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Abstract

The integration of action research and action iegrfARAL) provides a practical
method for involving action and critical reflectiavithin the workplace. This report
of an action research project in a Malaysian shiggiompany provides insights into
the use of the ARAL method for achieving work aedrhing outcomes within a
proven research framework. It identifies the suiuet processes and elements that can
be applied in action research while exploring thallenges of change management
and testing solutions to real work issues and prabl The lessons learnt from this
research suggest that the ARAL approach be givasideration for use by managers
in tackling difficult and important issues in theirganisations.

Introduction

Successful management of change in an organisatisnbeen reported using the
action research method and the involvement of apemyis senior managers in the
change process (Sankaran 1999). This report desctiow the CEO of Global

Carriers Berhad, a Bumiputra shipping organisaitiollalaysia, introduced an action
research and action learning (ARAL) approach thas¢ imtended to control the rapid
pace of growth within the organisation and to makeoperations and performance
more effective and efficient.

The CEO had preliminary discussions with each sfsenior managers and explained
the concerns shared by the Board of Directors ob@&lCarriers regarding the ability
of the organisation to cope with rapid growth ahd impacts of change within the
industry. He proposed that the action researchamtion learning methods he had
learnt about whilst undertaking doctoral studiesAmstralia, would provide the
necessary processes to meet these challenges.dHeisateam of managers would
become researchers, engaged in the investigatiochahge management in their
organisation.

This report is presented in three sections. Tlst firovides a conceptual framework
for the ARAL method based on the literature of @ttiesearch and action learning.
The second examines the application of the actesearch method and its use of
action learning in the implementation of changee Tinal section discusses the data
gathering and analysis with a justification for ttse of action research in this study.
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1 Action Research Action Learning (ARAL) — Developig a conceptual framework

The research design in the study was essentiaipjjostory in nature. Both the

literature review and the action research methodewestruments of exploration

whereby real life situations were naturally stimeathto observe the introduction of
the change process by the senior managers (“th&wRep”) of a Bumiputra shipping

organisation in Malaysia using the integrated actiesearch and action learning
(“ARAL") approach.

The structure and stages of the exploratory aatesearch designs are, by nature,
difficult to predict. The research developed inctemn to the natural stimulation of the
integrated ARAL process itself.

The study, therefore, was to record the observatidghe relationship between:

a) the introduction of the change process using ttegmted ARAL approach; and

b) the literature review which caused the study taufoon the use of an integrated
ARAL approach in the introduction of the change qass, rather than on the
quantitative aspects of the change process.

The integrated ARAL approach gialitative rather than quantitative, in this study.
The research design was exploratory in nature Isecaa hypothesis was tested. This
exploratory study was “carried out to ascertaievaht variables for further research”
(Bouma, 2000, p.91) and was also conducted to flateathypotheses for further
investigation.

Following the definitions suggested by Fellin, Trgp and Meyer (1969), this action
research study was considered to be exploratortherathan experimental or
guantitative-descriptive, for the following reasons

1. Despite having experimental features such as hg'stf the integrated ARAL
approach, a field research component, as welllasvway systematic procedures
for obtaining empirical observation and for the lgsis of data, the study could
not be classified as experimental because its fa@son only one organisation
within the field of shipping organisations in theographical region of Malaysia.
In addition, there was no rigorous test of a hypsih which specified that
changes in Variable X caused changes in Variab{8ouma, 2000). It must also
be noted that the choice of the particular shipmirganisation for the purpose of
this study was not the result of a random procesdact it was deliberately
chosen because of an existing relationship betweeResearcher and the site.

2. In contrast to a quantitative-descriptive study abhiseeks “by the use of
measuring devices to describe relationships amanighles” (Fellin et al, 1969,
p.255), this study falls within the category of exploratory study as it seeks to
articulate questions and hypotheses for subsequeastigation (Fellin et al,
1969). The introduction of change using an integtafARAL approach in the
Bumiputra shipping industry in Malaysia is a neeldi in a new environment and
constitutes a ground breaking exploratory dimensibme study’'s aim was to
explore the introduction of a total conceptual @eprocess using the integrated
ARAL approach in a shipping organisation which wbuhave significant
contribution to the development of policy and piaetn the shipping industry in
Malaysia.
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3. An exploratory study involves a great deal of infiation about a single case or a
small number of cases in contrast to the quanéediescriptive and experimental
studies which include statistical concepts suchc@selation and proportions,
amongst other quantitative techniques. This stwdyiged attention on one case
and one market for the introduction of the changecgss in a shipping
organisation in Malaysia using the integrated AR#dproach.

