as poor performance into a much more effective role for future work. Figure 56 
shows the number of remarks associated with the behavior and roles domain. 
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Figure 56 Number of Remarks Made During Session 3 Associated with the Behavior (6) and Role 

(16) Domains (After Postma, 2013: 108) 

A few excerpts of the session as presented in Table 56 show the formulation of the remarks 
from behavior to role orientation, and the formulation of the team in terms of the translation 
and functional processes.   

Table 56 Remarks Made in Session 3 Related to Step 3 of the Value-Crafting Cycle (After 
Postma, 2013: 59-60) 

1  “Well, we have consciously thought about the start of the next phase of our project. 
Therefore, four of us, the core team, sat together to plan how we think the whole 
team can start the next stage, in such a way that everyone is connected.”  

B  

2  “Do I understand it correctly when I say that a role is a combination of different 
types of behavior that have a positive effect for the value of integratedness?”  

B/R  

3  “For us, connecting everybody should be a top priority!”  R  
4  “For me words like inform, interest, and understand come to mind when I think 

about our role.”  
R  

5  
VCC 
Step 3  

“Integratedness means keeping everyone together and to make sure everyone keeps 
connected to the project. This not only means that everybody follows our planning, 
but also that we understand the consequences for the planning of others. Therefore, 
our role might entail developing a planning that corresponds with everyone else’s 
planning, which we communicate in a timely manner, so that everyone can keep 
connected to the project and its planning.”  

V/B/R  

6  “Since I’m not an architect or construction specialist, I must first understand who is 
doing what. Then, I will try to understand where I can be of any assistance for 
other disciplines in order to achieve the best possible result with the team. I am 
convinced that if I show interest and respond to the needs of others and, at the 
same time, inform everybody about the needs of others, it will result in a more 
integrated project solution.”  

B/R  

7  “My role is to manage and control the quality. In light of integratedness it will be 
important to watch the group goal and communicate about it. Therefore it is 
important that I understand all parties involved, and especially understand all the 
potential shared risks in the design. I want to make an extra effort to identify the 
motivation of others in order to stimulate integratedness.”  

R  

8  “For my role it will be important to clarify certain opportunities, internally and 
externally. And also to facilitate the communication and coordination between 
cooperating team members.”  

R  
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Table 56 Continued 
9 “My role is to create a connection between all parties involved by using motivation 

and encouragement like tools with colleagues. Especially, when this project enters 
the next phase there will be different colleagues from other disciplines getting 
involved in the project with whom I need to create a totally integrated cooperation. 
In that role I will guard the integratedness and spread the value throughout the 
organization.”  

R  

10  “My role in order to spread integratedness throughout the organization will be to 
collect and deliver information. I will actively connect both the maintenance 
departments of BT and BU when the exploitation phase is started. I will have to 
develop this role during the tender phase. I am a kind of scenario-writer to foresee 
problems in the future and defend the integrated solutions the customer wants!” 

R  

Key: B=behaviors; V=Values; R=Role 

Workshop II, Session 3 was particularly active in terms of the number of remarks made by 
the team (see Figure 56). There were a number of remarks made involving the behavior (B), 
and role (R) domains. The reflection process involved in step three of the intervention also 
helps to turn prior knowledge and new knowledge into a cohesive action.   

Workshop II, Session 4 
During Workshop II, Session 4, the last step of the value-crafting intervention cycle with 
regard to adoption or adaptation of the company value was discussed. The facilitator started a 
group discussion regarding the adaptation or adoption of the company value they had 
formulated at the beginning of the intervention; some comments about the process are 
depicted in Text Box 15. 

 
Text Box 15 Team Adoption of Organizational Value 

 
 
The team then had a discussion about the workshop itself.  

In Workshop II, Session 4, we investigated whether the team had indeed adapted the 
company value to use in their work. This was to determine whether or not the expression of 
the company value had not simply been translated between the different domains, but in the 
end the meaning had been adopted/ incorporated into the future workings of the group. There 
were seven such statements made by the team, as depicted in Figure 57.   
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Figure 57 Number of Remarks Made During Session 4 That Were Associated with the Value (7) 

Domain (After Postma, 2013: 108) 
 
Table 57 includes an example of these statements. A few excerpts of the session show the 
formulation of the remarks and the formulation of the team in terms of the translation and 
functional processes of value adaptation for future work in the team, and with other 
organization members.  

Table 57 Remarks Made in Session 4 Related to Step 4 of the Value-Crafting Cycle (After 
Postma, 2013: 65) 

1  “Maybe we should break the term into smaller pieces, but the term itself entails 
an important message in our type of work.”  

V  

2  "Our joint understanding of the term integratedness is developed throughout this 
workshop, and we as a team have become even closer."  

V  

3  “Integratedness still remains a difficult term to grasp, but it is enlightening to 
have thought about the topic in the value-crafting way.”  

V  

4  
Step 4  

“Although we were already cooperating quite well, I think that through the 
explicit adoption of integratedness cooperation can become even better.”  

V  

Key: V=Values 

In Workshop II, Session 4, the team was successful in expressing their willingness to adopt 
the company value (V) that they themselves had created. This was at least an indication that 
the group had gone through to step 4. As can be seen in Table 57, there were instances where 
the intended translation between the domains occurred within the scope of the intervention. 
This result has been denoted since most of the intervention has provided a platform for 
company values to be used as a catalyst to facilitate innovative organizational culture change 
as well as to infuse work with company values. A summary of the sessions can be seen in 
Figure 58. 
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Figure 58 All Remarks Made from Sessions 1-4 Associated with the Translation of Intentions 

(22), Behavior (15), Role (20) and the Organizational Value(s) (20) (After Postma, 2013: 108) 

In each of the sessions the translation between the different domains is apparent. This is an 
indication of the ability of the team to develop and share knowledge between its members by 
using organizational values.  

In order to evaluate the value-crafting model and intervention tool, CIMO logic (see Section 
2.1.2) was used. To evaluate the Value-Crafting Steps (VCS) of the intervention (I), the focus 
was on context (C) in the Beta test. When evaluating the Value-Crafting Process (VCP) of the 
intervention (I), the focus was on whether or not the translation mechanism (M) was 
triggered; i.e., the value is translated into an intention, behavior, role, and value. When 
evaluating the Value-Crafting Functions (VCF) of the intervention (I), the focus was on 
whether or not the transcendence mechanism (M) was triggered; i.e., the  development of 
intentions, behaviors, roles, and values. Because it was not possible to carry out a Gamma 
test in this research, an evaluation of the potential outcomes, i.e., better work performance 
and perceived satisfaction, as predicted by the theoretical model, did not take place.  
 
The Beta-test results are as follows: Starting with the value-crafting steps (VCS) (see Section 
4.2.1.1, Figure 28) that are represented by the completion of the workshops: Have the four 
steps been completed? The answer is yes, despite compressing the intervention from four to 
two workshops with two sessions within each workshop. All sessions were successful in 
having the assigned steps executed. The value-crafting process (VCP) (see Section 4.2.1.1, 
Figure 29), relates to the translations between domains. There were clear moments of a value 
being translated into a team intention, an intention into behavior, behaviors into a role, and 
roles into an adopted/adapted value. The value-crafting functions (VCF) (see Section 4.2.1.1, 
Figure 30) relate to transcendence of: 1) intentions; 2) behaviors; 3) roles; and 4) company 
value(s). These functions can be traced by examining the remarks used /expressed by the 
participants during the four sessions. The development of language and knowledge sharing 
can be recognized in the use of pronouns as they can be representative of reflective 
perspective taking (Dougherty, 1992; Nonaka & Johnson, 1985) among and between 
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different entities/holons. Edwards (2003) pointed out that in terms of holon development the 
ability to take different perspectives is essential. For sustainable developments  “the reflexive 
ability for any holon to imagine what a first, second or third person perspective would be for 
another holon…is a ubiquitous aspect of a person's social being” Edwards (2003, Para. 25). 
This type of perspective taking is needed in order to reach the outcomes of improved work 
performance and satisfaction in the adoption of new company values. The value-crafting 
intervention is connected to learning and knowledge development. In the Beta test, this type 
of reflective development was observed and an example is the transcendence of intentions, 
behaviors, roles, and company value(s). The use of pronouns between team members in each 
session was identified. Although the transcendence to another level of development within 
the four domains was expected, it could not be concluded with any certainty as no Gamma 
test was executed. The pronouns used in each session are presented as an example of the 
reflective potentiality of the intervention tool between participants over the course of the Beta 
test. Examples of the VCS, VCP, and VCF from each session are presented in Tables 58-61. 
 

WORKSHOP I 

Table 58 Steps, Processes, and Functions of Value Crafting in Workshop I, Session 1 
VCS 1 Select a value “I feel that the most important value is missing: integratedness!” 
VCP 1 Translation of 

the value into an 
intention 

“With integratedness I believe I can achieve a better coordination with 
colleagues.” 

VCF 1 Transcendence 
of intentions 

‘By learning together and cooperating in a balanced and trustful way 
with all of the involved disciplines, it becomes possible to reach an 
optimal and complete solution for the customer, resulting in a winning 
project for all stakeholders.’ 

Pronouns Individual level Group level 
1st I  We 
2nd    Your  
3rd   He, it  Them  
Indefinite  Nobody Others, all 

 

Key: VCS=Value-Crafting Step; VCP=Value-Crafting Process; VCF=Value-Crafting 
Function 

 

Table 59 Steps, Processes, and Functions of Value Crafting in Workshop I, Session 2 
VCS 2 Setting a goal 

and change 
behavior 

‘We thought about the lengthy meeting reports, which most of the team 
members do not read. This might be a reason why we lose the 
engagement of some of our colleagues, since it takes a lot of effort to 
read all the minutes. Therefore we thought of a new method to keep 
everybody hooked. We should try to make the project planning more 
visual and also support the subjects discussed during the meetings with 
visual aids. We are all technical people who don’t like to read 

VCP 2 Translation of 
intention into 
behavior 

“We want to stay connected with all parties involved.”… “We want to 
keep every member of this project team hooked and engaged in order to 
develop the most integrated project design possible.” 
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Table 59 Continued  
VCF 2 Transcendence 

of behaviors 
‘When we hold meetings with other team members, it is of great 
importance that we create a summary of the meeting as quickly as 
possible, since this will help people to get connected to the project 
planning. Therefore, we will have to find a new way to create the 
minutes of long meetings. Most importantly, we will have to 
create a list of actions (or ‘To Do’ list), each of which is connected 
to a person. At the end of each meeting, the action list will be 
summarized and the owner of each task will have to confirm 
his/her task. A deadline will be linked to each task, making sure it 
is in line with the project planning. Also, when applicable, visual 
aids should be created instead of pages and pages of long reports.’ 
Pronouns Individual level Group level 
1st  We, our 

 

2nd     
3rd   He, it, his/her Them, their 
Indefinite  Other, everyone  

 

Key: VCS=Value-Crafting Step; VCP=Value-Crafting Process; VCF=Value-Crafting Function 

WORKSHOP II 

Table 60 Steps, Processes, and Functions of Value Crafting in Workshop II, Session 3 
VCS 3 Reflect on 

performance 
“Integratedness means keeping everyone together and to make sure 
everyone keeps connected to the project. This not only means that 
everybody follows our planning, but also that we understand the 
consequences for the planning of others. Therefore, our role might entail 
developing a planning that corresponds with everyone else’s planning, 
which we communicate in a timely manner, so that everyone can keep 
connected to the project and its planning.” 

VCP 3 Translation of 
behaviors into a 
role 

“Since I’m not an architect or construction specialist, I must first 
understand who is doing what. Then, I will try to understand where I can 
be of any assistance for other disciplines in order to achieve the best 
possible result with the team. I am convinced that if I show an interest 
and respond to the needs of others and, at the same time, inform 
everybody about the needs of others, it will result in a more integrated 
project solution.” 

VCF 3 Transcendence 
of behaviors 

 “My role is to manage and control the quality. In light of integratedness 
it will be important to watch the group goal and communicate about it. 
Therefore, it is important that I understand all of the parties involved in 
this workshop, and that I especially understand all the potential shared 
risks in the design. I want to make an extra effort to identify the 
motivation of others in order to stimulate integratedness.” 

Pronouns Individual level Group level 
1st I, me, my We, us, our 

 

2nd     
3rd    Them  
Indefinite  Everybody, everyone, 

other 
Others 

 

Key: VCS=Value-Crafting Step; VCP=Value-Crafting Process; VCF=Value-Crafting Function 
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Table 61 Steps, Processes, and Functions of Value Crafting in Workshop II, Session 4 
VCS 4 Adoption or adaptation 

of the value 
“Although we were already cooperating quite well, I 
think that through the explicit adoption of integratedness 
the cooperation can become even better.” 

VCP 4 Translation of the role 
into interiorization of 
the value 

"Our joint understanding of the term integratedness is 
being developed throughout this workshop, and we as a 
team have become even closer." 

VCF 4 Transcendence of the 
value 

“Integratedness still remains a difficult term to grasp, but 
it is enlightening to have thought about the topic in the 
value-crafting way.” 
Pronouns Individual level Group level 
1st I We, our 
2nd    Your(s), your 
3rd     
Indefinite  One  Others 

 

Key: VCS=Value-Crafting Step; VCP=Value-Crafting Process; VCF=Value-crafting Function 

The assessment and evaluation of the value-crafting intervention involved coding the remarks 
using the integral-theory framework, to see if the team was able to value-craft during the 
intervention. The “interlocked behavior“ (Weick 1979: 3) of the teams are features that are 
vital elements in the ways in which the participants thought and took action in the 
intervention (Weicks & freeman, 1998). There are clear indications that the value-crafting 
intervention achieved the completion of the four steps, the translation of knowledge between 
each step, and the developmental process of adoption/adaptation of the company value in the 
pursuit of using that value in future work.  
 

7.3 Conclusion and Discussion  

7.3.1 Conclusion  
For each of the tests a conclusion regarding its effectiveness can be drawn. The Alpha test 
mostly showed a positive result. The feedback received from the ATs was helpful and was 
incorporated into the intervention tool.  However, the suggestion to make the value-crafting 
model simpler was not followed up. Unfortunately, only two of the ATs responded in time to 
have their feedback incorporated into the intervention tool, prior to the Beta test. The 
suggestions given with regard to the intervention tool were comparable with each other, and 
the feedback received post-Beta test was in line with both the positive and negative 
comments the researcher received. In terms of the Beta test, the results from this test were 
mainly positive. Not all of the changes that were predicted by the value-crafting model and 
intervention tool were possible to ascertain at this time, because a Gamma test could not be 
conducted in this PhD project. 
  
7.3.2 Discussion 
An important distinction can now be made regarding the first version of the value-crafting 
model (see chapter 4), and the version that was put to the test. In the first version, value 
crafting was more focused on the idea of crafting work based on company values. This means 
that the emphasis was on the guidance of the value-crafting process as an innovative 
approach to work design. In this version, value crafting is based on the idea of crafting 
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company values in daily work. This change in emphasis allows for an innovative approach 
for managing organizational culture change. It is at the discretion of the facilitator to choose 
the appropriate direction, but the model is flexible enough for both purposes, and the 
direction would then be dependent on the needs of the organization. 
 
An important point that can also be learned from the Alpha test is the warning expressed by 
AT4 who remarked that making value use ‘too instrumental’ would, in effect, make it too 
inflexible. Several examples of this can be found in the directions given to the participants in 
Session 2, which were too pointed and instrumental. The facilitator had participants decide 
when they would use value crafting, and in turn certain goals were set in terms of using the 
values at specific times and places. This made it difficult for the participants to use value 
crafting, because they were only preparing to use values at specific moments, which in some 
cases did not occur, i.e., a meeting in which the participant expected to be able to use value 
crafting, and subsequently, the meeting was cancelled. In this way, the participant felt 
restricted as there was no opportunity in which the value could be used. In fact, more 
situations could have been used to value-craft when working with others, regardless of the 
setting.  
 
At the start of the chapter, four criteria for a successful evaluation of the Alpha and Beta tests 
were established. Have these criteria been met? In terms of the usability of the intervention, 
the Alpha testers agreed the intervention was applicable and valid enough. However, the 
value-crafting model was evaluated as being too complex. The participants of the Beta test all 
agreed that the intervention itself was not so difficult to execute with the support of the 
facilitator. However, some participants had difficulties carrying out assignments to value-
craft in the daily work process when they had been instructed to plan a designated place or 
situation. In this way, the intervention then became stifled and inflexible. Flexibility was 
hampered only by the belief that value crafting needed to take place in those pre-designated 
places, instead of whenever the participant felt it may be possible. Also, without a facilitator 
or a person who is familiar with the company values and the value-crafting model and 
intervention tool, implementation might be much more problematic.  

The second criterion involves the formulation of the intervention tool and its theoretical 
soundness. The Alpha testers were mostly positive in their assessment of the theoretical 
grounding and one tester found the model too complex. Another point was that the 
information needed by the facilitators and by the participants, should be different. The 
facilitator’s manual would need to be much less technical and the focus for the participants 
should be more on the process, and less on the theory. During the intervention, Beta testers 
were primarily focused on the process, and less on its theoretical grounding. The inclusion of 
scenarios developed by the participants themselves served to make the connection to their 
team’s specific work issues. This also made their individual tacit knowledge easier to share, 
and to point out to team members with different experiences.  