4. There is a bias towards an exploratory study be&caus

e The Researcher is the chief executive of the sitBumiputra shipping
organisation. He had a desire to observe the inttwh of the change
process using the integrated ARAL approach. Hagimgrsonal interest in
the shipping industry, he also believed that thislg would be of interest to
the other Bumiputra public listed shipping orgatia@@s in Malaysia.

e The Researcher’s interest in the change processaetimh research was
reinforced by his acquaintance with Dr Selva AbrahAssociate Professor
Graham Arnold, and Professor Robin McTaggart, alvbom were firm
believers in action research.

e The Researcher believed that the introduction efdimange process using
the integrated ARAL approach in a Bumiputra shigpanganisation would
be both successful and profitable.

e The Researcher was not only concerned with thedoition of the change
process using an integrated ARAL approach as adtieal development,
but also to find out the limits of the introductiohthe change process.

5. The exploratory nature of the research was confirimgthe use of the literature
review. A literature review is traditionally usea generate hypotheses or provide
quantitative verification. In this study, the lisdure became a source of generating
suggestions or ideas based on mutual interactitwele® the literature and the
action research case study. This factor furtherfeeced and clarified the study as
an exploratory study.

6. The major contribution to knowledge from exptorg studies is in providing
ideas and sharpening insights useful for develogipgotheses which can be
investigated in future research studies. Exployagiudies seek to locate and
describe relevant variables and tend to suggesttheyare related to each other.
This approach has the advantage of providing a washge of detail, with the
opportunity to uncover latent patterns of behavkllin et al, 1969).

It will be seen in the final section of this reptivat the conclusions of this exploratory
are consistent with the above statements. The meaduthe contributions of this
research will not only be in the reproducibility dfe research process, but the
usefulness of its conclusions for future research.
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The exploratory action research design applied inhis study

Yin (1994) writes that the unit of analysis in aseatudy could be an individual, a
decision, a programme, the implementation processmrganisational change. The
unit of analysis in this study was the introductiohthe change process using an
integrated ARAL approach in a Bumiputra shippingnpany in Malaysia by the
CEO and the senior managers (the AR Group) in tharosation.

The study had a similar sample size to that of 8&&ank(1999, p. 98) who writes:

| had to investigate management learning amongsages. | was
introducing Western methods in a traditional Japane@anaged
company..... | needed these managers to initiatpribngramme....
Given my environment, larger samples and a mordraied

environment were not possible without changingvdsg/ context |

wished to conduct the research in.

The site in this study was a Malaysian Bumiputrgaoisation and in a similar
approach to Sankaran, the change was introducethébyResearcher and the AR
Group made up of senior managers in the organisdtiovas for this reason that the
Researcher also used a “purposeful or criterioredbammpling” (Sankaran 1999,

p.98) for his study.

The research design was adapted from Abraham (1997 had undertaken an
exploratory research study in which he used aatésearch as the research method.
The research design in this study was divided into stages: a ‘Conceptual Stage’
and an ‘Action Research Method Stage’. Table Liithtes the major features of this
research design which are then discussed.

Table 1Major features of research design

Conceptual stage

Action research method stage

e Experiences and past interest of t
researcher

e Literature review
e Discussions with experts

e Attendance at relevant workshops

Data collection by participant observation
and semi-structured interviews at site

Data analysis by clustering and logical chajin
of evidence approaches and triangulation

The conceptual stage

The conceptual stage was the first phase of thearels design. The conceptual stage
involved the review of literature as well as disias with various subject experts
during personal meetings and workshops, all of twhielped the Researcher to
conceptualize the introduction of the change pmtedis shipping organisation in an

exploratory action research context.
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The books on change management, action researtthn dearning and research
designs provided comprehensive coverage but mattyesé books were outdated by
the time of publication and generally representezl work of a major researcher or
teacher in the area, often based on principlesggback to the author’s student and
creative period.

Periodical and applied journal articles on thedgesiis gave a more up to date report
of the leading research, although they were legteden their views and more subject
to controversy. The articles also represented thaributions of those who were
investigating and developing the subjects of changeagement, action research and
action learning.

The study of literature provided the Researchen witomprehensive overview of the
change management and the action research anch éetiming techniques which
helped him to understand the various issues andepses required to implement
change.

Additional conceptual input was obtained from d&ian with various experts
including:

a) Dr Selva Abraham — the Researcher’s supervisoraanohternationally regarded
authority in change management and management apgweht using action
research and action learning;

b) Assoc. Prof. Graham Arnold of the University of 8oAustralia;

c) Prof. Robin McTaggart — an international autholotion research;

d) Prof. Chad Perry — a renowned author on how tceveritloctoral thesis;

e) Attendees at doctoral seminars conducted by theddsity of South Australia on
action research and advanced management technanees;

f) Attendees at a conference in Singapore in 199&boraresearch, action learning
and organisational learning, where the Researalianited a paper jointly with
Abraham, Arnold, and Oxenberry.

These discussions with specialists and practit®meovided the Researcher with
greater clarity in his search of the literature &aese most of these experts tended to
favour the implementation of change using the actesearch approach.

The action research method stage is divided irgoaittion research site, the action
research intervention phases and the data coleatid analysis phases.

Action research site

Global Carriers Berhad (“Global Carriers”) is a pallisted company on the Kuala
Lumpur Stock Exchange (KLSE). It was initially tH®olding company of six
companies which was later increased to twenty-ao@panies. These subsidiary
companies are involved in shipping activities swh freight services, shipping
management and shipping agency services.

The thematic concern of Dato’ Mohamad Bin Hashine (Researcher and CEO), and
the Board of Directors of Global Carriers, was #fdity of the senior managers and
the organisation to be able to cope with the chamgiature of the organisation,
especially in light of its accelerated growth afterpublic listing.
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Having embarked initially on a doctoral programmghwthe University of South
Australia, the Researcher was familiar with thecspt of action research and action
learning (ARAL) and he wanted to explore the introibn of the change process at
Global Carriers using the ARAL approach.

2 The action research intervention phases

Phase 1 — action research group formation

After obtaining endorsement by the Board of Direstof Global Carriers, the
Researcher informed the senior managers that @mnaeisearch group (AR Group)
would be set up to work through the change proc&keir participation would
involve a process of learning about the change gg®and would help in the
development of the organisation, their respectigpaitments and themselves. Each
of the people invited by the Researcher, includimg Project Manager and Project
Consultant of Global Carriers, agreed to join tie Group and gave permission for
the research activities to be recorded and thdtsgsublished. Participants in the AR
Group are shown in Table 2.

Table 2 The AR Group members at the beginning of the study
Name Position

Sarfuddin Bin Othman ("SO") Manager Commercial Biwn
Mohd. Gazali Hashim ("MGH") Crew Manager

Wan Izani Wan Mahmood ("WI") Operation Manager
Captain Khoo Chin Yew ("KCY") Asst. Operation Maeag
Shukeri Abd. Manaf ("SAM") Finance Manager

Lim Seng Hock ("LSH") Special Projects Manager
Captain Khoo Lye Heng ("KLH") Asst. Commercial Maea
Ramlan Bachik ("RB") Asst. Crew Manager

David Chua ("DC") Asst. Commercial Manager
Benjamin Simandjoentak ("BS") Project Consultant

Suriah Sa’at(“*SS”) Human Resource Administrator
Phase Il — Inviting visiting expert

It was arranged for Dr Selva Abraham, a seminaddeat the advanced doctoral
seminars conducted by the University of South Aalistr and an international
authority on action research and management develop that during a visit to
Kuala Lumpur he would talk to the AR Group memba&bsut action research and
action learning. Dr Abraham emphasized the beneifteshese processes to the
organisation and indicated that not only would Researcher gain from the study, but
most importantly, there would be benefits for thgamisation and the AR Group
members

Phase IIl — Learning about action research and aatin learning

The Researcher, realising that he did not have iafdepth experience in action
research and action learning but only his knowleacguired through the review of
literature, visited Adelaide to attend a workshop action research and action
learning at the Gibaran Institute.
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This was a five-day intensive workshop attended lsynall group of participants. The
workshop proved invaluable to the Researcher gavié him a greater understanding
of action research, action learning and change geamant. The other participants
were MBA candidates who were using action learrang action research in their
studies and they shared their learning experiewdbshe Researcher.

Phase IV — Appointment of a resource person

All members of the AR Group gave their support e taction research project
because they realised the benefits to be derived the project. They hoped that after
going through the AR cycles, they would be knowksslge about the integrated
action research and action learning (ARAL) approddtey anticipated a number of
benefits from their involvement in the project,linting increased job satisfaction as a

result of improved

teamwork amongst members; betiater-departmental

communication; a better understanding of the greuporporate direction and
increased participation in the group’s transfororagprocess.

On his return from the Gibaran Institute, the Red®ar shared his understanding of
the learning benefits that could be obtained frosing the ARAL processes. He
advised that he planned to invite Dr Abraham talresource person for the Action
Research Group and sought their approval. Thisagesed and the rationale for the

decision is shown in Table 3.

Table 3Rationale for Selection of Resource Person

Dimensions

Rationale

Specialization

Dr Abraham is CEO of Gibaran Institute which spksés
in work-based management learning using the Action
Research Action Learning method. This specialisato

relevant to the Researcher’s area of research.

Indigenous

Dr. Abraham'’s vast experience in creating models fo
planning and implementing management learning ssese
for indigenous people in Australia was strengthtfer AR
Group in a Bumiputra (indigenous) organisation in
Malaysia.