The third point, the purpose of the value-crafting model and intervention tool, was clear to 
the Alpha testers. In its dual intent to modify organizational work and culture with the use of 
company values, there were also suggestions that the intervention could move beyond an 
intervention to become everyday practice.  

Lastly, for the Alpha testers the appropriateness of the intervention with its stated goals was a 
good enough solution. In terms of being able to carry out the stated goals of 



188 

 

adaption/adoption of company values, the testing was inadequate due to the time constraints 
of the PhD project. Theoretically, the value-crafting model and intervention tool show 
promise for further field testing and improvement. The Beta testers were able to state their 
intentions for future use, which was consistent with the prior feasibility studies (see Chapter 
4), but there was no time for a longitudinal follow-up of these intentions to establish if this 
would be indeed the case.  

 

  



 

 

189 

 

Chapter 8: Discussion and Reflections 
In this last chapter, I will reflect on and summarize the general findings of the PhD project 
(8.1). Next, I will give a reflection on the theoretical and methodological contributions of this 
study (8.2). In Section 8.3, I will discuss its limitations and share some suggestions for future 
research.  
 

8.1. Summary of the Findings   
The outcome of this PhD project is a new work-design model and intervention tool, based on 
the notion that job design is dynamic and circular (as opposed to unidirectional). This idea 
has been recognized in parts of the job-design literature (Shea & Howell, 2000; Fay & Frese, 
2001; Leach et al., 2003; Clegg & Spencer, 2007; Davis, et al., 2010). Previously, the 
emphasis has mainly been on work goals and tasks, and on overcoming barriers and setbacks 
in the environment (Frese, Kring, Soose, & Zempel, 1996; Frese, Fay, Hilburger, Leng, & 
Tag, 1997; Burr & Cordery, 2001; Becker & Sims, 2001; Burnes, 2004; Craig, 2010). In this 
PhD project, I have expanded work-design models/tools with a variant that aims to apply 
organizational values in the work people do. I have called this Value Crafting. In using value 
crafting, company values are reconceived, redesigned, and reshaped by the users.  

Another outcome of the PhD project is the development of the work-design model and 
intervention tool that encompass the elements of regenerative work design for sustainable 
development of employees to adopt/adapt organizational values using value crafting. A 
regenerative experience sparks a self-reinforcing cycle that increases employees’ resources, 
improves their performances, and increases the probability of future regenerative working 
(Vuori et al., 2008). Regenerative processes can be regarded as a means of prolonging the 
management interface with sustainability. This may result in the joint human and 
organizational movement towards economic strength and environmental enrichment. As 
such, a sustainable work organization is able to continue reaching its economic goals by 
promoting the capabilities of its employees, its business partners, societal stakeholders, and 
the natural resources affected. Sustained employees are able to reach personal goals and 
competencies with their job resources, continued knowledge development, and connectedness 
to the work environment. Even though a sustainable work organization may change internally 
and externally over time, this defining quality to promote the functional capabilities of all 
stakeholders remains and distinguishes sustainable work organizations from simply enduring 
ones (Holloway, 2009). Regenerative work thus can be seen as a means of increasing 
employees’ ability to function in the future while also promoting positive affective states and 
performance in the present (c.f. Kira & Forslin, 2008; Kira & Van Eijnatten, 2008). It is the 
aspect of renewal and becoming that make the value-crafting cycle’s use of what was done 
before as a “set of preconditions, however recent, that one leaves behind in order to 
‘become,’ that is, to create something new” (Deleuze 1995:171). It is this aspect of becoming 
that makes the value-crafting model and intervention tool innovative. 

The development of company values can be an exercise at different levels of scale (i.e. micro, 
meso, and macro) within an organization, because organizational values have shifting and 
flexible qualities. The value-crafting model and intervention tool can focus on crafting work 
or crafting organizational culture and can be used: 1) to inform team solution processes based 



190 

 

on company values and as a means for the adoption of values (Levit & March, 1988; 
Wiltbank, et al., 2006); 2) for the development of company values within change processes; 
3) to reshape company values in order to develop sustainable work behaviors and as a vehicle 
for developing organizational knowledge and learning (March, 1991; Lichenstein, et al., 
2003; Nonaka & von Krogh, 2009); 4) to promote new organizational culture after 
organizational change processes; and 5) as a strategic tool for working with other 
stakeholders throughout an organization’s network in order to support both causation and 
effectuation decision making (Sarasvathy, 2001/2008) in organizational change processes. 
These change processes can be linear or non-linear in character. When it comes to actually 
using company values in work, the individual/ micro and team/ meso levels were examined in 
the PhD project. 

The PhD project began with a description of the literature. In this literature review, models 
and concepts of job- and work-design (Fried et al., 2007; Grant & Parker, 2009), job- and 
work-crafting (Wrzesniewski & Dutton, 2001; Berg et al., 2007/2008), and organizational 
culture and values (Bardi & Schwartz, 2003; Beauregard, 2011) were described in Chapter 1.  
I built on the insight of literature with regard to the importance of flexibility in post-
organizational change processes where multiple stakeholders are involved in decision 
making, learning, and knowledge creation. I set out to design a tool that would accommodate 
the dynamic nature of change in organizations. The research questions and the overall design 
methodology were identified in Chapter 2.  

The empirical part of the PhD project consisted of: a) a diagnosis for redesign in Chapter 3; 
b) a series of studies on the process of work and value crafting in Chapters 4 and 5; c) a 
systematic design process in Chapter 6; and d) the test of a prototype in Chapter 7. 

Chapter 3 contains employees’ perceptions of both the IPC’s organizational culture and its 
newly defined organizational values. The main results indicate that the IPC‘s current culture 
is slightly dominated by ‘doing things fast’ (market type), and its preferred culture is slightly 
dominated by ‘doing things together’ (clan type). Although the response rate was low, the 
difference between current and preferred cultures is statistically significant, which might 
indicate that respondents want change. Employee perceptions of newly defined 
organizational values show minimal variations and a clear restriction of range, which might 
indicate a lack of discrimination, or a strong social desirability response bias. Further 
analyses revealed that there is no correlation between respondents’ perceptions of preferred 
organizational culture and of the newly defined organizational values.  So, there seems to be 
a cultural gap between newly set organizational values and the desired values of the 
employees. This result triggered me to develop the idea to craft organizational values. 

In Chapter 4, two design-oriented intervention studies were carried out to explore whether or 
not crafting is feasible in an organization. In the first intervention, Study 2, the concept of job 
crafting (Wrzesniewski & Dutton, 2001) was built upon with the conceptual idea of crafting 
sustainable work (Kira et al. 2010), using the integral-theory framework (Edwards, 
2005/2010). The main conclusion was that crafting work yielded its most tangible results 
when there was group participation and facilitator guidance. By having a facilitator guiding 
the process and providing work-crafting hint cards, participants were able and willing to craft 
their work. In the second intervention, Study 3, the value-crafting concept (Holloway, et al., 
2011) was introduced, and formulated into a model and intervention tool.  Although, the 
crafting of work using company values actually did take place, only the first two steps (i.e. 
selecting a value and then setting goals) of the process were clearly taken. Again, explicit 
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guidance by a facilitator proved to be a prerequisite for success. The chapter concluded with 
the formulation of the first design criteria for the work-  and value-crafting model: in the 
context (C) of teams, work- and value-crafting interventions (I) will trigger the mechanisms 
(M) of transcendence and translation to improve the outcomes (O) of job satisfaction and 
work performance. As far as the intervention tool is concerned, the studies in Chapter 4 led 
me to question the strategies employed by people in particular work contexts, and how those 
strategies may influence the use of company values and how this affects the motivation to do 
so. 

In Chapter 5, non-directive, longitudinal diary data was collected nearly a year after the 
merger, but before a corporate-wide introduction of the new company values had been 
completed. First, I explored the motivational aspects of work engagement and its connection 
with value-use, and job and personal resources. I found that Organization-Based Self-Esteem 
(OBSE) had a relationship with work engagement. The relationship between employee work 
engagement at the week level was strongly related to the four modes (i.e. intentions, 
behaviors, roles, and applications) of using values. Employee work engagement at the week 
level and the perceived job satisfaction and perceived work performance from using values 
were partially facilitated by the use of company values, that is, when a person had some 
social role with others, and the person had success with applying a value in the weekly work. 
This is relevant for using an intervention of this type, as a tool for change. The findings 
suggest the need for explicit examples and rewards for people who choose to use values in 
their work.  
Next, I examined the situations in which value crafting took place, and some potential 
triggers. The results indicate that whenever participants in this diary study used company 
values, they used particular value-domains (e.g. commitment-thought), some particular 
triggers (e.g. client), and applied them in specific situations (e.g. meetings). This was 
contingent on the type of interaction the parties had when they were collaborating.  
Finally, I examined how people were spontaneously interpreting, applying, propagating, and 
adopting or adapting company values, over time. Although, it was evident that people used 
company values in their weekly work, no specific patterns of value-use developed over the 
four-week research period. The degree of variation in the use of company values in the 
agentic and communion dimensions was high, but lacked any direction. The study showed 
unstructured strategies employed by participants, to be triggered by particular coworkers, and 
in particular work contexts. The main conclusion of this study is, that naturally occurring 
value crafting indeed is a probability, but not a highly efficient process. Some guidance 
provided by a facilitator seems to be a prerequisite to reach the goals.  

In Chapter 6, the results of the empirical studies were brought together. This contains the 
systematic development of the value-crafting model and intervention tool. A testable 
prototype was designed that crafts values by using a sequential four-step process. In this 
chapter I have shown how the design of the value-crafting model and intervention tool 
evolved as a creative process that gradually unfolds, over time. 

In Chapter 7, both Alpha and Beta tests of the value-crafting model and intervention tool 
were executed. The Alpha testers agreed that the value-crafting model and intervention tool 
would be applicable in the field, and might be helpful for organizational change. Beta-test 
results indicate that all four steps can be executed successfully, under strict guidance. 
However, the effectiveness of the intervention tool requires some additional improvements. 
These improvements should focus on the development of process and functions in each of the 
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four intervention sessions. A Gamma test was not executed due to time constraints, so it 
remains to be tested whether or not under what circumstances, and in what branches of 
industry, i.e., manufacturing, transportation, or service industry, the value-crafting 
intervention (CIMO) is valid. Therefore, it can be concluded that the method of crafting 
values, i.e., using company values to develop work and organizational culture, is still in its 
infancy. Independent longitudinal testing of the prototype is needed to further validate the 
model. 
 

8.2 Contributions for Theory and Method(ology)  
My research has implications for both work-design theory and method(ology). It focuses on 
both proactive changes that employees make with regard to work and organizational values in 
work design, and methodologies to make it happen.  
 
8.2.1 Contributions to Theory 
This PhD project speculates that the benefits of value crafting are in its potential for work 
redesign no matter the scale in which the change process emerges.   
As such, the value crafting model and intervention tool provide new insights and procedures 
for participative work redesign.  More importantly, the value-crafting work design model and 
intervention tool have implications for practice and scientific research and the continuation of 
the development of knowledge about work design for companies involved in dynamic change 
processes. Value crafting may contribute further to changes in work and in the 
adoption/adaption of organizational culture by investing in the creation of new knowledge 
whilst also generating learning through the exchange of tacit knowledge at the individual and 
team level.  
 
Value crafting presents new insight into the design of work. Thus far, the main emphasis in 
the job-crafting literature has been on task, cognitive, and relational boundaries 
(Wrzesniewski & Dutton, 2001; Berg et al., 2007/2010/2013). I expanded this to include all 
four domains of the integral-theory framework. The use of the integral-theory framework in 
work design includes not only task, cognitive, and relational boundaries, but it also integrates 
company values in the design of work. Value crafting provides a new approach to change 
both work and organizational culture. It does so by offering a means for shared knowledge to 
be exchanged as part of a constructive participative process, the extent to which 
organizational values should and can be used is best answered with more research. At this 
point in time, organizational values offer a way for teams with multiple stakeholders to 
construct solutions that are based in conflicts not avaioding them and  in this way, while the 
“illusion of manageability” (King & Anderson, 2002) can be acknowledged and avoided. 
Within the design of the value-crafting model and intervention tool, these developments are 
also viewed through the lens of complexity. Complexity has been a contributing force in the 
development of the value-crafting model as our intention is to acknowledge the connectivity 
(e.g. Van Eijnatten, 2004; Angwin & Vaara, 2005) of all system elements. As such, the 
value-crafting model and intervention tool take into account the relational and dispensative 
qualities of whole/part integrated systems. Value crafting contributes to the design of work 
from a complexity theory perspective. Value crafting can be defined from a complexity 
perspective as crafting culture based on interactions and new culture and work practices that 
emerge from this process. 
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The literature on organizational culture suggests that organizations can be seen as entities 
representing values (i.e. Finegan, 2000; Erez & Gati, 2004). This reflects a view that the 
macro perception of company values most often supersedes meso and micro representations. 
Complexity literature suggests that emergent change may start from the macro level and 
influences micro and meso levels (i.e. Goldstein, 1999; Corning, 2002; Chao, 2000; 
Kitayama, 2002; Klein & Kozlowski, 2000; Erez & Gati, 2004). In this PhD project, the idea 
is that changes made in work and values at the micro and meso levels may influence 
organizational culture. This research contributes to the body of knowledge on organizational 
development and change, especially with regard to micro-level behaviors (Scheiger & Denisi, 
1991; Ellis et al., 2009; Stacey, 2007). In this PhD project, the notion of control is from an 
engineering stance and as such I would propose value crafting has the potential of modeling 
human action and producing novelty. Stacey (2010) suggests that if one takes control, from 
an engineering point of view then “successful change occurs when people are persuaded to 
hold the same beliefs… [and] remove or suppress the conflicts that arise when people 
differ.”(Stacey, 2010: 63). When value crafting is used in a setting where multiple 
stakeholders have conflicting personal ideas, it is the conflict or act of knowledge sharing and 
decision-making that arises with the use of organizational values where views are developed 
through which constructive conflicts create novel pathways to solutions. 
In that same vein, value-crafting-focus on micro and meso level representations of 
organizational values has implications for new types of work spaces. In virtual work, for 
example, a multilevel perspective on work design may improve issues of identity (Fox et al, 
2009), communication (Erickson, 2000; Crystal 2001; Ward, 2004), and culture (Olaniran, 
2007) which are also prevalent in the context of cross-cultural virtual work. The benefits of 
this could be further researched in a variety of industries and contexts, with this in mind. 
 
For instance, value crafting may be helpful for extending the job demands-resources (JD-R) 
model (Bakker & Demerouti, 2007; Demerouti, Bakker, Nachreiner, & Schaufeli, 2001). 
Value crafting can be used to help balance job demands and job resources within a person’s 
daily work. Viewing value crafting from the JD-R perspective implies that the individuals 
craft their work and target their job demands and job resources by using existing company 
values.  
The research in this PhD project suggests that both micro and meso level decision making 
gain from taking into account the contributions of organizational values to the development 
of sustainable work and cultural.  
 
8.2.2 Contributions to Method(ology) 
My research also has implications for work-design method(ology). Three contributions can 
be drawn from this PhD project in relation to the method(ology) of job/work design. 
First, the design-science approach was used for the development of the prototype of the 
value-crafting model and intervention tool because it is rooted in an engineering point of 
view and the analysis of Mode 2 knowledge or artificial science (Van Aken, 2004). Value 
crafting is positioned within a design science paradigm because value crafting is a work 
design model and intervention tool that creates/produces/uses creativity and logic as part of 
the inputs necessary to create innovative processes based on scientific evidence. In that 
respect, CIMO logic served as the intervention plan. Its prescriptive and structural logic was 
valuable for developing the interventions as normative endeavors. Also, the PhD project had 
both theoretical and applied research aims, to produce usable design knowledge, and to 
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support cultural development and learning. Using a design-science approach enriches both 
organizational theory and organizational practice.  
Second, the C-K theory provided an in-depth look into cyclical design reasoning, and 
systematically showed the successful melding together of both concepts and knowledge. As 
far as I know, this is the first time C-K theory was applied in the design of work. The C-K 
theory clearly enhances both transparency and replicability of the design process. 
The issue of pragmatic validity is an important feature to address. The use of the C-K theory 
helps to examine the role knowledge and creative concepts play in the design of a conceptual 
tool for practical inquiry (Worren et al., 2002). It goes without saying that in this dissertation 
knowledge is seen as a tool (Perkins, 1986) not just as information. The theme of creativity is 
an important one in experimentation, and the emphasis on new and alternative ways in which 
human action is brought to light is important (Rorty, 1989).  
Third, this PhD project combined different methodological paradigms: the variable-based 
approach, the systems-based approach, and the complexity-based approach. The result is a 
fruitful hybrid of both analysis and synthesis that is aimed at renewal. Pragmatists involved in 
design research develop knowledge that is “in the service of action; nature of thinking is 
normative and synthetic” (Romme, 2003: 559) and takes the position that design is unique to 
each situation and draws on the purposes and ideal situations, systems thinking, as well as 
emphasizes participation discourse as a medium for intervention and pragmatic 
experimentation (Romme, 2003:559). I use the pragmatist pretext as a yardstick to research 
with an appropriate epistemology and methodological awareness (Friedrichs & Kratochwil, 
2009). 
 