Dedicated team

The Institute has developed a team of dedicatesbpael
who are trained in action research and action iegrn
They will provide important support to Dr Abrahamthe
event he is not available for unforeseen circunt&an

Culture

Dr Abraham grew up in an Asian cultural environment
before immigrating to Australia. Because of this, h
cultural sensitivity would enable him to work welith the
AR Group. Dr Abraham will be able to understand the
individual team members’ way of thinking and outoo
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Phase V — Action research cycles

Zuber-Skerritt and Perry (2002) indicated that tagtion research cycles had to be
completed for a doctoral thesis. In this study textion research cycles were
completed, as described in the following sections.

CYCLE1

In May 1996 the Researcher started working withARe Group on the introduction
of the change process using an integrated ARAL agaghr. The starting point was
individual development of the AR Group Members #me CEO in the action learning
and action research process using the knowledgeeriexce and skills of the
Resource Person.

There were two cycles in the action research psoo8gcle 1 was for a period of
about nine months from May 1996 to January 1997 cmdprised four mini-cycles.

Mini-Cycle 1.1 was from May to July 1996; Mini-Cycll.2 was between July and
October 1996; Mini-Cycle 1.3 took place betweendbet and December 1996; while
Mini-Cycle 1.4 was between January and April 198@ch mini-cycle commenced
with a planning workshop and at the end of the tfounini-cycle an evaluation

session was conducted which signalled the complegfothe major action research
Cycle 1 in January 1997.

The ARAL model that emerged in Cycle 1 is showrrigure 1. The ARAL model

was made up of the AR Group Members comprised efsénior managers, the
Researcher, the assistant managers and the meailikesAction Learning (AL) sets

which had been established in each department

Figure 1ARAL model in Cycle 1
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Whilst the AR Group Members were involved in théraduction of the change
process using AR, they also worked with the AL detsntroduce change in their
departments. The integrated ARAL approach therefopacted on the organisation
as a whole because of the changes within the v@departments.

CYCLE 2

Cycle 2 started in January 1997 and the first royele was completed in April 1997.
After reflection during the April workshop, it watecided that the workshop should
address the crisis of the Asian melt-down andnifgact on the organisation.

The AR Group Members, whilst continuing their effoon their own departments at a
natural pace, regrouped into two action learnirig, 96e Operations AL set and the
Restructuring/Finance AL set. Even though the stmecwas changed so that they
worked as two new AL sets, the AR Group continueatrkimg together on the
thematic concern of managing within the changingirenment of the organisation.
Thus, the integrated ARAL approach was always idence during Cycle 2.

The ARAL model that emerged in Cycle 2 is showfigure 2.

Figure 2 ARAL Models in Cycle 2
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3 Data gathering and data analysis

Action research data gathering and analysis techniges
The action research method used the following dathering and analysis research
techniques.

e Participant observation by the Researcher forrtreduction of the change
process during Cycles 1 and 2, reinforced by indroonversational
interviews to confirm his observations;

e Feedback from each of the AR Group Members an&R#searcher, on the
impact of the introduction of the change processgian integrated ARAL
approach during Cycle 1. The Resource Person vesepi to validate the
process;

e Semi-structured interviews of each of the AR Grgmbers and the
Researcher at the end of Cycle 2 by an externabpexnho was familiar with
AR and AL; and

e Triangulation of the perceptions of the AR Groupmers and the
Researcher in Cycles 1 and 2.

Data gathering techniquesused in this in this study were participant obseovaeand
semi-structured interviews.

Participant observation used in the study

Spradley (1980, p.54) commenting on participaneoletion stated:
A participant observer comes to a sound situatidth whe
purpose 1) to engage in activities appropriatdéosituation; and
2) to observe the activities, people and physispleats of the
situation.

The chief executive of the Bumiputra shipping orgation in Malaysia and the top
team of senior managers formed the action resegrebp. As such, they were
participant observers of the project.

The Researcher was a participant observer througtheustudy and was “directly
involved as participant in people's [his AR Groulgjly working” (Jorgensen 1989,
p.21). His role provided him “access to the worfdeweryday [corporate] life from
the standpoint of a member or insider” (Jorgense$91p.21) and he “was able to
observe and experience the meanings and interaatigmeople [the senior managers]
from the role of an insider” (Jorgensen 1989, p.22)

The Researcher made “direct observations” as fjzatit observer of the AR Group
and had first hand “experience” which was the prinfarm of data collection in this
study. His direct observation role started off frone time he obtained permission
from the senior managers to form the AR Group. Helenobservations of the AR
Group Members as senior managers involved in ta@gd process. His observations
included all aspects of the change process begnfiom Cycle 1 when the AR
Group began to learn about action learning andyapyd to their departments. During
Cycle 2 he observed when the senior managers tnerAR Group formed into action

10
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learning sets and tackled the external problentb@impact of the Asian Economic
'melt-down’ in Malaysia.