8.2.3 Implications for Practice  
The practical implications of the PhD project especially relate to organizational change and 
development processes. Some authors have identified resistance to change as a challenge to 
organizational change and development processes (Miller, et al., 1994; Den et al., 2008; 
Clark et al., 2010).  Literature on organizational change has identified important attributes 
that yield unsuccessful change such as unclear transitional identity, structural inertia, and 
rigidity effects in organizational member behavior (Staw et al., 1981; Baum & Shipilov, 
2006; Clark et al., 2010). The literature has identified successful attributes of organizational 
change too. Some of those include positive employee attitudes with respect to achieving 
organizational goals (Martin, 1998; Eby et al., 2000) as well as collaboration, and trustful 
communication (Cameron et al., 2003; Stahl, 2006; Bolden, 2011).   

Value crafting contributes to the work-crafting process in three ways: 1) it presents an 
innovative approach to manageing cultural change based on the consequenses of work.; 2) it 
delivers a set of crafting techniques, by using the value-crafting cycle; and 3) it extends 
crafting to become both an individual and group activity. 

Value crafting is designed to improve understanding and communication between individuals 
and teams. In cross-border and other merger and acquisition practices, basic 
misunderstandings and miscommunications are major sources of conflict. The value-crafting 
model and intervention tool aim to reduce differences in intentions, behaviors, roles and 
values, in order to improve decision-making capacity in most M&A teams.  

To my knowledge, few researchers in design science, change management, and work design 
have specifically examined the interconnection of micro and meso level organizational 
change processes during a merger, and designed a tool for the purposes of combating this 
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issue, using company values. The developed model and intervention tool in this research has 
the following distinguishing features: 

1. The value-crafting model / intervention tool incorporate the integral-theory framework 
to simultaneously apply more concepts in organizational change. 

2. The value-crafting model / intervention tool provide a means for measuring the changes 
in all four developmental domains of the integral theory framework. 

3. The value-crafting model / intervention tool provide an innovative planned change 
approach for work and cultural change. 

4. The value-crafting model / intervention tool incorporate guidance in the crafting of 
work and organizational culture. 

5. The value-crafting model / intervention tool are applicable in implementing 
development and knowledge sharing at both the individual and team levels. 

 
Value crafting lends itself to more dynamic decision making and strategy building. This can 
be accomplished in four ways:  

1. By looking at choices and decisions in the value-crafting intervention as part of a “ritual 
activity” (March, 1991: 108). Decisions made during the intervention guide behaviors 
that are part of a routine (Levitt & March, 1988; Gavetti & Levinthal, 2012).  

2. Causation and effectuation are vantage points of decision making that are 
interconnected and necessary in change processes. If the presumption of human action 
and decision making is formulated out of causation, choices are effect dependent. 
Meaning choices about how the company value is used are “driven by the 
characteristics of the type of effect the decision maker wants to create and his or her 
knowledge of possible means” (Sarasvathy, 2001: 251). In these instances value 
crafting can be used for issues of work and cultural development in cases of linear 
developmental, macro and meso decision-making changes by managers and leaders, or 
in an HR capacity. If, for example, there is an HR initiative to hire someone to work in 
an organization, the set of company values will determine who the HR department is 
looking for, and the type of working atmosphere the company wants to create. On the 
other hand, when the presumption of human action and decision making is formulated 
out of effectuation, choices are actor dependent, meaning choices about how the 
company value is used are “driven by characteristics of the actor and his or her ability 
to discover and use contingencies” (Sarasvathy, 2001: 251). Value crafting can be used 
within the context of micro and meso decision-making changes, because company 
values can serve as a type of flexible “controllable aspect” (Sarasvathy, 2001: 252), 
from which the contingencies of work and culture are formulated. In this way, control 
then shifts away from prediction, and company values can forge synergistic 
relationships in cross-functional teams, because it is less important in micro and meso 
change processes to be tightly coupled with the known. Using effectuation in the 
decision-making process allows for unplanned and unknown meanings of work and 
company culture to emerge.  

3. The cyclical nature of cross-level interactions (Gunderson & Holling, 2001) may occur 
in the creation and diffusion of new company values, over a period of time. 
Connectivity is an important component of complexity (Van Eijnatten, 2004), in the 
context of an M&A process (Angwin & Vaara, 2005), to facilitate communication in 
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shared work. The connectivity between micro, meso, and macro level scale changes 
plays a role in the strategy for which a decision-making process, as i.e., causation or 
effectuation, will be used in the value-crafting intervention. It may be possible to 
identify the relational and dispensative points at which an entity (i.e. a person, team, 
department or industry) is capable of accepting or rejecting changes. Identification of  
those points may help to better pinpoint where and when to nurture resilience and 
sustainability in the work environment (Gunderson & Holling, 2001).  

4. By making it possible for employees to more easily acknowledge differences that exist 
in multinational organizations as a result of a cross-border M&A or other change 
processes. When employees work with one another there may be some instances where 
old thinking and doing intersect/conflict with new thinking and doing (Eijnatten, et al., 
2007) and this may act as a barrier to collaborative learning and knowledge 
development. Value crafting may buffer those barriers and facilitate new strategies to 
explore the realities of collaborative work. 

 

8.3 Limitations and Directions for Future Research 

8.3.1 Limitations 
Field research is not guaranteed to be complete (Stiffman, 2009). The experience of doing a 
project of this magnitude would have been very difficult without the assistance of students.  
My role as a researcher was that of a project manager in some sense as there was a concern 
that the data collected would be able to tell as complete a story as possible, and in that spirit 
data collection was taken to the people who participated. As a researcher doing research with 
participants who predominantly spoke a language other than my own, it was imperative that 
the research team be well informed. There is the delicate balance of collaboration and 
instruction with regard to using confederates in the studies to consider. It was also a great 
advantage to have the support of the IPC in terms of doing confidential research in the 
company and also that their financial investment was not an influence on the research itself. 
 
In this respect, the PhD project was subject to limitations that provide avenues for future 
research. The following seven research limitations are discussed: 
 

a. For study 1, the response rate was quite low, due to all sorts of factors. The amount of 
empirical data was limited. As a consequence, the analysis of the data was restricted to 
major categories.  

b. There were also accessibility issues that led to low completion rates in Study 1. More 
preparations should have been made to assure that all employees had direct and easy 
access to a computer, and being more prepared for the field study would have made the 
online surveys easier for employees to access. In Study 1, people who worked on the 
factory floor wanted to participate but were unable to do so. By the time the survey was 
adjusted in the on-line program to allow more than one person to participate in the 
survey from the same computer, many people were already frustrated and did not come 
back to complete the survey. Consequently, only a superficial data analysis of the 
company values in the transnational company was feasible. 

c. In all intervention studies, the numbers of participants were rather limited, because 
these studies were carried out within a set period of time during the academic year with 
the assistance of master students. This made the selection and availability of company 
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teams at times problematic. As a consequence, these circumstances reduced the time 
that was available for the researcher to conduct, and for employees to participate in, the 
studies.  

d. The incompatibilities between research and corporate timelines in field work are also 
important to mention. This resulted in operating alongside, but not always in concert 
with each other. Also, the pace at which industry needs to find a solution is much faster 
than a researcher normally can offer, considering academic standards.  

e. In Study 4, there were indications of some temporal changes due to within-person 
variations, pertaining to some future changes and possible developments. The lack of 
more longitudinal data may have weakened the reliability of the results. As there was no 
Gamma test planned, it would have been a good idea to replicate the interventions, and 
to develop the model further.  

f. For Studies 2, 3, and 4, CIMO logic was used, but not to the full extent. Most of the 
time, identifying the mechanisms (M) and outcomes (O) unfortunately was not 
completely possible. There is undeniably some potential for the value-crafting model 
and intervention tool, but at this time, the incompleteness of the findings leaves multiple 
questions for further development.  

g. Generalization of results in this project is limited. The conceptual model and the 
prototype of the intervention tool were barely tested in the field, and these where 
examined and discussed with a very limited number of experts and potential end users. 
Therefore, the external validity has not been sufficiently checked, at this time. 

 
8.3.2 Impetus for Future Research 
Future research directions for refining the value-crafting model and intervention tool, and 
broadening the scope include the following: 

1. Applying the value-crafting model and intervention tool in different locations, 
preferably in similar situations. Gamma testing and longitudinal data collection over an 
extended period of time would provide the opportunity for validating the value-crafting 
model and intervention tool. This will increase the knowledge currently available with 
regard to crafting values and developing work, and organizational culture. The 
opportunity for a longitudinal examination and analysis of networks (Breiger, 2000), 
using both interpretive and qualitative means (Weber, 2005) to gather information about 
the spread and the time associated with the scale of adoption and diffusion of company 
values, would be interesting.    

2. Applying the value-crafting intervention in different environments without established 
organizational values, such as military cyber teams, in second-life, in gaming 
environments, and as a medical triage examinations type of checklist. This would 
broaden the scope of value crafting as these types of environment often rely on 
temporary contact and symbolic collaboration.  

3. Using value crafting to create values that never existed before (Romme, 2003; Mesny & 
Mailhot, 2012), for instance, in the exploration of new markets, valuation and company 
creation. These are situations in which employees are able to create new company 
values and meanings and to construct new goals and strategies. This too would be 
interesting to study in virtual environments. 

4. Applying the value-crafting intervention in different therapeutic and coaching 
situations, such as in individual goal setting for addiction or change of career 
counseling, where another person or group supports the efforts being made by an 
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individual. Also, using value crafting as a sports team acculturation practice for new 
players, especially new recruits adjusting to professional team standards and 
expectations. In both of these situations, clear prescribed standards at the meso and 
macro level can be customized for the individual/ micro level.   

5. Expanding the value-crafting design activities of the intervention to include a more 
tangible tool making by the teams. In this way they can be used to communicate with 
other stakeholders. Currently, there are games and scenario building for the team to 
create their understanding of each team member’s perspective  within the group. By 
expanding the design activities of the team, their particular project can yield an artifact 
that they can use to communicate with other stakeholders. These more tangible tools 
could be things like card games, apps, protocols, prototypes, or anything the team 
decides. 

6. Exploring the design of the value-crafting model from a more creative stance by having 
the process start where the teams feel they need to start. Presently, the interventions 
were driven by the dependency of the model as part of more prescribed unfolding 
processes, going from step 1 to step 4. Allowing the prescribed value-crafting process to 
develop. 

7. Examining the value-crafting processes created by different teams or departments in 
multi-reinterpreted environments as a group of systems to have a higher level of 
crafting. Using a combination of engaged scholarship and user-centered design methods 
could open up a more creative process by which new and more general interpretations 
of organizational values are made. This may even create a more interesting set of 
organizational values that are really developed by the employees and in so doing they 
may be more embedded in the organization. 

 
To conclude, value crafting provides all sorts of new arenas for future research in work 
design. The main challenge for future researchers and practitioners will be to try and apply 
the value crafting intervention in either an extended Beta test or a Gamma test environment 
where the model and intervention can transcend the boundaries of what has been possible in 
this project.  
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Summary 
 

This paper describes a method to craft work using organizational values in a business context. 
The method, which is based in complexity, uses the integral-theory framework to arrive at a 
cycle that consists of four steps, i.e., picking an organizational value, better understanding it, 
developing intentions what to do with it in a project context, and applying it in the daily work. 
The method was further developed into a practical activity tool, which was empirically pilot-
tested in two small innovation teams in a Dutch manufacturing company. Results indicate that 
the R&D engineers in the pilot test were successfully able to craft an organizational value by 
using the tool. However, initially they experienced some problems with understanding the 
practical relevance of organizational values. Therefore, future research should increase the basic 
understanding and practical usability of the tool. 

 
Key Words: Job crafting, complexity, organizational values, panarchy 

 
 

Introduction 
 
Whenever companies achieve success in the context of their home country and industry, the 
need to merge with other companies is not a new phenomenon in business. As market 
demands grow more diverse, corporations must stay competitive, and retain market share.  
This also begins to trigger the needs for broader, more integrated employee skills sets, deeper 
exploration of novel products, and more dedicated attraction of new customers outside the 
traditional realm (Cartwright & Schoenberg, 2006). The management of a multinational 
corporation is confronted with a challenging mix of complex requirements and opportunities.  
For instance, following a merger, changes in work activities or modes of work (purpose and 
participation) require both employees and management to come to terms with where the old 
company belongs within the newly formed corporation. This is not a linear process. In order  
to maintain and regenerate the human and organizational resources the question arises: How 
can people be sustained, strengthened, and enriched in their work? The question is how to 
sustain the essential quality of work when tasks and roles may change. How can the meaning 
of work be preserved, while the actual task patterns will keep changing all the time. In this 
________ 
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paper we will present value crafting as a potential solution to this dilemma. 

We will propose a value-crafting tool, which may be used to create sustainable work by 
strengthening employees’ ability to (re)generate resources through their work values.  
 
 

Theoretical Background 
 
Complexity Concepts 
 
We would like to use a complexity perspective as point of departure for our value-crafting 
approach. More specifically, we take the holon concept as our basic lens or principal vantage 
point. A holon is defined as an entity that is both a whole, and part of a bigger whole, at the 
same time. It is both autonomous or preservative with respect to one aspect, and dependent or 
adaptive with respect to another aspect (c.f., Wilber, 1996; Edwards, 2003/2007/2009). 
Reality, seen as a complex system, essentially is thought of as being composed of holons 
organized within ‘natural hierarchies of holons’ or holarchies (Wilber, 1996; Edwards, 2007). 
This implies that connectivity is considered a basic characteristic (Fitzgerald & Van 
Eijnatten, 1998; Fitzgerald, 2002; Van Eijnatten, 2004). 

We also adopt the holon as our basic unit of analysis, which means that we intend to 
model reality in an integral way, i.e., a) combining both exterior or objective observables and 
interiors or subjective introspections; and b) bringing together both agentic or preservative 
and communion or relational, adaptive aspects, see Figure 1A. 
 

 
 

Figure 1 
Complexity Concepts (Adapted from: Edwards, 2005a/b) 
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Wilber (1996) called this the ‘All Quadrants All Levels’ (AQAL) framework; Edwards 
(2003) coined it the Integral Theory perspective (Cacioppe & Edwards, 2005a/b).  In this 
paper, we treat both conceptual frames as equivalents. 

We define sustainable human development as an equal, balanced growth of human 
resources in all four quadrants of the AQAL framework / Integral Theory perspective. 
Sustainable human development seen from this integral perspective can be analyzed in a 
single matrix with the following four quadrants, see Figure 1 (Edwards, 2005a/b, 2007/2009): 
 

• Agentic Interior (AI) resources refer to intentions, reflexes, and thoughts (the 
consciousness self). 

• Agentic Exterior (AE) resources appys to behaviors, physiology, and directed 
action (the behavioral self). 

• Communion Interior (CI) resources look at worldview, myths, and values (the 
meaning-making self). 

• Communion Exterior (CE) resources are associated with social presence, social 
role, and activity (the social self). 

 
Development lines and transcendence levels in each of the four quadrants allow for in-depth 
examination of human growth and development (Edwards, 2007), see Figure 1B and 1C. 
[more detailed] A level is a general measure of higher and lower and any specific level can 
have structure. Levels tend to unfold in a sequence and thus progress through stages at each 
level of complexity (Van Eijnatten, 2004). Complexity levels are not rigidly separated from 
each other but are fluid and overlap. Put in another way, levels are abstract measures that are 
fluid yet are qualitatively distinct classes of recurrent patterns within developmental lines. 
Development Lines represent identifiable streams of development within a quadrant at any 
given point in time. Developmental lines include but are not limited to those that represent 
cognitive, moral, and self-identity development (Edwards, 2007). 

Translation and transcendence have been suggested as mechanisms by which human 
resources are created, developed, and at times discontinued (Kira et al., 2010). Transcendence 
is the process of discontinuous growth into different levels of complexity (Van Eijnatten, 
2004). It is the transformational change that comes from double- and/ or triple-loop learning 
(Argyris & Schön, 1978), where independent streams or capacities become archaic and are 
transformed into more current or relevant streams and capacities. A sigmoid curve 
symbolizes the life-cycle path on which bifurcation points may arise to herald higher levels of 
thinking and doing. Unstable moments of development can be seen as intermediate stages of 
Old Thinking/ New Doing and New Thinking/ Old Doing (Peters & Wetzels, 1998). 

Translation is the process of flow (Csikszentmihalyi, 1990) within or to other quadrants, 
where the independent streams or capacities proceed to ripple through a similar level of 
development in all quadrants. The translation of these resources provides a means for 
internalization and externalization of resources (Nonaka, 1994; Nonaka et al., 2000).  

Because we are especially interested in the interactions of holons at different scales or 
levels of aggregation, i.e., individual employee, work group, and organization, we adopt the 
panarchical lens (Gunderson & Holling, 2001; Holling, 2001/2004), which has become 
popular in ecological research, see Figure 2. 
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      Figure 2 
The Panarchical Lens 

(Adapted from: Gunderson & Holling, 2001; Holling 2001/ 2004) 
 

“Panarchy is the hierarchical structure in which systems (…) are 
interlinked in never-ending adaptive cycles of growth, accumulation, 
restructuring, and renewal. These transformational cycles take place in 
nested sets at scales (…). If we can understand these cycles and their 
scales, it seems possible to evaluate their contribution to sustainability 
and to identify the points at which a system is capable of accepting 
positive change and the points where it is vulnerable. It then becomes 
possible to use those leverage points to foster resilience and 
sustainability within a system. The idea of panarchy combines the 
concept of space/time hierarchies with a concept of adaptive cycles. 
 

         Holling (2001: 392) 
 
We have adopted the panarchical lens in order to model the cross-scale interactions 
between individual employees, work teams and the organization. Instead of the 
adaptive cycle, we have put in the holon construct from Figure 1, showing the four 
quadrants, in which the concentric circles refer to the complexity levels. At the micro 
level we look at the individual, at the meso level we consider the work group, and at 
the macro level we distinguish the organization 

Revolt is a cross-scale interaction process in which fast-and-small changes in the 
individual employee influence the work team. Remember is a cross-scale interaction 
process in which large-and-slow changes in the organization impact the work team. 
Both remember and revolt interactions will influence the intermediate level, at the 
same time, resulting in a dynamic balance. We use this work-group level as our 
prime reference scale. 

 
Recent Approaches to Job Design 
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Next, we will describe two recent approaches to job design: i.e., Job Crafting and Work 
Crafting, and we would like to introduce Value Crafting, see Figure 3. 
 

 
 

Figure 3 
Job Crafting (A), Work Crafting (B), and Value Crafting (C), seen through an Integral Lens 

 
 
According to Wrzesniewski & Dutton (2001: 179), traditional views of job design have 
focused on the development of individual determinants such as expectations, external 
characteristics, and the attributes of the job itself (i.e., work task or social interaction at 
work). Both of these views minimize the participative role employees play in their daily 
routines. Clegg & Spencer (2007: 321) postulate that the development of job design to a large 
extent can trace its beginnings to the Job Characteristics Model (Hackman et al.,1975; 
Hackman & Oldham, 1976). They also acknowledge the contributions of socio-technical 
systems. Clegg & Spencer (2007: 323) compile five sets of constructs as the basic ingredients 
of most modern job designs, see Table 1. 
 

Table 1 
Job design Constructs. Source: Clegg & Spencer (2007: 323) 

 
Changing 
Construct  in Job 
Design 

Definition Authors 

1. Flexible and 
adjustable in the 
short term 

Job holders can adapt their job 
content through a process of  ‘job 
crafting.’ 

Wrzesniewski & 
Dutton (2001)  

2. Job holders 
performance and 
perception of 

Job holder can negotiate the 
opportunity (and/ or find the space) 
to change his/ her job content. 

Bauer & Green 
(1996); Lowin & 
Craig (1968) 
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Kira & Van Eijnatten (2008a/b) further extended the development of job design to include 
both the contributions of socio-technical systems and the prospects of a chaordic systems 
approach by the use of complexity, in order to capture patterns of pro-activity and co-creation 
needed in modern work environments. 

Job crafting is an approach to job design that seeks to capture what employees do to 
redesign their own work in ways that can foster their engagement, satisfaction, resilience, and 
ability to thrive (Spreitzer et al., 2005). It is a means to utilize opportunities to customize 
work by changing tasks, interactions, and how the work is viewed. Wrzesniewski & Dutton 
(2001) define job crafting as: 
 

“The physical and cognitive changes individuals make in the task or relational 
boundaries of their work. Changing task boundaries means altering the form 
or number of activities one engages in while doing the job, whereas changing 
cognitive task boundaries refers to altering how one sees the job […], and 
changing relational boundaries means exercising discretion over with whom 
one interacts while doing the job.” 
 

       Wrzesniewski & Dutton (2001: 179-180) 
 
According to Berg et al. (2008) job crafting dimensions include a) task crafting by changing 
the scope of your job; b) relational crafting by altering the extent or nature of the 
interactions; and c) cognitive crafting by changing the way you think about your job. In terms 
of the integral theory perspective described by Edwards (2005 a/b), job crafting covers three 
out of four of the previously distinguished holon domains, see Figure 3A: 
 

• Changes in the agency-exterior domain: concrete tasks and work activities.  
• Changes in the agency-interior domain: comprehension and mental models of work 

(both purpose and priorities).  
• Changes in the communion-exterior domain: social roles, relationships, connections 

and collaborations. 
 

competence  
3. Knowledge  
 
 
 

Job content expansion of roles and 
responsibilities of job holders allow 
them to develop new knowledge and 
skills, and these help explain why 
performance may improve. 

Leach et al. (2003); 
Morrison et al. (1999) 

4. Job content 
impacts on self-
efficacy 

This plays a critical role in predicting 
subsequent changes in behavior and 
performance. 

Bandura (1982); Burr 
& Cordery (2001); 
Parker et al. (1998); 
Spector (1995) 

5. Job design as 
dynamic and 
circular  

Job content and job performance are 
outcomes of a process as well as 
predictors. Both reciprocal and spiral 
relationships. 

Karasek & Theorell 
(1990); 
James & Tetrick 
(1986)  
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Grant & Parker (2009) distinguish relational perspectives (socially embedded jobs, roles, and 
tasks) and proactive perspectives (workers’ initiatives to change the way how the work is 
done). 

Since work is increasingly becoming a responsibility instead of a fixed set of tasks, Kira et 
al. (2010) broadened the concept of job crafting into work crafting. Focusing on a whole 
career, work crafting includes not only the challenges employees encounter in terms of 
behavior, social roles, and intentionality in the short run, but also in the long run.  In addition 
to that, their culturally shared meaning of the work context could be a focus, as well (Kira & 
Forslin, 2008). In terms of the Integral Theory perspective of Edwards (2005 a/b), work 
crafting involves all four holon domains, including changes in the communion-interior (CI) 
domain: sense of belonging, cultural embeddedness, and shared meaning of values. With 
work crafting, collaboration is unstructured and focused more closely on the individual 
holon's ability to translate between quadrants and transcend into different levels of 
complexity, see Figure 3B. As can be seen in the figure, translation is possible between all 
quadrants. 

Within a company, different people and departments intensely work together to keep the 
organization on track in a complex competitive environment. The collective use of values 
within a corporate culture may facilitate better communication and shared knowledge. Value 
crafting might be a means to creating a new corporate culture by prompting the development 
and diffusion of organizational values within an organization, see Figure 3C. In value crafting 
the individual, collective or organizational-holon’s ability to translate and transcend into 
different levels of complexity are proposed to work together. A value is picked, translated 
into intentions/ambitions, behaviors and roles, and into a collective value meaning, see Figure 
3C.  The collective value meaning is then thought to transcend to a next level of complexity. 
Value crafting is a departure from work crafting in that we are focusing attention on multiple 
scales or levels of aggregation. We will focus on the individual holon nested in a group - the 
within group association - and its connection to the organization as a whole. 

 
 
Value-Crafting Cycle 
 
We have combined the above-mentioned concepts in order to design a method for value 
crafting as a structured, cyclic intervention in a company (Van Loon, 2010). We distinguish 
the following four steps: 
 

1.  Interpret value: In the value-crafting cycle, a work group starts with the selection of a 
company value. This can be considered as a remember cross-scale interaction between 
the organization and the work group. 

 

2.  Develop intentions and actions: In the next step, an intentional goal is set by the work 
group in order to change its behaviors, and to develop new work practices based on 
the value.. 

 

3.  Reflect on value and relate to own behavior: In the third step, the work group reaches 
consensus about the reflections of the value, potential behavior results, and what may 
be possible by using the value. Consensus is used here to include different realizations 
and reflections about a particular value.  

 

4.  Adopt value: In the fourth step, the adaptation of the value is achieved by the work 
group. The collective experience and development help to give permanence not only 
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to the value but also to the sustainable credence within the work group. A new value 
selection process may start. 

 
 
 
 
 

 
STEP 1: Interpret 
value 

STEP 2: Develop 
intentions and 
actions 

STEP 3: Reflect on 
value and relate to 
own behavior 

STEP 4: Adopt 
value 

 
A 

 
B 

 
C 

 
D 

    
    
    
    
    
    
    

 
Figure 4 

Value Crafting seen through the Panarchical Lens (Van Loon, 2010) 
 

Legend:    I = Individual     G = Work Group    O = Organization 
                   = revolt interaction         = remember interaction 

 
In Figure 4 the process of value crafting is seen through a panarchical lens. In the first 

step, the work group starts with the selection of a value from the company scale. This can be 
considered as a remember cross-scale interaction between the organization and the work 
group, see Figure 4A. The individuals in the work group start with the formulation of their 
ambitions with regard to the selected value. This can be considered as a revolt cross-scale 
interaction between the individuals and the work group, see Figure 4A. This first step thus 
consists of both the revolt cross-scale interaction and the remember cross-scale interaction 
towards work group. 

In the second step, the work group itself develops intentional goals in order to change the 
behavior of the work group. These intentional goals are developed by the individuals in the 
work group, which can be considered as a revolt cross-scale interaction, see Figure 4B. 
During the development of the intentional goals by the individuals in the work group, they 
have to consider the constraints that are given by the company. These company constraints 
(such as procedures) are meant to maintain stability and can be considered as a remember 
cross-scale interaction, see Figure 4B. This second step thus consists of both the revolt cross-
scale interaction and the remember cross-scale interaction towards the work group. 

In the third step, the work group reflects on the possibility for the group to really change 
the behavior in order to improve performance. This step does not consist of revolt or 
remember interactions, see Figure 4C. Instead, the work group itself becomes aware of all 
interactions that are influencing its behavior, and thereby also its performance (both revolt 
and remember), and is trying to make sense of the value in this complexity. 

I 

O 

G 

I 

O 

G 

I 

O 

G 

I 

O 

G 
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In the fourth step, the work group has adopted the value. This includes two interactions. 
The first is a revolt cross-scale interaction between the work group and the company, see 
Figure 4D. This means that by adopting of the value, the work group has learned to contribute 
to the company in a way that matches with (some of) the company values. The second is a 
remember cross-scale interaction between the work group and the constituting individuals, 
see Figure 4D. This means that the work group has now developed a way to operate in line 
with the value. That way will become the new standard, which increases stability in the team, 
and helps the individuals to strengthen the value in their operations. 

The remember-and-revolt interactions between individuals, work groups and the 
organization allows for the translation and transcendence of values. In the second and fourth 
steps, the individual holon begins a renewal process and proceeds to a higher development of 
the value. Participation in the rapid changes is needed to keep a group process moving. In the 
third step at the work group level, reflection and conservation are the incremental movements 
toward the next level of comprehension needed for long-term adaptation and growth for all, 
see Figures 2 and 4. Sharing is thought to help create a cultural artifact that sustains the 
continual development of values. This is a flexible process; conceptually no work group is 
the same and consensus can change as the work group changes size or as cultural differences 
emerge. The cycle and process can be a flexible cultural artifact and the meaning of the 
values can also change with the context. There is also no absolute starting point but the cycle 
needs to be completed. 
 

Motivation for Empirical Study 
 
The presented value-crafting cycle comprises the desire to move the current work in the field 
of work design. In order for the model to gain any traction in the business world, the need to 
uncover its effect in an empirical study was the necessary next step. In this section, we 
describe how value crafting contributed to four-quadrant development with respect to 
innovation teams in a manufacturing company.  

Value Crafting is defined as an activity tool that can be used in order to better solidify the 
formulation of work group intentions/ ambitions, creation of action plans, reflecting on those 
plans, and social roles reflection as collective action.  In this we utilize values as part of the 
cultural quadrant in all holons as a starting point to accomplish these tasks. We surmised that 
by using the holon unit and the representation of the four quadrants we use the thoughts, 
actions, and the parallel development with agentic self- and communal interest, all of which 
are integrated in development and growth of resources through the use of values. We also 
surmise conceptually that the ability to reshape the work environment using value crafting in 
the context of decision making needs would be a good fit for such types of team initiatives 
where team decisions need to be in tune and on target.  
 
Method of the Value-Crafting Intervention 
 
In a Dutch Manufacturing company two dissimilar R&D innovation teams were recruited 
within two subsidiaries of the same organization. Within those teams an effort to bring the 
theoretical and conceptual model of value crafting into practice was carried out. Within each 
of the two teams, an effort was made to use the same methodology. This means that the group 
characteristics (such as group size) were the same, the value-crafting cycle was applied in the 
same way, and also the evaluation of the results in both teams was identical. The only 
difference in the approach between both teams was that the value-crafting cycle has been 
adapted to the team projects goals, which were different in both teams. 
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In the workshops, the team members were stimulated to discuss and brainstorm with each 
other about a particular value, and to assess the current situation of the team work on the four 
quadrants. The first workshop was conceived as a group discussion about the interpretation of 
the selected value, and continued with the identification and formulation of the group’s 
ambitions with regard to the selected value. The second workshop consisted of the 
formulation of the targets in the innovation project of the group, and improving these targets, 
inspired by the group ambition with regard to the value. The third workshop was a reflection 
of the group, on the realization of the new targets. The group identified factors in the 
environment that hindered the realization of their targets. Then, they planned how to deal 
with these factors, such that the targets could be realized in the future. In the fourth 
workshop, the group reflected on their experiences during the value-crafting process, and 
became aware of the potential benefits of usage of the value for their performance. 

 
Results of the Value-Crafting Intervention 
 
The evaluation of the effects of value crafting was executed through three ways. First, the 
effects of value crafting on the individuals in the group were measured using a questionnaire 
that was filled out in the beginning and at the end of the value-crafting process. This 
questionnaire evaluated which of the quadrants had the highest priority for the individuals, in 
their practicing of the value. Second, the effects on the group were evaluated through semi-
structured focus-group interviews. Both groups were asked a number of questions that 
revealed their experiences with regard to the value-crafting process. This happened in the 
fourth workshop, during which the groups were supposed to discover the benefits of using the 
value for improving their performance. Lastly, the effects on the value-crafting process were 
evaluated through observation of video materials that was recorded during the workshops. 
Special attention was paid to events, or reactions of engineers in the workshops, which might 
indicate shifts in the attitude of the teams towards the values. These shifts might be 
considered as signals of increased adoption of the value in the actual work. The results of the 
qualitative data-analysis are presented in Table 2. 
 

Table 2 
Results of the Value-Crafting Intervention in the Company (Van Loon, 2010) 

 

Results of the Value-Crafting Intervention 
 

  

Case 1 
 

 

Case 2 

1 • The innovation team develops an 
interpretation of the value, inspired by the 
companies’ description of the value and 
individual insights of five (out of six) 
individual team members. 

• A dialogue between individuals in the 
innovation team leads to an unanimous 
definition of the work-group ambition with 
regard to the selected company value. 

• The innovation team has difficulties to 
develop a clear interpretation of the 
value, because the companies’ 
description of the value is not in line 
with the individual insights of four (out 
of six) individual team members. 

• A dialogue between individuals in the 
innovation team leads to a vague defi-
nition of the work-group ambition with 
regard to the selected company value. 

2 • The innovation team concludes that their 
project performance is a complex mixture of 
specifications, cost price and time-to-market, 

• The team concludes that their project 
performance is a complex mixture of 
specifications, cost price and time-to-
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of which the combination contributes to their 
Return Of Investments (ROI). 

• The innovation team adopts the perspective of 
the company, and develops its intentions for 
improvement of the performance. 

• The individuals in the innovation team 
develop a number of long-term intentions for 
actions that are aimed at fulfilling the 
ambition of the work group, within the 
organization. 

market. 
• The innovation team adopts the 

perspective of the work group itself, and 
develops its intentions for improvement 
of the performance. 

• The individuals in the innovation team 
are not developing new intentions with 
regard to the value, but use the value to 
justify current actions. 

3 • The innovation team discusses its list of long-
term actions of step 2. Each of the actions is 
evaluated on their feasibility within the 
project. Only some of the actions remain, but 
will be executed in a later stage. 

• The team further plans the execution of their 
actions in a later stage of the project. 

• This suggests that both the revolt and 
remember interactions of step 2 are 
considered by the innovation team. 

• The innovation-team members report on 
their status of executing the action plan 
that was developed in step 2. 

• The innovation team has not adapted 
their behavior because of the value-
crafting steps, and has felt no intention to 
do so either. 

• This suggests that the remember 
interaction from step 2 is dominant in 
this innovation team. 

4 • The individual innovation-team members 
reflected on the concrete contribution of the 
new intentions of the work group for their 
individual work. The individuals became 
aware how the value, that was selected by the 
work group, can help them to perform better. 

• The innovation team identified the benefit of 
value-crafting that was most important for 
them. This was its increased awareness for the 
contribution to the organization, and how the 
innovation team can increase that contribution 
by using the value. 

• The innovation team becomes aware that 
they can use the value in their 
cooperation with other departments and 
employees as well, which triggers the 
individuals’ imagination to try new 
behavior. 

• The innovation team comments that they 
have not yet tried to use value crafting so 
far, but that they will do so from now on, 
because they finally discovered the 
benefits for themselves in relation to the 
rest of the organization. 

 
On the individual level, the questionnaires indicated that for both teams similar shifts in 

their attitude occurred. At the initial measurement, before the value-crafting process had 
started, individuals in both teams had the highest score on the cultural quadrant. This 
quadrant suggests that the team members considered it most important that the value is shared 
by others in their environment. After the value-crafting process was complete, the individuals 
in both teams answered that their ambitions and actions had a higher priority than before, at 
the expense of the cultural and the social quadrants. This result suggests that the individuals 
became more aware of the importance of the value for them, and that they increased their 
ambitions and actions consequently. 