Conversational interviewing by the Researcher was part of the participant
observation research technique of gathering datae TResearcher conducted
conversational interviews throughout his observapoocess during the mini-cycles
in Cycle 1 and Cycle 2 to obtain information frolretAR Group Members about
those things which the Researcher felt could notlibectly observed. The need for
this is expressed by Patton (1990, p.278) who éxqla

The issue is not whether observational data is ndmrable,
valid, or meaningful than self report data. The faicche matter is
that we cannot observe everything. We cannot obsf®lings,
thoughts and intentions. We cannot observe behewithat took
place at some previous point in time; we cannoeplgssituations
that preclude the presence of an observer.

It was for this reason, as indicated by Patton Q) 9that conversational interviewing
was undertaken during the participant observatiwcgss, to reinforce the data the
Researcher was gathering as a part of his panticgdzservation role.

The informal conversational interviews allowed tResearcher to be “highly
responsive to individual differences and situatiartenges” (Patton 1990, p.282), an
important process in the Malaysian cultural contéxstructured interview approach
as part of the participant observation process wowlt have been as appropriate as
the informal conversational interviews as it wobkel an unnatural process at the site.
It is less likely that the data would have beenusat® because of superior and
subordinate relationship between the CEO (the Relseg and his senior managers
(the AR Group Members). This integrated participaimservation and conversational
interviewing process was applied throughout thdstu

The Researcher kept a diary and log of activitiesng the mini-cycles in Cycles 1

and 2. During the cycles, he visited the managetkair departments or had informal
interviews with them. He did not at any time iniew the staff or stay in the office

for long periods of time, because it was inappprand artificial for the Researcher
to place himself in the manager's office to obsdah@&m in action. These actions
would also have been culturally inappropriate.

Semi-structured interviewswere proposed at the end of the evaluation workshop

Cycle 1. The Researcher and the AR Group Membemsedgthat an independent
interviewer, who was not otherwise involved in stady, should be used to gather
data from the Researcher and the AR Group Memberthé Cycle 2 workshop. The

purpose of this was to increase the reliability salidity of the data.

An outside interviewer was invited to conduct theerviews because:

i) she was a Master of Law and familiar with interviegvand data gathering;
and
i) She was familiar with action research and acti@mrig in her role as the

Director and Registrar of an international insttdiedicated to the methods of
ARAL and work-based manager development.

11
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If the Researcher (the CEO) had interviewed the Gd8up Members, there would

have been a tendency towards subjective and ubleldata because they were his
subordinates. For this reason, the Researcherm@ndR Group Members decided to
appoint an independent interviewer who would beartigl and objective.

The interviewer used the semi-structured approache interviews as
described by Rubin and Rubin (1995, p.5):

When researchers want more specific informatiory thse a
semi-structured interview (also called focus) form&he
interviewer introduces the subject, and then guitlesliscussion
by asking specific questions.

The semi-structured interviews were used for ctbec of the views of the
Researcher and the AR Group Members to establishirttpact of the ARAL
approach on the organisation as a whole. Tabletsi®é some of the features of
effective interviewing raised by Bailey (1987, ppr3158) and which were observed
in this study.

Bailey’s Features in this study
dimensions
1. Flexibility The interviewer was flexible in changing her styfeénterviewing based on the

needs of the respondents, who were Malaysiansini&iewer was the
Director of an Institute and a qualified lawyer winad been trained in
interviewing. She was a Penang born Indian who sploé& Malay language
and was familiar with the cultural issues that warevalent in Malaysia.

2. Response Rate/| The semi-structured interview was appropriate is $tudy for an improved
Nonverbal response rate. The interviewer could observe thevetbal communications
Behaviour of the respondents as well as focus on the resghasée respondents gave to

the questions.

3. Control over The interview was conducted in the Boardroom oft@lacCarrier Bhd and
environment there was privacy, without distracting noise oeintiptions.

4. Respondent The respondent was not able to change his opiryaedeiving prompts or
alone can answers from others because it was a one to orngneeurthermore, others
answer could not complete the questionnaire on behalhefrespondent because of

the nature of the process.

5. Time There was no need for the interviewer to wait asehvere fixed times for the
interviews and the respondents came to attend thiesseiews as scheduled.

Table 4Features of the semi-structured interviews
Each interview lasted around fifteen minutes ahmdAR members were interviewed
over a period of a day on 15 September 2000.

12
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The interviews were tape recorded and the tapes tk@nscribed and checked by the
interviewer and AR Group Members for accuracy. Thescripts were then returned
to the Researcher for the data analysis process.

The Resource Person was another participant obisanvais capacity as a consultant
during Cycle 1, and as a mentor to the CEO durhmy drisis period when the
integrated ARAL approach was being used. The Resolerson became the
supervisor for the Researcher’'s DBA during thisigtebecause his supervisor at the
University of South Australia passed away and @eaments were made for
supervision to be transferred to Southern Crossvéysity for completion of the

DBA.

The Resource Person validated the ethical process for the interviews because the
Researcher also had the role of CEO to the AR GhMembers.

Data analysis

Miles and Huber man (1984) writing on the issue dvhwing and verifying
conclusions in a study, state that there are &ébic generating meaning to data and
tactics for testing or confirming of the findingSheir list of tactics for generating
meaning to data has been tabulated in Table 5.

Table 5 Tactics for generating meaning to data
(Miles and Huberman 1984, p. 215)
Tactic Purpose
1. Counting A familiar way to see “what’s there”
2. Noting patterns, themes These tactics help the analyst see “what
3. Seeing plausibility goes with what
4.  Clustering
5. Making metaphors Like 1, 2, 3 & 4, it is aymo achieve
more integration among diverse pieces Q
data
6. Splitting variables Differentiation is sonne¢s needed
7.  Subsuming particulars into the Tactics for seeing things and their
general; relationships more abstractly
8. Factoring
9. Noting relations between variables
10. Finding intervening variables
11. Building a logical chain of evidence | Tactics to assemble a coherent
12. Making conceptual or theoretical understanding of data
coherence

13
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Although there are many tactics for the analysis generating meaning to data, as set out
above, there were two specific tactics used inghudy, namely:

(i) building a logical chain of evidence and
(i) Clustering.

(i) Building a logical chain of evidence
Miles and Huberman (1984, p. 228) describes tlisctas follows:

The field Researcher constructs this evidential gadually, getting
an initial sense of the main factors, plotting thgical relationships
tentatively, testing them against the yield frone tiext wave of data
collection, modifying and refining them into a nexplanatory map,
which then gets tested against new cases and testan

At its most powerful, the method uses two interlogkcycles. One is
called “enumerative induction” in which you colleat number and
variety of instances all going in the same diractidhe second is
called “eliminative induction” in which you test yo hypothesis
against alternatives and look carefully for quetifions that bound the
generality of the case being made ...The “modus opEr#ogic used
in several professions as a troubleshooting dasieegood example of
a back-and-forth cycling between enumerative andmiehtive
induction.

To be able to investigate the impact of the ARApraach on the various departments and on
the organisation in this study, there had to blogi¢al chain of evidence” of such impact. In

this study there were two main action researchesyahd there were three mini cycles within
each of the two main cycles.

In Cycle 1, the AR Group went through the actiogesech processes of planning, acting,
observing and reflecting during every mini-cycleddimally reflected upon the impact of the
integrated ARAL approach on their departments. foflewing was the process of how the
“logical chain of evidence” of this cycle was asbéed and recorded:

1. Planning: At the commencement of each mini-cycle, a plagmirkshop was held to

plan for the new cycle, and for this purpose newceptual knowledge was provided in
the form of short lectures, videos and group disicuns.

Acting: During each mini-cycle, the AR Group Members veatkwith their
respective departments using the AL approach gmultexl on the changes that had been
initiated.

Observation/reflection:.  These changes were then reflected upon by th&ARp as

a whole and where the AR Group Members had issneshich they required advice,
these were tabled during “trouble-shooting meetingben the issues and possible
solutions were discussed, for implementation. s also done during the re-planning
workshops.

Evaluation: The evaluation phase was in four stages. Durtages1, the Researcher
shared with the AR Group Members his observatidribechanges that had taken place
in the departments during the three mini-cyclesth@ form of detailed findings and
reports. The AR Group Members then shared additiofiarmation on how change had
occurred in their departments and the ResourceoReas unbiased party, observed their
reflection to confirm reliability and validity ohe data reflected upon.
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Cycle 2 marked the beginning of the Asian econasrigis which occurred between mid 1997
and the end of 1998. The crisis had severe finhimiglications on the organisation and the
CEO (the Researcher) and the senior managers ("3 had to take immediate action to
save the organisation from financial collapse. T&s tackled in an organisational change
forum. Using the knowledge of the integrated ARAlpeoach that they had acquired during
Cycle 1, they shifted the focus of the change m®deom a departmental context to an
organisational context in order to rescue the asgdion from financial ruin. The ARAL
model that emerged for this purpose in Cycle Zavided in Figure 2 set out earlier.

Evidence of the changes in the organisation obdedueng each of the mini-cycles in Cycle
2, as a result of the ARAL approach, was recordethb Researcher as a “logical chain of
evidence”. Semi-structured interviews of the AR GrdMembers and the Researcher were
conducted by an independent interviewer to detezriiile impact of the ARAL approach on
the organisation as a whole. These various sowtewvidence formed a “logical chain of
evidence” for Cycle 2 as described by Miles and étaian (1984).