On the group level, the focus-groups revealed four conclusions. First of all, it turned out 
that especially the social quadrant of the group had revealed the highest growth during the 
value-crafting sessions. Both teams recognized that their highest potential for extra 
performance was in the relation with the environment. Secondly, becoming aware of these 
benefits was a pre-requisite before the engineers were actually willing to use the value-
crafting methodology. One of the teams did not recognize the benefits for them at first. They 
were reluctantly participating in the value-crafting sessions, until they found out about the 
added value in the fourth session. Thirdly, teams had difficulties to deal with tacit knowledge. 
Talking about tacit knowledge was something that not all engineers were used to. Some of 
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them talked about tacit concepts quite easily, but most engineers preferred to discuss about 
explicit aspects only. The fourth conclusion is that value crafting is especially contributing to 
the awareness for the important role of a value in work decisions, of which people are 
normally not aware. Thereby, value-crafting is creating the opportunity to bring values into 
practice, which will be successful if the right conditions apply under which values can be 
brought into practice. Too much focus on short-term goals is hindering the opportunity to use 
values. 

The observations of the process that has been recorded on video revealed that most steps 
occurred as predicted in the conceptual model. In contrast to the conceptual model, the teams 
have not been able to change their behavior and social role according to the value. However, 
this does not mean that the conceptual model is wrong, but it has been suggested that the 
time-frame was too short (in one team) and the willingness was too low (in the other team) to 
realize changes within the research period. Both teams have announced that they will change 
their behavior soon, because they realized (sooner or later) that the value can bring benefits 
for their performance. 

Discussion 
In this paper we have suggested the concept of value crafting as a dynamic alternative to job 
design. Also, we have developed and pilot-tested a method for crafting organizational values 
in a business context. The method has been transformed into a practical tool that makes use 
of workshops as its main mode of intervention. Thus, this paper serves two important ends: it 
presents a tool that is theoretically based in complexity, and combines it with a real-world 
application.  
Value crafting might be used in work organizations for different purposes. It can be a helpful 
means for continuous development and change of existing organizational values in a work 
setting. The value-crafting cycle stimulates the translation of these values into all domains of 
human development. It also tries to account for the discontinuous phase changes that may 
occur in decision-making processes. The balanced development of behaviors, intentions, 
roles, and values may allow for shifts in complexity, and might propagate both the dissipation 
of old, and the emergence of new patterns of both thinking and working in a company. Value 
crafting can also be used for the introduction of new organizational values following a major 
organizational transformation, for instance a merger. The value-crafting cycle is supposed to 
support the creation, exploration, and subsequent adoption of new organizational values. 
The paper’s thesis is that value crafting might be helpful in creating sustainable work by 
strengthening employees’ abilities to (re)generate resources through their work values. 
However, this thesis should be treated with great care. Basically, this paper is about the 
development of a new idea, and the implementation of a first prototype. Also, the pilot 
research itself has strong methodological limitations. Therefore, any claims should be very 
modest. Future research should more generally apply, systematically analyze, and rigorously 
test value crafting in different business contexts. Future application work might focus on 
developing a manual for value crafting that explicitly informs engineers about the importance 
of organizational values as being ‘soft’ intangible aspects with ‘hard’ measurable impacts in 
contemporary working life. Future application work might also focus on further improving 
the look-and-feel of the value-crafting tool.  For instance, it might be developed into sort of a 
card game, in which different sets of playing cards represent different organizational values, 
and in which each set represents all four quadrants, i.e., values, intentions, behaviors, and 
roles. 
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1. Introduction 
  
In this paper we will propose statistical methods to analyze data obtained with the Organiz-
ational Culture Assessment Instrument (OCAI; Cameron and Quinn 1999/ 2006/ 2011). 
While investigating four research questions pertaining to the OCAI, we found that current 
data-analysis methods were inappropriate, and new data-analysis methods were required. 

The OCAI is a popular, 6-item questionnaire that measures six dimensions of organizati-
onal culture. The resulting data are so-called ipsative data: Nonnegative values that sum up to 
a constant. Ipsative variables are referred to as parts. As an example, Table 1 shows the re-
sponse format of OCAI items: It contains four statements typical for a hierarchy culture, a 
market culture, a clan culture, and an adhocracy culture, respectively. The respondent must 
divide 100 points among the four parts, such that more points indicate that the statement 
better characterizes the respondent's organization. The scores are ipsative because each part is 
nonnegative, in the range [0, … , 100], and the sum of the parts equals 100. 

It is well known that ipsative data are problematic, and standard statistical analyses yield 
biased results. The first articles in the psychological literature in which the problems with 
ipsative data were discussed, were published in the 1950s (e.g., Guilford 1952) and dozens of 
articles followed in subsequent years (for an overview, see Van Eijnatten 2011). In the statis-
tical literature, the problems associated with ipsative data were recognized more than 100 
years ago (Pearson 1897). However, in the latest OCAI manual (Cameron and Quinn 2011) 
the ipsative nature of the scores produced by the questionnaire was not taken into account, 
and consequently, the methods for data analysis that were advocated cannot solve the afore-
mentioned problems. Moreover, we found that the papers in the psychological literature were 
also of limited help to our analysis problem: Either they did not show a full comprehension of 
the problems associated with ipsative data, or they did not contribute to answering the re-
search questions of interest. Rather than discussing the contributions and shortcomings of the 
psychological literature on ipsative data, we took a radically different approach and devised 
our own methods to analyze the OCAI data. Our methods find their basis in the work of 
Aitchison (1982/ 1986/ 2003) - also see, e.g., Billheimer et al. (2001); Pawlowsky-Glahn et 
al. (2007) - which has become popular in the geological sciences, where ipsative data are 
known as compositional data. Since we believe that our methods may be valuable to anyone 
analyzing ipsative test scores of a similar nature as the OCAI scores, we will explain and jus-
tify the methods we have devised and illustrate each method with an OCAI-data example. 

The paper does not have a typical introduction-method-results-discussion structure but is 
organized as follows: First, we will introduce our data and the research questions. Second, we 
will discuss the problems of ipsative data. Third, we will discuss the required properties of 
any statistical analysis of ipsative data. Fourth, we will explain how we believe the research 
questions should be answered. Finally, we will discuss the limitations of our approach, and 
topics for future research. 
 
 
2. Questionnaire, Data, and Research Questions 
 
2.1 Organizational Culture Assessment Instrument 
 
The OCAI is a very popular questionnaire; one year after publication, the latest manual (Ca-
meron and Quinn 2011) had 1710 citations on Google Scholar, and a search on the Internet 
suggested that the questionnaire is also widely used outside academia. It aims at assessing 
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and profiling organizational cultures in a variety of organizations. Types of organizations in 
which OCAI has been used include healthcare organizations (e.g., Kalliath et al. 1999), 
schools and universities (e.g., Berrio 2003), libraries (e.g., Kaarst-Brown et al. 2004), con-
struction firms (e.g., Oney-Yazic et al. 2006), public utility/ administration organizations 
(e.g., Talbot 2008), and manufacturing companies (e.g., Braunscheidel et al. 2010).  

The OCAI contains 6 items, each representing a dimension of organizational culture: i.e., 
dominant organizational characteristics, leadership style, management of employees, organ-
izational glue, strategic emphasis, and criteria for success. The total organizational value, 
based on all 6 items, is also measured. The response format of each item stems from the com-
peting values framework (Cameron 1978; Quinn and Cameron 1983; Quinn 1988; Cameron 
and Quinn 1999/ 2006/ 2011), a dimensional representation of organizational values. The 
four quadrants that result from the first two dimensions represent four organizational culture 
types: 1) hierarchy (Weber 1947) which is focused on doing things right, and controlling; 2) 
market (Williamson 1975; Ouchi 1979/ 1984), which is focused on doing things fast, and 
competing; 3) clan (Ouchi 1981; Wilkins and Ouchi 1983), which is focused on doing things 
together, and collaborating; and 4) adhocracy (Mintzberg 1983), which is focused on doing 
things first, and creating. 

Respondents are asked to divide a hundred points to evaluate four statements that are in-
dicative of the four different organizational culture types. As an example, Table 1 shows the 
four statements of the first of the six items pertaining to the cultural dimension ‘dominant 
organizational characteristics’; plus an admissible response. Respondents are asked to give 
their answers for both the current and preferred situations. Let respondents be indexed by 𝑖 
(𝑖 = 1, … ,𝑁) let items be indexed by j (𝑗 = 1, … ,6), and let the parts be indexed by 𝑑 
(𝑑 = 1, … ,4). In addition, let 𝑋𝑖𝑖𝑖  denote the score of respondent 𝑖 on part 𝑑 on item 𝑗; super-
scripts c and p are added when it is required to distinguish between scores on the current situ-
ation (𝑋𝑖𝑖𝑖𝑐 ) and preferred situation (𝑋𝑖𝑖𝑖

𝑝 ). Because the data are ipsative, 𝑋𝑖𝑖𝑖 ≥ 0 for all 𝑖, 𝑗, 
𝑑; and ∑ 𝑋𝑖𝑖𝑖 = 100𝑖  for all 𝑖, 𝑗. The vector X𝑖𝑖 = (𝑋𝑖𝑖1 ,𝑋𝑖𝑖2 ,𝑋𝑖𝑖3,𝑋𝑖𝑖4), containing respon-
dent 𝑖's four scores on item 𝑗, is called the Individual Dimensional Profile (IDP). 
 
Table 1   OCAI Item J1, Plus Two IDPs (Current and Preferred) 
 

Item J1 Statement Current Preferred 
d1 The organization is a very personal place. It is a lot like 

extended family. People seem to share a lot of themselves. 
15 25 

d2 The organization is a very dynamic and entrepreneurial place. 
People are willing to stick their necks out and take risks. 

20 40 

d3 The organization is very results oriented. A major concern is 
with getting the job done. People are very competitive and 
achievement oriented. 

40 20 

d4 The organization is a very controlled and structured place. 
Formal procedures generally govern what people do. 

25 15 

Subtotal  100 100 
 
IDPs may be averaged over all 6 items, which results in an Individual Full Profile (IFP). The 
IFP is denoted as 𝐗𝑖+ = (𝑋𝑖+1,𝑋𝑖+2,𝑋𝑖+3,𝑋𝑖+4). The "+" in the subscript indicates the part-
wise arithmetic mean; hence, 𝑋𝑖+𝑖 = 1

6
∑ 𝑋𝑖𝑖𝑖6
𝑖=1 . Taking the part-wise means of the IDPs 

and IFPs over the respondents yield Collective Dimensional Profiles (CDP) and Collective 
Full Profiles (CFP) for the entire sample or for subsamples, which are denoted 𝐗+𝑖 =
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(𝑋+𝑖1,𝑋+𝑖2,𝑋+𝑖3,𝑋+𝑖4) and X++ = (𝑋++1,𝑋++2,𝑋++3,𝑋++4), respectively. As an example, 
for the first respondent, Table 2 shows the six IDPs (X1,1, … , X1,6) and the resulting IFP 
(X1+; left-hand panel) plus six CDPs (X+1, … , X+6) and the resulting CFP (X++; right-hand 
panel). 
 
Table 2  OCAI organizational culture profiles and their averages: The Individual 
Dimensional Profiles and Individual Full Profile (left-hand panel), and the Collective 
Dimensional Profiles and Collective Full Profile (right-hand panel), for the current situation 
H = Hierarchy, M = Market, C = Clan, A = Adhocracy 
 

 

 
Figure 1 shows the typical way Collective Full Profiles are graphically displayed: The cur-

rent and the preferred CFPs are depicted simultaneously in a four-axes graph, each axis repre-
senting a part. 
 

 
 
Figure 1   Typical Graphical Display of Collective Full Profiles (Current and Preferred 
Situations) 
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The data were collected in April/ May 2010 for an empirical study on the development of 
new organizational values in a transnational company following a merger (Celiksoz et al. 
2010; Nimako 2011). Respondents were asked to fill out a questionnaire that included the 
OCAI questionnaire, the New-Company Value questionnaire (Celiksoz et al. 2010; a newly 
developed set of 48 Likert items measuring 12 New-Company Values), and questions on bio-
graphic information, personal resources, and job resources. 

All 3600 employees of the transnational company were invited to fill out the questionnaire 
with web-based software (Globalpark 2010; Unipark 2013); 661 employees (18.3%) provided 
valid responses to all items in the survey. Because we are focussing on new statistical meth-
ods for ipsative data rather than handling missing data or reporting organizational values of 
the transnational company, we performed a complete-case analysis of only the scores of the 
661 employees with no missing values. To illustrate small-sample behavior of our methods, 
we also analyzed the data of the subsample of the 36 employees working in the country re-
ferred to as Country 6. 

Exploratory factor analysis on the New-Company Value data showed that the data were 
virtually unidimensional (see screen plot of Eigenvalues in Figure 2, left-hand side). There-
fore, we did not consider the hypothesized dimensions of the New-Company Values and used 
the sum of the item scores as a measure of organizational values. The histogram of the sum 
scores (Figure 2, right-hand side) shows that only the upper part of the range of sum scores is 
used by the respondents, suggesting that respondents believe they have adopted the New-
Company Values. 

 

 
 

                 Figure 2   Eigen Value Graph for New-Company Values, and Histogram 
               of New-Company Values Sum Scores, T = Total Dataset (N = 661)  

 
2.2 Research Questions 
 
Four research questions motivated this paper: 
 

1) How should the IFP, CDP, and CFP profiles be constructed from the available data 
(i.e., the IDP profiles)? The cultural profiles and total profiles are the quantities of in-
terest. As we will explain below, taking arithmetic averages of indi-vidual item pro-
files, as advocated by Cameron and Quinn (2011), has some severe disadvantages. 
Hence, a new method to obtain cultural profiles should be developed. 
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2) How precisely are the CDP profiles and CFP profiles estimated for the entire sample 
and the subsamples? Our main interest lies in the visualization of the results (Figure 
1). Somehow, the graph should show that a smaller sample (e.g., the Country 6 sub-
sample) leads to less precisely estimated profiles than larger samples (e.g., the total 
sample). 

 
3) Are current and preferred CDP or CFP profiles the same? We wanted a statistical 

test for this hypothesis. Rejection of the hypothesis would indicate that employees 
believe the organizational culture is not optimal. 

 
4) How can we predict current and preferred IFP profiles? One of the reasons for the 

development of New-Company Values (Celiksoz et al. 2010) was to predict individ-
ual cultural profiles. Because the dependent variables are ipsative, linear regression 
may not be the best approach. 

 
 
3. Problems of Ipsative Data 
 
We will distinguish two problems of ipsative data, both related to the sum constraint. For a 
more rigorous discussion of these problems, we refer to, for example, Aitchison (1986). First, 
correlations and covariances between parts cannot be used. The correlation matrix and covar-
iance matrix of ipsative data are singular. This means that one cannot readily apply data-anal-
ysis methods that require the inverse of the covariance or correlation matrix. Moreover, the 
covariances and correlations are negatively biased (for a mathematical proof, see, e.g., Ait-
chison 1986, pp. 53-54). This implies that statistical independence does not yield zero corre-
lations. If data are completely randomly distributed over the 𝐷 parts of a profile, the expected 
covariance is not equal to zero but equal to (−1) (𝐷 − 1)⁄ . For instance, if part A increases, 
part B, by definition, decreases, so the correlation between the two parts is unrelated to the 
scores and equals -1 by definition. As a result, values of covariances and correlations cannot 
be interpreted and, therefore, cannot be used to investigate the internal structure of ipsative 
data. This also precludes data-analysis methods that use correlations or covariances as input, 
such as factor analysis, reliability analysis, principal component analysis, or regression anal-
ysis. It is either technically impossible because the covariance matrices are singular, or 
technically possible but the outcome is meaningless. 

The second problem is that ipsative data cannot be used for normative measurement; that 
is, the values of the parts cannot be compared between respondents, or between organiza-
tions. For example, if Organizations A and B have scores 10 and 40, respectively, on Clan, 
then one cannot conclude that B has a higher clan culture than A.  

This phenomenon can be explained as follows. Suppose that employees could freely as-
sign scores to an organization's levels of hierarchy culture, market culture, adhocracy culture, 
and clan culture on scales from 1 to 200. Also, suppose that Organization A is successful and 
manages to do things both right and fast, but not always together or first. The employees may 
award Organization A with scores in the first row of Table 3. Suppose Organization B is not 
so successful and manages to do things often together but hardly ever right, fast, and first, 
which may result in scores in the second row of Table 3. Comparing the non-ipsative scores 
shows that Organization A outperforms Organization B on all four cultural types. 

However, if respondents have to respond on an ipsative scale, the profile for Organization 
A becomes 44, 34, 10, 12, because the 400 awarded points now have to be divided over 100 



266 

 

points; the profile for Organization B has to be multiplied by 2.5 to award 100 points. Due to 
the sum constraint, the cultural profiles falsely suggest that Organization B has more clan 
culture than Organization A, see Table 3. 

Parts of ipsative data can only be interpreted meaningfully relative to other parts in the 
profile. Interpretation can be in terms of dominance (e.g., “The amount of hierarchy culture is 
larger than the amount of market culture in Organization A”), or in terms of ratios (e.g., “The 
amount of market culture is almost three times larger than the amount of adhocracy culture in 
Organization A”). First, note that the interpretation in terms of ratios is stronger than the in-
terpretation in terms of dominance. Second, note that both interpretations are also possible for 
the non-ipsative data. 
 