(i) Clustering
Miles and Huberman (1984, p.219) commenting ordHia analysis process of clustering
write:
Clustering is a tactic that can be applied at mamgls of qualitative
data: at the level of events of acts, of individaelions, of processes,
or locales, of sites as wholes. In all instanceg, ave trying to
understand a phenomenon better by grouping thengn th
conceptualising objects that have similar pattemsharacteristics.

During the evaluation workshop in Cycle 1, the \gewof the AR Group Members were
clustered to establish what the impact was, whatbsitive or negative, on the introduction
of change in the department of each of the AR Gildembers.

There was further clustering of the data of the HEBpartment and the Crew Resource
Management department because of the similarifyraitions and overlaps. Clustering of the
finance department and the strategic issues depatsmvas made because these departments
were the responsibility of one manager.

During Cycle 2, the views of the Researcher ancetleh of the AR Group Members were
clustered to establish whether there was an in(pasitive or negative) on the organisation
as a result of the ARAL approach.

(i)  Testing for conclusions

Twelve tactics for confirming conclusions and ass&sthe data quality have been identified
by Miles and Huberman (1984, p. 230) and are seinolable 6:
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Table 6 Tactics for Confirming Conclusions and AssessinData
(adapted from Miles and Huberman, 1984, pp. 231-242
Tactics Purpose
1. Checking for representativeness Tactics for assessing data quality

. Checking for Researcher effects on the site af
vice versa

. Triangulating across data sources and methog

. Weighting and evidence - deciding which kind
of data are most reliable

B~ W

nd

s

5

. Contrasts and comparisons
. Checking the meaning of outliers
. Using extreme cases

Tactics that test a conclusion about a ‘pattern’ by
saying what it's not like

. Ruling out spurious relations

. Replicating findings

10. Checking out rival explanations
11. Looking for negative evidence

© 00|~N O O

Ways of submitting our beautiful theories to the
assault of brute facts

12. Getting feedback from informants

A good explanation deserves attention from the
informants who supplied the original data

In this study, two tactics were used for estabtigithe validity and reliability of the data,
namely, getting feedback from informants and tridatjon.

(iv) Getting feedback from informants

The value of obtaining feedback from participastexplained by Miles and Huberman

(1984, p 242):

One of the most logical sources of collaboratiorthie people with
whom one has talked and whom one has observed: &lffean alert
observant actor in the setting is bound to know entran the
Researcher ever will about the realities understigation.... Feeding
findings back to the informants is a veneratedrmitalways executed

practice in qualitative research.

Bronfenbrenner (1976) called this ‘phenomenologuedidity’ and Guba (1981) called this

“confirmability”.

In this study at the end of Cycles 1 and 2, theeResher fed his findings as a participant
observer back to the AR Group Members who were‘itifiermants’ in order to test the
validity and reliability of his findings and obsations.

v)

Triangulation

The process of triangulation described by Patt@®@] p.244) indicates, “multiple sources of
information are sought and used because no simgles of information can be trusted to
provide a comprehensive perspective”, and thas iini “data analysis that the strategy of
triangulation really pays off” (Patton 1990, p.464)By combining multiple observers,

theories, methods and data sources” a qualitaggearch will be able to “overcome the
intrinsic bias that comes from single-methods, Igingbserver, and single-theory studies.”

(Denzin 1970, p.313)
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Denzin (1978, p.214) identifies four basic typesriaingulations as follows:

1. Data triangulation:
the use of a variety of data sources in a study
2. Investigator triangulation:
the use of several different researchers or evatsiat
3. Theory triangulation:
the use of multiple perspectives to interpret glsiiset of data
4. Methodological triangulation:
the use of multiple methods to study a single mobl

Janesick (1994, p.214) commenting on Denzin's dukation types, adds a fifth type to
Denzin's list, namely, interdisciplinary triangudat, which he says will “help to lift us up out
of the dominant trends of psychology.”

Yin (1994, p.72) writes that with triangulationgtpotential problem of construct validity can
also be addressed, because multiple sources okreedessentially provide multiple
measures of the same phenomenon.

Patton (1990, p.467) writes that triangulation aefadsources “means comparing and cross-
checking the consistency of the information derigedifferent times and by different means
with qualitative means.” He adds that this appraaefans:

1) comparing observational data with interview data;

2)  comparing what people say in public with what peagy in private;

3) checking for the consistency of what people sayhtiee same thing over
time; and

4)  comparing the perspective of people from diffeqgoints of view - staff,
clients’ views, funder views, and the views expeessby people
outside...(Patton 1990, p. 467).

He continues:
Triangulation of data sometimes within qualitativeethods will
seldom lead to a single, totally consistent pictdteis best not to
expect everything to turn out the same. The pantoi study and
understand when and why there are differencesa?&f90, p. 467).