Table 3  Free-Range Scores (Upper Panel) and Corresponding Ipsative Scores (Lower 
Panel) Show That Ipsative Scores Cannot Be Used Normatively (For Details See Text) 
 
Non-ipsative scores 
Organization Hierarchy Market Clan Adhocracy Total 
A 176 136 40 48 400 
B   10     6 16   8   40 
 
Ipsative scores 
Organization Hierarchy Market Clan Adhocracy Total 
A 44 34 10 12 100 
B 25 15 40 20 100 

 
Even the most ingenious statistical methods cannot solve the limitation that ipsative data 

only allow a relative interpretation. We believe that for the OCAI questionnaire, the ratios of 
parts can be interpreted meaningfully. Hence, in our new methods we focused on the interpre-
tation of ratios of parts.  
 
 
4. Data-Analysis Requirements for Ipsative Data 
 
Aitchison (2003, p. 2), also see Pawlowsky-Glahn et al. (2007), noted that three conditions 
should be fulfilled for any data-analysis method for ipsative data: Scale invariance, permuta-
tion invariance, and subcompositional coherence. 
 
4.1 Scale invariance 
 
Scale invariance means that analyzing profile X = (𝑋1,𝑋2, . . . ,𝑋𝐷) and profile 𝑐X =
(𝑐𝑋1, 𝑐𝑋2, . . . , 𝑐𝑋𝐷) yield the same results for all 𝑐 > 0. Ipsative data are scale invariant. For 
example, a particular respondent may have scores 16, 16, 28, and 40 on a particular OCAI 
item, for Clan, Adhocracy, Market, and Hierarchy, respectively. These scores can be reported 
on another scale, for example in proportions (0.16, 0.16, 0.28, and 0.40) (i.e., 𝑐 = .01) with-
out any loss of information. The scale of ipsative scores can be changed by multiplying the 
scores by a positive constant. A statistical method should be devised such that the scale of the 
ipsative scores does not affect the results of the statistical analysis. The most natural way to 
do so is to base the statistical analysis on ratios of the ipsative scores because ratios are the 
same irrespective of the scale of the scores. For example, for this respondent, the ratio of 
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Clan and Market equals 0.57, irrespective of the scale. Scale invariance reinforces the idea 
that ipsative data parts only provide information relative to other parts from the same profile.  
 
 
4.2 Permutation Invariance 
 
Permutation invariance means that the analysis gives equivalent results when the order of the 
parts is changed. For example, if in one analysis, the parts are ordered traditionally (i.e., Clan, 
Adhocracy, Market, and Hierarchy) and in a second analysis, the parts are ordered alphabeti-
cally (i.e., Adhocracy, Clan, Hierarchy, Market), then both analyses should provide equiva-
lent results. A classical way to get rid of the sum-constraint problem is to remove one of the 
parts from the data. This classical way is not permutation invariant because data-analysis re-
sults often depend on which part is removed. 
 
4.3 Subcompositional Coherence 
 
A subcomposition is a profile with one or more parts deleted. For example, a researcher may 
be interested only in the parts Clan and Adhocracy and remove parts Market, and Hierarchy 
from the data. The vector S𝑖𝑖 = (𝑋𝑖𝑖1 ,𝑋𝑖𝑖2), containing respondent 𝑖's scores on Clan and 
Adhocracy for item 𝑗, is a subcomposition of the individual cultural profile. Pawlowsky-
Glahn et al. (2007) defined subcompositional coherence as ‘subcompositions behaving like 
orthogonal projects in conventional real analysis’. An important aspect of subcompositional 
coherence is that if one or more parts are removed from the profile, this should not affect the 
statistical results for the remaining parts. For example, if two researchers use the same data, 
but Researcher 1 is interested in profiles consisting of all four cultures, and Researcher 2 is 
interested in profiles consisting only of Clan, Adhocracy, and Market (and hence removes the 
part Hierarchy from the data), then the results from data analysis with respect to Clan, Ad-
hocracy, and Market should be the same. 
 
 
5. Data-Analysis Methods 
 
We programmed the data-analysis methods in the computer language R (R Core Develop-
ment Team 2013) with the R-software package ‘compositions’ (Van den Boogaart 2005; Van 
den Boogaard and Tolosa-Delgado 2008; Van den Boogaard et al. 2012). The computer code 
for the data-analysis methods is available from the first author. 
 
 
5.1 Constructing IFP, CDP, and CFP Profiles from IDP Profiles 
 
As noted earlier, Cameron and Quinn (2011) advocated the use of part-wise arithmetic means 
to compute Individual Full Profiles (IFPs), 𝐗𝑖+ = (𝑋𝑖+1,𝑋𝑖+2,𝑋𝑖+3,𝑋𝑖+4); Collective Dimen-
sional Profiles (CDPs), 𝑿+𝑖 = (𝑋+𝑖1,𝑋+𝑖2,𝑋+𝑖3,𝑋+𝑖4); and Collective Full Profiles (CFPs), 
X++ = (𝑋++1,𝑋++2,𝑋++3,𝑋++4), from the Individual Dimensional Profiles (IDPs) 𝐗𝑖𝑖 =
(𝑋𝑖𝑖1,𝑋𝑖𝑖2 ,𝑋𝑖𝑖3 ,𝑋𝑖𝑖4). A small example (Table 5) shows that the use of part-wise arithmetic 
means does not provide correct information on the ratios of the parts and is not subcomposi-
tional coherent. All profiles and subcompositions are scaled in percentages. In the first IDP 
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profile, 𝐗1𝑖 = (16, 4, 50, 30), there is four times as much Clan culture as there is Adhocracy 
culture, whereas in the second IDP profile, 𝐗2𝑖 = (16, 16, 28, 40), the amounts of Clan and 
Adhocracy cultures are equivalent. So, on average, there is twice as much Clan culture than 
Adhocracy culture, which should be expressed by the average CDP profile.  

Taking the arithmetic means of the two IDP profiles (Table 5, top left) produces 16% for 
Clan and 10% for Adhocracy. These percentages do not indicate that, on average, the ratio of 
Clan and Adhocracy is 2:1. Furthermore, if we would only consider Clan and Adhocracy, 
then the subcompositions would be 𝐒1𝑖 = (80, 20) and 𝐒2𝑖 = (50, 50), respectively (Table 5, 
bottom left). Taking the part-wise arithmetic means produces 𝐒+𝑖 = (65, 35). The Clan-Ad-
hocracy ratio obtained with the subcomposition (e.g., 65

35
= 1.86) differs from the ratio obtained 

with the four-part profile (e.g., 16
10

= 1.6). Hence, leaving out parts affected the results, and av-
eraging profiles by taking the part-wise arithmetic means is not subcompositional coherent. 
 
Table 5: Constructing CDP Profiles Using Arithmetic Means (Left), 
and Closed Geometric Means (Right). For Details See Text 
 

 Clan Adh. Mar. Hier.   Clan Adh. Mar. Hier. 
X1𝑖 16 4 50 30  X1𝑖 16  4 50 30 
X2𝑖  16 16 28 40  X2𝑖  16 16 28 40 
X+𝑖 16 10 39 35  X∙𝑖 16 8 37.4 34.6 

      𝐶(X∙𝑖) 16.7 8.3 39.0 36.0 

 Clan Adh.     Clan Adh.   
S1𝑖 80 20    S1𝑖 80 20   
S2𝑖 50 50    S2𝑖 50 50   
S+𝑖 65 35    S∙𝑖 63.2 31.6   

      𝐶(S∙𝑖) 66.7 33.3   
 

Whereas the arithmetic mean is the natural center for unconstrained data, the closed geo-
metric mean is the natural center for ipsative data (Aitchison 1997), and advocated as the 
alternative method that preserves subcompositional coherence. Let a center dot indicate the 
geometric mean. Using part-wise geometric means, rather than part-wise arithmetic means 
for averaging profiles, produces IFP profiles X𝑖∙ = (𝑋𝑖∙1,𝑋𝑖∙2,𝑋𝑖∙3,𝑋𝑖∙4), where 𝑋𝑖∙𝑖 =

�∏ 𝑋𝑖𝑖𝑖6
𝑖=1

6 , CDP profiles 𝐗∙𝑖 = (𝑋∙𝑖1,𝑋∙𝑖2,𝑋∙𝑖3,𝑋∙𝑖4), where 𝑋∙𝑖𝑖 = �∏ 𝑋𝑖𝑖𝑖𝑛
𝑖=1

𝑛 , and CFP 

profiles X∙∙ = (𝑋∙∙1,𝑋∙∙2,𝑋∙∙3,𝑋∙∙4), 𝑋∙∙𝑖 = �∏ 𝑋𝑖∙𝑖𝑛
𝑖=1

𝑛 . To facilitate interpretation, the con-
structed profiles should be rescaled so as to add up to the same value of the individual 
cultural profiles (a.k.a. closing, hence the term closed geometric means). A closed profile X 
is denoted as 𝐶(X). Table 5 (right-hand side) shows an example. To compute the part-wise 
geometric means of the two IDP profiles, consider the part Adhocracy. The geometric mean 
of the two values for Adhocracy 4 and 16 equals √4 × 162 = 8. The resulting CDP vector 
X.𝑖 = (16, 8, 37.4, 34.6) adds up to 96 instead of 100, so all parts are multiplied by 𝑐 = 100

96
, 

to scale them back to percentages, yielding 𝐶(X.𝑖) = (16.7, 8.3, 39.0, 36.0). If the geometric 
mean procedure is applied to IDP profiles that consist of Clan and Adhocracy only (Table 5, 
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bottom left), there is no effect of using a subcomposition because in the resulting CDP vector 
𝐶�S.𝑖� = (66.67, 33.33), Adhocracy is also twice as much as Clan.  

Computation and interpretation become problematic for data containing zeros because ra-
tios are either 0 or infinity, and the geometric mean is zero by definition. In the context of the 
OCAI questionnaire, if a part has a score of zero, then the respondent did not see any traces 
of the culture in his or her organization. To circumvent the problem we have replaced profiles 
that contained 𝑧 > 0 zeros as follows: Part 𝑋𝑖𝑖𝑖  was replaced by 𝛿 if 𝑋𝑖𝑖𝑖 = 0, and by 
(1 − 𝑧𝛿)𝑋𝑖𝑖𝑖 , if 𝑋𝑖𝑖𝑖 > 0 (see Martín-Fernandez et al. 2003). We set 𝛿 = 0.5, halfway be-
tween score 0  ̶  the total absence of a culture  ̶  and score 1   ̶  the smallest score that 
acknowledges the existence of a culture.  

Differences between profiles computed with arithmetic means and profiles computed with 
geometric means tend to become smaller as the profiles become closer to the neutral pro-
file 𝐗𝑖 = �1

𝐷
, 1
𝐷

, … , 1
𝐷
�, which equals (25, 25, 25, 25) for four-part profiles. Because in our 

data most individual cultural profiles were rather close to the neutral profile, generally, we 
found small differences between profiles computed with closed part-wise geometric means 
and profiles computed with part-wise arithmetic means.  
 
5.2 Confidence Intervals for CDP and CFP Profiles 
 
Sample fluctuations may affect the estimates of the CDP profiles and CFP profiles. Espe-
cially, for small samples such as the sample from Country 6, the profiles need not be very 
stable, but stability of the profiles has generally not been reported. 

We used the nonparametric bootstrap (Efron and Tibsherani 1993) to construct 95% confi-
dence intervals for the parts of the CDP profiles and CFP profiles in the following way. First, 
we drew 2000 nonparametric bootstrap samples of size 𝑁 from the data, yielding 2000 sets of 
𝑁 individual profiles. Second, we computed the CDP (or CFP) profile for each of the boot-
strap samples with the closed geometric means (see previous section), yielding 2000 boot-
strap CDP (or CFP) profiles. Third, for each bootstrap CDP (or CFP) profile, we computed 
the Aitchison Distance (Aitchison 1986, p. 193) between the bootstrap CDP (or CFP) profile 
and the bootstrap CDP (or CFP) profile obtained from the data, resulting in 2000 distance 
measures. Let 𝐗∙𝑖∗  be a bootstrap cultural profile, then the Aitchison distance between 𝐗∙𝑖∗  and 
𝐗∙𝑖 is defined as 
 

                                    𝑑𝐴�𝐗∙𝑖∗ ,𝐗∙𝑖� = �
1

2𝐷���ln
𝑋∙𝑖𝑖
𝑋∙𝑖𝑗

− ln
𝑋∙𝑖𝑖∗

𝑋∙𝑖𝑗∗
�
2

.
𝐷

𝑗=1

𝐷

𝑖=1

                                 (1)     

 
Fourth, we deleted the CDP (or CFP) profiles pertaining to the 5% largest Aitchison dis-
tances, which can be regarded as the 5% most extreme CDP (or CFP) profiles; finally, the 
highest and lowest figures for each component of the remaining 95% of the bootstrap mean 
CFPs determined the upper and lower bounds of each confidence interval, respectively. The 
95% confidence intervals were visualized by light-colored envelopes around the profiles. Fig-
ure 3 shows the current CFP profiles (red) and the preferred CFP profiles (blue) with 95% 
bootstrap confidence inter-vals for the entire sample (left) and the sample from Country 6 
(right). 
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The CFP profiles of the entire sample and the sample from Country 6 are very similar in 
shape. For the entire sample the bootstrap confidence intervals are small, showing that the es-
timated profiles are probably close to the population values; for the sample from Country 6, 
the bootstrap confidence intervals are rather large. For example, the part Market was esti-
mated at 30.3, but due to sample fluctuation, the population value is probably somewhere in 
the range [25.8; 35.1]. We advocate interpreting parts as unequal only if the confidence en-
velopes do not show overlap. 
      

 

Figure 3   Current CFP Profiles (Red) and Preferred CFP Profiles (Blue) for the Entire 
Sample (Left; 𝑁 = 661) and the Sample from Country 6  (Right; 𝑁 = 36), Plus 95% 

Bootstrap Confidence Envelopes 
 
5.3 Testing Whether Current and Preferred CDP Profiles or CFP Profiles Are the Same 
 
There was no statistical test readily available to answer this question. We devised a permuta-
tion test (e.g., Welch 1990) on the basis of Aitchison Distances to test the null hypothesis that 
the current and preferred CDP (or CFP) profiles in a group are equivalent. The testing proce-
dure consists of three steps. First, we computed the original Aitchison Distance, the Aitchison 
Distance (Equation 1) between the current and preferred CDP (or CFP) profile. Second, we 
constructed 1000 pairs of permutation profiles. Each pair of permutation profiles was 
constructed as follows: We randomly assigned each respondent’s current and preferred IDP 
profiles to either condition 1 or condition 2; then we computed the CDP profile (using the 
closed part-wise geometric mean) in both conditions. These two average profiles constitute 
the pair of permutation profiles. Third, for each pair of permutation profiles, we computed the 
Aitchison Distance between the two profiles. If at least 95% of these Aitchison Distances 
were smaller than the original Aitchison Distance, the null hypothesis was rejected. Using the 
similar rationale, we devised a permutation test to test the null hypothesis that the current and 
preferred CFP profiles are equivalent. 

For both the total sample and the small sample from Country 6, the Aitchison Distance 
computed from the samples was greater than all permutation distances; hence in all cases, the 
hypothesis was rejected (p < .001). This suggests strong evidence that current and preferred 
cultural profiles are not equivalent. 
 