At the end of Cyclel and Cycle 2, the observatibthe Researcher and the observations of
every AR Group Member were triangulated to cheak dbnsistency of the opinions of the
parties with regard to the impact of the integrafd®lAL approach in the introduction of
change within the departments and in the Bumipshiipping organisation in Malaysia.

(vi) Validity and reliability
This section describes the processes used tdeesatidity and reliability of the findings of
the study.

Construct validity can be achieved using Gase tactic that includes multiple sources of
evidence, establishes a chain of evidence and kesesnformants to review the draft case
study report (Yin 1994). In the present study, ¢helsmensions were satisfied. Multiple

sources of evidence were obtained, namely from eidhe AR Group Members and the

Researcher, as well as the Resource Person. A dfia@widence was obtained from the
Researcher’s observations and the feedback frolARh&roup Members in Cycles 1 and 2.

In both Cycles 1 and 2, the AR Group Members whrewke “key informants”, reviewed the

Researcher’s report on each Cycle.
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Internal validity was not considered in this study as it is an egbboy case study.
According to Yin (1994, p.33), internal validity fsapplicable to descriptive or exploratory
studies”.

External validity deals with the problem of generalizing a studywsdiings beyond the
immediate case study (Abraham 1997). Whereas tniscplar study involves a particular
public-listed Bumiputra shipping organisation, @utd be replicated at some future date in
other similar organisations, which would provide tasis of an external validity.

Reliability of the study can be established using a case giadgcol (Yin 1994, p.37). In
this study there have been systematic procedunesditecting data from the mini-cycles
within Cycles 1 and 2. There were specific reseayabstions, detailed reporting of the
processes and of the observations and opinionsh@fResearcher and the AR Group
Members. This systematic protocol could be repelayegnother researcher.

Justification of this study as an AR study
This study could be justified as an AR study beeaits has satisfied most of the

characteristics of action research described bylddim (1997). This justification is shown in
Table 7:

18



Table 7

The use of an Integrated Action Research - Action Learning Method (ARAL) in the

Implementation of Change

Dato’ Mohamad Bin Hashim

Characteristics of action research mehisystudy

Action research
characteristic

Features of this study

Problem Focus

The action research method ugbésistudy was problem focussed]i

the context of real life situations. The actionegsh cycles were
planned to explore and solve a real life problerthefsenior manage
and the CEO of Global Carriers in being able to aggnchange and
cope with the changing environment. The study waahntribute to
change management policies and practices of theéiura shipping
organisations in Malaysia.

Action Orientation

This study recorded all tvedence of action taken by the AR Grouy
and the CEO.

D

Cyclical Process:

The action research methool\ed two main cycles and mini-cycle
within the two main cycles.

)

Collaborative

Collaboration is a fundamentakautjent of the action research
method and the AR Group and the Researcher wodgsdtter to
address the thematic concern of the organisatidriteunforeseen
crisis.

Ethical Basis

As the CEO was also the Reseaastethe AR Group Members we
his top team, the Researcher retained the ResBearsen throughout
Cycle 1. During Cycle 2 the Resource Person waswmtor and the
DBA supervisor for the Researcher and helped totagi the study’s
integrity

re

Scientific

The data gathering and analysis mee® used scientific techniques
participant observation, semi-structured intervieglgstering, logical
chain of evidence, feedback from informants arahggulation to
ensure that the data was reliable and valid.

Re-educative

There was a change in the knowledse of the Researcher and thé
AR Group Members because they saw the applicafiéRéL in
action. They learnt about AL and applied it in tlegpartments and in
the organisation when it was in a crisis

174

Emancipators

The introduction of the ARAL apmtoaelped the senior managers
and the CEO of the organisation to salvage an @gaon which
would have otherwise collapsed during the econamigis and gave
purpose to all the managers and the staff of tharesation.

Naturalistic

The study was undertaken in thenadisetting of a public listed
shipping company in Malaysia.

10

Normative

The social ‘norms’ of the AR Groupreveonsidered during the
research, but in order to bring about change irgtbep, the AR
Group Members and the CEO modified the norms dutiegaction
research process.

11

Group dynamics

The AR Group operated as antaféeteam whilst applying their
learning to their respective departments and tgaraesation in Cycle ]

|

and Cycle 2 respectively.
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Conclusion

This report of an action research project in a Mgin shipping company has provided an
example of how an integrated action research adt@aming (ARAL) approach can be used
by the managers of an organisation to investigéfewdt and challenging issues affecting
their activities. The focus of the report is prithaon the research method that is employed,
the details of how the research was conductededaarch framework and elements that were
applied, and its justification as a process thatlmaused in the investigation and resolution of
work based problems and issues.

The ARAL approach is presented as a method foreattg practical business solutions

within a research framework that can investigai¢ management issues and contribute to the
development of new management learning.
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