5.4 Predicting Current and Preferred IFP Profiles from New-Company Values 
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Let 𝑍 denote the sum score of the New-Company Values, the independent variable in the re-
gression; the IFP profiles X𝑖. = (𝑋𝑖∙1,𝑋𝑖∙2,𝑋𝑖∙3,𝑋𝑖∙4) are the dependent variables. Following 
the suggestions of Aitchison (1986), we used an additive logratio transformation with the 
fourth part (Hierarchy, 𝑋𝑖∙4) as a reference part. This means that, rather than using the de-
pendent parts 𝑋𝑖∙1, 𝑋𝑖∙2, 𝑋𝑖∙3, and 𝑋𝑖∙4 as dependent variables, we used 
 

𝑌𝑖∙1 = ln �
𝑋𝑖∙1
𝑋𝑖∙4

�, 

 

𝑌𝑖∙2 = ln �
𝑋𝑖∙2
𝑋𝑖∙4

�, 

 

𝑌𝑖∙3 = ln �
𝑋𝑖∙3
𝑋𝑖∙4

�, 

 
as dependent variables. 𝑌𝑖∙𝑖  (𝑑 = 1, …𝐷 − 1) are called additive logratios. The additive log-
ratio transformation ensures that the dependencies among the parts due to the sum constraint 
and the restriction of range are removed. Hence, for four-part profiles we considered three 
univariate regression equations, simultaneously: 
 

𝐸(𝑌𝑖∙1|𝑧) = 𝑏10 + 𝑏11 𝑧 
 

𝐸(𝑌𝑖∙2|𝑧) = 𝑏20 + 𝑏21 𝑧 
 

𝐸(𝑌𝑖∙3|𝑧) = 𝑏30 + 𝑏31 𝑧 
 
The parameters of these regression equations (see Appendix) are difficult to interpret because 
they pertain to the regression of 𝑍, the natural logarithm of a ratio of parts. It is slightly easier 
to transform the estimated logratios back to estimated parts and depict the regression results 
graphically. The inverse logratio transformation, transforming logratios back to parts is: 
 

𝐸(𝑋𝑖∙1|𝑧) =
exp [𝐸(𝑌𝑖∙1|𝑧)]

1 + exp[𝐸(𝑌𝑖∙1|𝑧)] + exp[𝐸(𝑌𝑖∙2|𝑧)] + exp [𝐸(𝑌𝑖∙3|𝑧)] × 100 

 

𝐸(𝑋𝑖∙2|𝑧) =
exp [𝐸(𝑌𝑖∙2|𝑧)]

1 + exp[𝐸(𝑌𝑖∙1|𝑧)] + exp[𝐸(𝑌𝑖∙2|𝑧)] + exp [𝐸(𝑌𝑖∙3|𝑧)] × 100 

 

𝐸(𝑋𝑖∙3|𝑧) =
exp [𝐸(𝑌𝑖∙3|𝑧)]

1 + exp[𝐸(𝑌𝑖∙1|𝑧)] + exp[𝐸(𝑌𝑖∙2|𝑧)] + exp [𝐸(𝑌𝑖∙3|𝑧)] × 100 

 

𝐸(𝑋𝑖∙4|𝑧) =
1

1 + exp[𝐸(𝑌𝑖∙1|𝑧)] + exp[𝐸(𝑌𝑖∙2|𝑧)] + exp [𝐸(𝑌𝑖∙3|𝑧)] × 100 

  
Note that 𝐸(𝑋𝑖∙1|𝑧) is the expected percentage of Clan culture for a respondent having score 𝑧 
for the New-Company Values. Figure 4 shows the four expected parts as a function of 𝑍, the 
New-Company Values Sum Score. The horizontal axis represents the values of 𝑍, and the 
vertical bars represent the IFP profiles given 𝑧, with each part in a different color. The almost 



272 

 

uniform pattern of the graph in the right-hand panel of Figure 4 shows that 𝑍 has no discerni-
ble effect on the preferred IFP profiles (none of the regression parameters was significant). 
Hence, we cannot predict preferred IFP profiles from the New-Company Values. The de-
creasing slopes of the graph in the left-hand panel show that 𝑍 affects the current IFP pro-
files (all regression parameters were significant). The graph shows that the percentage of 
Hierarchy decreases but the percentage of Clan increases as 𝑍 increases. Adhocracy and Mar-
ket do not change much as 𝑍 increases. Hence, 𝑍 only has an effect on the current Clan cul-
ture and Hierarchy culture.  
 

         
Figure 4  Linear Regression Analysis: Predicting IFP Profiles (Current and 

Preferred) by New-Company Values Sum Scores (Z), for the Total Sample (N = 661) 
 

Only linear effects were included in the regression analysis. We did not find any interac-
tion effects. Including additional independent variables (individual resources) or quadratic or 
cubic effects did not improve the predictions. Alternative transformations (isotonic logratio 
transformations rather than additive logratio transformations, see Egozcue et al. 2003; Paw-
lowsky-Glahn et al. 2007) yielded the same results and were not depicted.  
 
 
6. Conclusions and Discussion 
 
Ipsative data can only be interpreted in terms of relative information between parts (e.g., in 
organization A, the percentage of Clan culture is larger than in organization B). It cannot be 
used for normative measurement (e.g., organization A has more Clan culture than organiza-
tion B). Interpreting the relative information on parts can be difficult, and it may be a reason 
not to use ipsative data at all. For the OCAI questionnaire, we showed that the interpretation 
in terms of relative information between parts can be useful, but methodology is required that 
allows this type of interpretation. In this paper we have proposed such methodology for re-
search question 1 pertaining to the OCAI questionnaire, and have demonstrated its applica-
tion. 
 It is often argued that the main reason for using ipsative data is to prevent socially desira-
ble response styles (Cunningham et al. 1977; Gurwitz 1987; Cheung and Chan 2002; Bowen 
et al. 2002; Cheung 2006). In the OCAI questionnaire, however, respondents still have the 
opportunity to give socially desirable responses by distributing the 100 points equally over 
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the four parts. We found that many individual cultural profiles were close to this neutral pro-
file. It is impossible to determine whether this distribution is true or resulting from a response 
style. It has the effect that differences between profiles computed with closed part-wise geo-
metric means or part-wise arithmetic means are rather similar. However, this similarity 
should not be taken as a reason to continue using the arithmetic means for computing pro-
files: If individual cultural profiles move further away from the neutral profile, the effect of 
using the closed part-wise geometric means (which can be interpreted) rather than the part-
wise arithmetic means (which cannot be interpreted) becomes larger.  
 We have proposed a statistical method to determine the precision of the estimated cultural 
profiles for different (sub-) samples by means of nonparametric bootstrap confidence inter-
vals. Also, a permutation test has been suggested to test the null hypothesis whether current 
and preferred cultural profiles are equivalent. We have demonstrated the application of these 
two methods to answer research questions 2 and 3. The graphical representations further en-
hanced the interpretation of the results. 
 We have shown that predicting current and preferred cultural profiles from new-company 
values is indeed possible by using additive logratio transformations with the fourth part as a 
reference part, but the interpretation of the linear-regression results is difficult due to the ra-
tios. 
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The Value-Crafting Intervention An Alpha Test 

Objective of the Alpha Test  

 

Having reached a final point in the development of a work-design tool as part of my current 
PhD that is entitled “Value Crafting: Using Organizational Values for Developing Sustain-
able Work Organizations”, it’s time for an Alpha test, i.e., a peer consultation where errors, 
application problems and inadequacies identified by fellow researchers, experts, professionals 
or potential users feedback to the researcher (Stam, 2007/ 2011) can be assessed. This test 
will precede a Beta test (i.e. giving the intervention a real-world test to get information about 
its usability) scheduled in February 2013. [For any further reading about the different types of 
test, see the attached Concise Literature Review on Value Crafting.] 

The Value-Crafting Intervention 

Value Crafting 

Value Crafting (VC) is derived from ‘job crafting’. Job crafting is defined as the “physical 
and cognitive changes individuals make in the task or relational boundaries of their work” 
(Wrzesniewski & Dutton, 2001).  According to Berg, Dutton, & Wrzesniewski (2008), job 
crafting distinguishes three important crafting dimensions (i.e., task crafting: changing the 
boundaries of the job by expanding/ diminishing the scope of the job, or by altering the way 
of performing tasks; relational crafting: changing the nature or extent of the interactions in 
the job; and cognitive crafting: changing the way a person thinks about the job by altering 
how tasks are perceived, or by viewing different tasks as a collective whole). 

VC is conceptualized as a long-term process, and what VC is designed to do, is to bring to the 
forefront the use of organizational values in order to develop four ‘holon domains’: a) the 
conscious self; b) the behavioral self; c) the social self, and d) the meaning-making self 
(Edwards, 2005).[For any further reading about the theoretical background, see the attached 
Concise Literature Review on Value Crafting.] 

Value-Crafting Intervention 

The Value-Crafting Intervention (VCI) is defined as a tool individuals can use to change the 
contents of their daily work by using (i.e., interpreting, applying, propagating, and adopting 
or adapting) organizational values. VCI is a complex and dynamic process that involves the 
use of organizational values within ones work, where task, cognitive, relational, and cultural 
boundaries can be changed as part of the crafting process. It is the goal of the intervention to 
change both the contents of daily work and organizational value use. [For any further reading 
about the theoretical background, see the attached Concise Literature Review on Value 
Crafting, and the attached Article in E:CO (Holloway, Van Eijnatten & Van Loon, 2011).] 

 

Value-Crafting Cycle 

The VCI embodies both a theoretical framework and a set of intervention activities. The 
value-crafting cycle (VCC) is used to craft work by using organizational values. It contains 
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four discrete steps: 1) The selection of a company value; 2) The setting of goals and the 
change of behavior; 3) A reflection on the resulted performance; and 4) The adoption or 
adaptation of the company value. [For further reading, see the attached Concise Literature 
Review on Value Crafting. For an illustration of the Value-Crafting Cycle, see attached 
Value-Crafting Cycle.] 

The Value-Crafting Intervention Further Explained 

CIMO Logic 

In order to provide a possible intervention solution, the context, intervention, mechanisms, 
and outcome were structured, using the so-called CIMO logic (Denyer, Tranfield, & Van 
Aken, 2008). The context (C) can be characterized as being part of any entities (i.e., person, 
object or place) considered relevant to the environment (Denyer et al., 2008; Dey & Abowd, 
1999). Interventions (I) are rooted in a social system and are affected by intervening 
contextual layers: such as the individual, the interpersonal relationships, time, characteristics 
of the workers and their work units (Pawson & Tilley, 1997/ 2001; Rousseau & Fried, 2001). 
Mechanisms (M) in a certain context are triggered by the intervention. According to Bechtel 
(2001) mechanisms are composed of four aspects: 1) A phenomenological aspect, whereby 
they do things; 2) a component aspect, whereby they are relevant for phenomena; 3) a causal 
aspect, whereby they are enacted by connecting to each other; and 4) an organizational 
aspect, that produces a temporal pattern that can be measured. The outcome (O) of an 
intervention has various aspects, i.e., performance improvement or knowledge development 
(Denyer et al., 2008). Using the CIMO logic helps put in perspective the formulation and 
structure of the value-crafting intervention (VCI). 

Context (C) 

It is assumed that the value-crafting intervention (VCI) can be used within the context of 
organizational change and development. 

The VCI is applicable in project work: in cultural assimilation following a merger or 
acquisition; in individual reflection processes, and in management trainings at the individual, 
dyad, team, or larger group levels. The VCI is applicable in processes of organizational 
development and change (e.g., inter-departmental communication, post-merger integration, 
geographical cross-cultural changes), when the parties involved have a set of organizational 
values, and are willing and able to use them as part of their cultural development within the 
company. 

The VCI is not applicable in situations where significant organizational cultural and 
structural changes are not yet developed, or when participants within an organization cannot 
understand the purpose of their involvement in the change process and the organization has 
not yet established organizational values. If participants feel they have little impact on their 
organization, they are unlikely to accept the premise of organizational values having a role in 
their daily work. 

Interventions (I) 

The value-crafting intervention (VCI) is designed to be a collaborative learning tool. As said 
before, there are four discrete intervention steps that make up the value-crafting cycle: 1) The 
selection of a company value; 2) The setting of goals and the change of behavior; 3) A 
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reflection on the resulting performance; and 4) The adoption or adaptation of the company 
value. 

Mechanisms (M) 

The mechanisms by which the process of value crafting is assumed to be energized, are 
twofold: 1) translation; and 2) transcendence. 

Continuous or linear growth is achieved by translation: It is the process of diffusion between 
the four holon domains, i.e., the conscious self; the behavioral self; the social self; and the 
meaning-making self, whereby developmental capacities are pooled between those. A general 
example of translation could be, interpreting a word from one language to another language, 
(e.g. Tree in English or Boom in Dutch).  

Discontinuous or nonlinear growth is achieved by transcendence: It is the process of 
transformational change leading to more complex or next-level development in each holon 
domain, i.e., the conscious self; the behavioral self; the social self; and the meaning-making 
self. An example of transcendence could be characterized as a student’s movement from one 
grade-level to the next grade-level in school. The student’s transcendent movement to the 
next grade represents a more complex learning and understanding. 

Outcome (O) 

The VCI is designed in order to facilitate organizational change processes. In these instances, 
control and work load may hinder human and organizational performance in fields such as 
service and production (c.f., Karasek, 1979; Karasek & Theorell, 1990). As work has become 
more of a responsibility in some instances, value crafting may boost further development in 
work teams. The VCI is intended to help create a new corporate culture by prompting both 
the development and diffusion of organizational values, and by doing so, improving both 
individual satisfaction and work performance. [For further reading, see the attached Concise 
Literature Review on Value Crafting. For an illustration of the Value-Crafting Cycle, see 
attached Value-Crafting Cycle.] 

 

An illustration of value crafting in terms of CIMO logic is presented in Figure 1. 
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Figure 1 Value Crafting in Terms of CIMO Logic 

The Value-Crafting Workshop 

The following is an example of what the value-crafting intervention (VCI) may look like. The 
intervention is broken up into 4 sessions with some indication of time for each session. This 
is hypothetical as each group may move through different parts of the workshop at their own 
pace. Most likely, the intervention will consist of at least 4-5 sessions in which case the 
workshop will take a minimum of 2 hours for each of those sessions.  

 

The Workshop (in Four Sessions) 

Purpose: To direct people to use organizational values as a communication tool 
Benefits: a) Better understand the usefulness of organizational values; b) Learn how value-
crafting can be used in participative/ collaborative work in the organization. 
Session 1 
Part 1 (10 min. welcome and introduction) 

1. Introduce  yourself. 
2. Review the purpose, objectives, and benefits of the session. 

 
Part 2 (± 1 hour 30 min.) Introduction to value crafting (PowerPoint presentation / or Prezi) 

3. Begin explanation of the Integral-Theory Framework. 
4. Ask if there are any questions. 
5. Go over the unit of analysis (Holon). 
6. Explain concepts and mechanism of growth (translation and transcendence). 
7. Ask if there are any questions. 
8. Ask participants what they think the holon is conceptually; have them discuss 

development in each domain (show a picture of the integral-theory framework from 
the presentation). Have a discussion and dialogue. 

Break 15 min. 
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9. Ask if there are any questions left. 
10. Have the group talk about the organizational values in their organization (explain 

briefly the difference between personal, national, and organizational values). 
11. Let the group pick an organizational value to work with for the duration of the 

session. This is step 1 of the Value-Crafting Cycle. 
12. Homework: using the knowledge gained from the session thus far, ask participants to 

think of, and to write down at least one topic they can develop within the integral-
theory framework. 

 
 
Session 2 
Part 1 (± 10-20 min.) Review  

13. Go over, rehearse with the group the integral-theory framework. 
14. Go over the homework, and collect topics.   

 
Part 2 (± 15-30 min.) Introduction to the value-crafting cycle (PP presentation / or Prezi) 

15. Begin explanation of the value-crafting cycle. 
16. Ask if there are questions. 
17. Go over the mechanisms (translation between quadrants). 
18. Ask if there are questions. 
19. Ask each participant what they think the value-crafting cycle is conceptually and have 

them discuss the transitions between each domain (Show a picture of the value-
crafting cycle from the presentation). Have a discussion and dialogue. 

 
Break 10 min. 
 
Part 3 (±1hr) Group will develop and discuss goals and solutions  

20. Make sure the group members have chosen their value, and have their homework. 
21. Ask participants to read and think to themselves about how they could develop their 

work situation using the information they received, thus far. Using the agreed upon 
value and the resource/competence they developed for homework. What was the goal 
they wanted to achieve? 

22. Have the participants then come together, and go around the group and dialogue with 
the members about their homework, and come up with some goals that include using 
their chosen organizational value. This is step 2 of the Value-Crafting Cycle. You 
should move around the room and check progress with each group.  

23. Ask if there are any questions. Finish the goal, and intention / ambition / solution 
development. 

 
Break 10 min. 
 

24. Ask if there are any questions, left. 
25. Homework: Using the knowledge gained from the session thus far, ask participants to 

think of, and write down at least one situation in which they can or could have used 
the value-crafting cycle.  

Session 3 
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Part 1 (± 10-20 min.) Review  
26. Go over, and rehearse with the group the value-crafting cycle. 
27. Go over the homework, collect the situations, and the groups’ goals and intentions / 

ambitions / solutions. 
 
Part 2 (± 15-30 min.) Development 

28. Begin explanation of the value-crafting cycle steps 3 and 4. 
29. Ask if there are any questions. 
30. Reflect with the group on its goals and intentions / ambitions / solutions, and how 

they were shaped in their work since the last session. This is step 3 of the Value-
Crafting Cycle. 

31. Ask if there are any questions. 
 
Break 10 min.  
 
Part 3 (± 1 hour) Talk about culture, differences, and communication 

32. Have people get into subgroups of two. 
33. Have a brief interactive dialogue about culture, and how this can also affect goal 

setting within and between departments. Ask the group for examples (between 
departments, parts of the country, parts of the company, different countries, etc.). 

34. Using the homework from the last two sessions as a guide, participants create a 
scenario that incorporates the VCC and all four steps of the VCC, using their chosen 
organizational value. This is step 4 of the Value-Crafting Cycle. 

35. Have the subgroups share their scenarios. The group should be able to identify their 
actions, particularly the adoption or adaptation of the value, in the fourth step of the 
VCC. 

36. Administer Single Ease Questions (SEQ), and After Scenario Questionnaire (ASQ). 
 
Break 10 min. 
 

37. Ask if there are any questions, left. 

38. Homework: using the knowledge gained from the session thus far, ask participants to 
think and write down their four-step plan. They should try to value craft at least one 
situation before the next session. 

 

Session 4 
Part 1 (± 10-20 min.) Review  

39. Go over the homework, individual value-crafting in their work. Discuss and dialogue 
with the group: 

a. What were the difficulties?  
b. What was the difference between what they planned and what happened?  
c. What were the obstacles to trying, or not trying it in their work? 

 
Part 2 (± 1 hour) scenario games: Guess that quad! 

40. Groups will present/ act out their scenarios in front of the colleagues, and everyone 
has to guess what they are value-crafting. 

41. After all of the groups/ individuals have presented their scenarios, ask for feedback. 
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d. Are they convinced this could help in their work?  
e. What is still not working? 

 
Part 3 (15 min.) Debrief  

42. Ask the group to think with you, about making value crafting clear for anyone or 
group that is having a difficult time with the concept. 

43. Ask if there are any other questions. 
44. Remind the participants that this workshop was intended to help them develop their 

own value-crafting strategies, and to help them build confidence in their ability to use 
organizational values in their daily work.  

Part 4 (10 min.) Exit questionnaire 
45. Give exit usability questionnaire to participants: System Usability Scale (SUS), Single 

Ease Questions (SEQ), After Scenario Questionnaire (ASQ), and Heuristic 
Questions). 

46. Have a brief Questions and Answers (Q&A), if needed.  
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Concise Literature Review Value Crafting  Inputs for the Alpha Test 

Introduction 

This is a brief review of the literature that was used to develop the value-crafting work design 
tool in the current PhD study. This review is a supplement for the alpha test, i.e., a peer 
consultation where errors, application problems and inadequacies identified by fellow 
researchers, experts, professionals or potential users feedback to the researcher (Stam, 2007; 
2011) can be assessed. This test will precede a Beta test, i.e., giving the intervention a real-
world test to get information about the usability of the intervention (Dolan & Matthews, 
1993; Weber, Ropes & Andriessen, 2011). The last type of testing, the gamma test, whereby 
people use it an indefinite period of time and report problems (Ozer, 1999), is the final stage. 
An evaluation of the effects/ outcomes is part of it. The scopes of the three types of tests are 
illustrated in Figure 1. 

Work Design & Job Crafting 

Work design has been described as a part of employee’s daily activity. It helps to articulate 
the context, and shape those activities and the realities that surround them at work (Grant, 
2007; Grant & Parker, 2009). Within work design there is also the opportunity for an ongoing 
participative or collaborative process that can be fostered with crafting one’s own work 
(Wrzesniewski & Dutton, 2001). This adds to the importance of sustainability as a goal in 
work design. Increasingly, the conceptualization of work needs to fit the post-industrial 
context in which most work is done (Kira, Eijnatten & Balkin, 2010).  

Crafting Work Using Organizational Values 

Research has identified several mediating relations that may influence the extent to which 
people choose to invest their personal energies in their work (Kahn, 1990; Macey & 
Schneider, 2008). Using organizational values to interpret situations of opportunity; apply 
action plans in teams; propagate with others their wishes and demands for the good of 
themselves and that of the team, as well as adopting transformational ideas and behaviors for 
immediate, temporary or long-term purposes are the intended motives for developing value 
crafting. For this reason, a complexity perspective was taken as point of departure to study 
the developmental process. Complexity takes into account “the simultaneous uniqueness and 
integration of system elements” (Kira & Van Eijnatten, 2008: 750). Looking to “capture the 
unique adaptations of organizational values as the elements in a dynamic work design 
process” (Holloway, Van Eijnatten &Van Loon, 2011: 19), it was a necessity to have a unit 
of analysis that takes into account the connectivity aspect. This is what Wilber (1996) has 
called the ‘holon’ concept. 

Integral Theory and the Holon Concept 

Originally, Koestler (1967) developed the holon concept. He explains: “Every holon has the 
dual tendency to preserve and assert its individuality as a quasi-autonomous whole; and to 
function as an integrated part of a larger whole” (Koestler, 1967: 343). Wilber (1996) 
embraced, and further elaborated the holon concept to become the corner stone in the 
development of integral theory. Wilber’s pursuit for developing an overarching theory for 
which phenomena could be explained has resulted in the integral theory (Edwards, 2010). 

The integral-theory framework allows for the in-depth understanding of developmental 
growth and development of social phenomena while mapping the directional transformation.  
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The Integral-Theory Framework (AQAL) 

Both Wilber and Edwards have articulated the Integral-Theory Framework on the basis of 
two dimensions spanning four respective domains, or quadrants. They agree about the first 
dimension: interior (= what can’t be objectively measured, what can’t be perceived by our 
five senses) versus exterior (= what can be objectively measured, what can be perceived by 
our five senses). However, Wilber and Edwards disagree about the other dimension. Wilber 
(1996) defined it as individual versus collective; Edwards (2004; 2005; 2007; 2010) named it 
agency versus communion. Both authors state that a holon essentially covers All Quadrants, 
All Levels (AQAL). 

For the purpose of this PhD study, we prefer to use Edwards’ definition, because in our view 
agency (= whole) versus communion (= part) better suits the definition of a holon as a unit 
that is both a whole, and part of a bigger whole, at the same time. 

Edwards (2005) distinguished four integral-holon quadrants: consciousness, behavioral, 
social, and cultural. The integral-theory framework implies that individual and collective 
decision-making processes, constituted by the relationship between intangible subjective 
experiences and tangible objective behaviors, are intertwined (Edwards, 2005). The integral-
theory framework is used in order to identify the subjective-objective relationship as an 
aspect of reality; as a balance between interior-personal and cultural life, and exterior-
behavioral and functional life (Cacioppe & Edwards, 2005). 

For this PhD study, the four integral-holon dimensions: Consciousness, behavioral, social, 
and cultural were re-interpreted as intentional thoughts, behaviors, roles, and values. 

Reality, seen as a complex system, essentially is thought of as being composed of holons 
organized within ‘natural hierarchies of holons’ or holarchies (Wilber, 1996; Edwards, 2007). 
This implies that connectivity is considered a basic characteristic (Van Eijnatten, 2001; 
Fitzgerald & Van Eijnatten, Eds., 2002). The result of this connectivity may trigger behavior 
from the interactions between individuals, groups, and organizations, seen as holons. 

Organizational Culture and Values 

One view postulates that organizational culture is the collective and implemented beliefs and 
values within an organization as instituted by its members (Schneider, Brief & Guzzo, 1996; 
Wallace, Hunt & Richards, 1999), and can be a part of employees’ daily activities. A shared 
value system within an organization may also be paramount for the competitiveness of any 
given organization (Wiener, 1988; Seevers, 2000), and for trust and cooperation amongst its 
members (Schoorman, Mayer & Davis, 2007; Brower, Schoorman & Tan, 2000). Shared 
values may even facilitate better understanding, communication, and knowledge sharing 
among people in terms of their personal attitudes, needs, and goals (Rohan, 2000; Schwartz, 
1992; 1997). Moreover, national and personal values also have an influence on the relational, 
cognitive, behavioral, or affective use of values (Bardi & Schwartz, 2003; Landy & Conte, 
2010). The key idea here is that shared values can help the creation of a uniform behavioral 
code that conforms the goals of an organization. Therefore, it is important to pay attention to 
creating them, and thus to develop an intervention to facilitate the adoption/ adaptation of 
shared values. 

Work Crafting and Value Crafting 
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As said before, Job crafting is a work-design approach that seeks to capture what employees 
do to redesign their own work. Job crafting is defined as the “physical and cognitive changes 
individuals make in the task or relational boundaries of their work” (Wrzesniewski & Dutton, 
2001).  According to Berg, Dutton & Wrzesniewski (2010), job crafting distinguishes three 
important crafting dimensions: 1) task crafting - changing the boundaries of the job by 
expanding/ diminishing the scope of the job, or by altering the way of performing tasks; 2) 
relational crafting - changing the nature or extent of the interactions in the job; and 3) 
cognitive crafting: changing the way a person thinks about the job by altering how tasks are 
perceived).  Job crafting views employees as the facilitators of change in an ongoing 
collaborative and participative work process. 

From an integral-theory framework perspective (Edwards, 2005), job crafting as: 

• Changes in the agency-exterior domain or quadrant: Concrete tasks and work 
activities. 

• Changes in the agency-interior domain or quadrant: Comprehension and mental 
models of work (both purpose and priorities). 

• Changes in the communion-exterior domain or quadrant: Social roles, relationships, 
connections and collaborations. 

What remains to be addressed from an integral-theory framework perspective, and what is 
absent in job crafting, is the communion-interior domain or quadrant. 

Work crafting is an extension of job crafting (Holloway et al., 2011). By changing task 
activities, work relationships and the way one thinks about work in terms of a career, work 
crafting uses the integral-theory framework, and includes not only the challenges employees 
encounter in terms of behaviors, social roles, and intentionality, but also their cultural 
embeddedness. Work crafting includes - how people can shape or craft their cultural 
embeddedness at work: their internalization of prevailing rules, norms, values and sense of 
belonging.  Work crafting makes for a collaborative work environment “in which employees 
are able to develop their personal resources through learning processes and by translating 
already existing resources to other valuable assets” (Kira et al., 2010: 619).  

The collective use of organizational values within a corporate culture may facilitate better 
communication and shared knowledge. Using the method to craft work with organizational 
values, we include the communion-interior dimension of the integral-theory framework: The 
regeneration of resources associated with worldview, myths and values (the meaning-making 
self). The value-crafting model extends work crafting in that it creates a long-term process in 
which organizational values themselves are used to stimulate the sustainable development in 
all four domains or quadrants. When viewed from an integral-theory framework perspective 
(Edwards, 2005), value crafting incorporates the following: 

• Changes in the agency-exterior domain or quadrant: Concrete tasks and work 
activities (task boundaries). 

• Changes in the agency-interior domain or quadrant: comprehension and mental 
models of work, both purpose and priorities (cognitive boundaries). 

• Changes in the communion-exterior domain or quadrant: Social roles, 
relationships, connections and collaborations (relational boundaries). 
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• Changes in the communion-interior domain or quadrant: Myths, sense of 
belonging, cultural embeddedness, and shared meaning of values (cultural 
boundaries). 

The development of the value-crafting intervention as a tool aims to better solidify the 
formulation of work-group intentions/ ambitions, the creation of action plans and the 
execution of behaviors, the reflection on those plans and behaviors, and the adoption or 
adaptation of organizational values. The value-crafting intervention is intended to help create 
a new corporate culture by prompting the development and diffusion of organizational 
values, and by doing that, improving both individual satisfaction and performance. 

Our basic proposition is that at the individual level satisfaction and performance may result 
from the use (i.e., interpreting, applying, propagating, and adopting) of organizational values, 
and improved organizational culture cohesion may be the consequence at the group and 
organizational levels, see Figure 1. 

 

 

Figure 1. Alpha-, Beta-, and Gamma-Test Scopes in the PhD Research 
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1. This intervention tool is appropriate for the indicated population of people. 
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Question 1: Some further explanations: 
 
 
 
 
 
 
 
 
2. The theoretical model used to create the intervention tool is appropriate. 
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Question 2: Some further explanations: 
 
 
 
 
 
 
 
 
3. The instrument looks like an intervention. 
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Question 3: Some further explanations: 
 
 
 
 
 
 
 
4. The intervention tool provides a clear understanding of the objectives (i.e., how to use  
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    value crafting, and how organizational values can be used in the daily work. 
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5. The intervention is comprehensive enough to address its purpose and goals. 
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Question 5: Some further explanations: 
 
 
 
 
 
 
 
 
6. The instructions for the user are clear. 
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Question 6: Some further explanations: 
 
 
 
 
 
 
7. The steps of the value-crafting cycle are easy to follow. 
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Question 7: Some further explanations: 
 
 
 
 
 
 
 
 
8. The directions provided for the facilitator are clear. 
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Question 8: Some further explanations: 
 
 
 
 
 
 
 
9. The training model is adequate. 
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10. Please add your own remarks: 
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Thank you very much for your participation in this alpha test. 
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Summary of Value Crafting 
An organization’s values play an important role in its global identity. In transnational 
corporations it is also important that those values are successfully presented to the employees, 
and integrated into the global and local organizational environments. This thesis is about the 
crafting of work and culture, using organizational values. It reports the development and test 
of a practical tool that companies can use when they want to strengthen their cultures. The 
focus of the PhD study is on the development of a work-design model and tool, called value 
crafting, which help to make organizational values applicable in the workplace, and allow for 
the exploration of ways to improve collaboration within multi-cultural contexts. The actual 
research was carried out within a Dutch manufacturing corporation that just went through a 
merger-and-acquisition process. Due to an international economic crisis that occurred at the 
same time, the newly formed corporation found itself with a dynamic set of organizational 
challenges. Corporate culture is a fundamental piece in the realignment of a corporation post-
merger, and organizational values can influence dynamic (e.g. physical, social, and spiritual) 
environmental changes in a multi-system environment. The merger context made the 
development of the work-design tool a necessity, as it could ensure that employees make use 
of the newly developed organizational value system by using value crafting.  

Specifically, the dissertation reports four empirical studies in which the elements of the 
value-crafting model were successively developed or tried out in practice. Study 1 is about 
measuring both organizational culture and organizational values, and analyzing their 
relations. Study 2 is about the development of a work-design approach in which intentions, 
behaviors, roles, and values are presented as options that are explicitly open for crafting. 
Study 3 explores the possibility to craft work using organizational values. The idea is that an 
explicit organizational value is picked by an individual or group with the purpose of 
understanding it better, setting goals and applying it in the daily work, convincing others 
about it usefulness, and by doing so adopting or adapting the organizational value. Study 4 
investigates what is happening when managers and workers are not guided, as in the previous 
study, but themselves are given the opportunity to craft values. The results of these four 
studies indicate that the crafting of work using organizational values is feasible. However, the 
data indicate that a guided approach may be better than a do-it-yourself approach. 

Next, the PhD study takes a design-oriented orientation by developing a value-crafting 
intervention tool that is inspired by the before-mentioned consecutive studies. For this 
purpose a recently developed design methodology is used that rigorously and systematically 
combines creative ideas and established knowledge.  The resulting prototype was tested, both 
by peer consultation (Alpha test), and by a field test (Beta test). Further research is 
recommended to develop Gamma tests in various situations. 
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Samenvatting 
Value Crafting: Het gebruik van organisatiewaarden om meer duurzame arbeidsorganisaties te 
ontwikkelen 

Organisatiewaarden spelen een belangrijke rol bij het creëren van de identiteit van een bedrijf. In 
transnationale ondernemingen is het van belang dat deze waarden niet alleen succesvol  worden 
geïntroduceerd bij de medewerkers, maar ook geïntegreerd worden in de globale en lokale situatie. 
Dit proefschrift gaat over het persoonlijk vormgeven  of ‘craften’ van werk met behulp van 
organisatiewaarden, en documenteert de ontwikkeling en test van een praktisch hulpmiddel dat 
bedrijven kunnen gebruiken als zij hun organisatiecultuur wensen te versterken. De nadruk in het 
onderzoek ligt op de ontwikkeling van een conceptueel model voor het ontwerp van werk, met een 
bijbehorende interventie. Deze benadering moet de toepassing van organisatiewaarden op de 
werkplek ondersteunen, en het samenwerken in multi-culturele contexten bevorderen. Het feitelijke 
onderzoek werd uitgevoerd binnen een Nederlands productiebedrijf dat vlak voor het onderzoek 
door een fusie- en acquisitieproces was gegaan. Een gemeenschappelijke organisatiecultuur vormt 
een belangrijk hulpmiddel om de verschillende bedrijfsonderdelen beter op elkaar af te stemmen. 
Nieuwe organisatiewaarden vervullen daarin een centrale rol. Vanwege de economische crisis die op 
hetzelfde moment uitbrak, zag het pas gefuseerde bedrijf zich geplaatst voor diverse uitdagingen. De 
fusiecontext maakte de ontwikkeling van een value-crafting instrument wenselijk, zodat de 
werknemers de nieuwe organisatiewaarden daadwerkelijk konden toepassen in hun dagelijks werk. 

Het proefschrift behandelt vier empirische deelstudies waarin elementen van het ‘value crafting’ 
model achtereenvolgens worden ontwikkeld, en in de praktijk bij het bedrijf worden uitgeprobeerd. 
Studie 1 brengt zowel de organisatiecultuur als de organisatiewaarden van het bedrijf in kaart, en 
analyseert onderlinge relaties. Studie 2 gaat over de ontwikkeling van een ontwerpbenadering 
waarin zowel intenties, gedrag, rollen en waarden voor het persoonlijk vormgeven van werk in 
aanmerking komen. Studie 3 exploreert de mogelijkheid om werk te craften met gebruik van nieuwe 
organisatiewaarden. Daartoe wordt een specifieke organisatiewaarde geselecteerd door een 
individu of een groep tenei nde de waarde beter te begrijpen, om vervolgens doelen te stellen voor 
het toepassen ervan, het feitelijk toepassen van de organisatiewaarde in het eigen werk, het 
overtuigen van anderen van het nut ervan, en tenslotte het adopteren of aanpassen van de waarde. 
Studie 4 onderzoekt wat er gebeurt als managers en medewerkers op eigen initiatief waarden 
craften zonder duidelijke instructies. De resultaten van deze vier studies geven aan dat het craften 
van werk met gebruik van organisatiewaarden in principe mogelijk is, maar dat een strak geleid 
proces beter is dan een doe-het-zelfbenadering. 

Vervolgens neemt het proefschrift een ontwerpgerichte wending. Een ‘value crafting’ interventie 
wordt ontworpen op basis van de eerder genoemde empirische deelstudies. Hiertoe werd een 
recent ontwikkelde ontwerpmethodologie gehanteerd die creatieve ideeën en bestaande kennis 
stelselmatig en stapsgewijs combineert tot een nieuw geheel. Het uiteindelijke ‘value crafting’ 
prototype werd vervolgens getest, zowel door middel van intervisie met collega’s (alfa-test), alsook 
middels een veldtest (beta-test). Als toekomstig onderzoek wordt aangemerkt het ontwikkelen en 
uitvoeren van gamma-testen in verschillende situaties. 
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