Gibaran Journal of Applied Management
Volume2

August 2009
Using action research in therestructure of a public service department in
Papua New Guinea

Alois Daton
Selva Abraham, Gibaran Graduate School of Business

Abstract

This paper reports an action research study urdertavithin the Internal Revenue
Commission (IRC) of Papua New Guinea (PNG). Actiesearch was recognised as a
method for introducing change in the organisatigrebcouraging its people to gather
information and work together to develop a mutualtgeptable solution. A group of
senior managers within the IRC agreed to form atioAcResearch Group that was
endorsed by the CEO with a charter to work withsitakeholders and address the
problems in the organisation’s strategy and strectd’he activities of the ARG
progressed through five mini cycles of planningjaag observation and reflection for
the first Major Cycle that produced a strategic agement plan for the organisation.
The second Major Cycle of the action research weala wider range of participants
from the organisation in a series of five more nugcles for the development and
implementation of an organisational restructureaAtme when the economy of PNG
was deteriorating due to the effects of regionadigr a series of natural disasters,
funding deficiencies, governance problems, perceibbad policies, and what was
viewed as a lack of leadership from the politiciatiee imperative for change had
become a necessity. Within IRC, the action reseprofect became the driver for this
change.

Key Words: action research, change management, public seestnucturing, public
sector reform

Introduction

The focus of this research was a change initiatvelertaken to improve the
performance of government departments of the latédRevenue Commission (IRC) of
Papua New Guinea (PNG) in accordance with the gowent’s directive to reduce the
cost of delivery of goods and services by the mubérvice. The research was being
undertaken to assist the PNG government to resteiqtublic service departments to
address issues of transparency, accountability good governance for effective
delivery of goods and services to the people of PIN@& PNG government was facing
political instability, social unrest and economicsis, and some of these problems can
be attributed to the inability of government depwits and institutions to cope with
changes required to resolve these emerging traisPNG government was aware of
these trends and their effects on the lives of Rdpew Guineans, and had planned to
transform government departments including stateneow enterprises from 2001
onwards (Gaglioti 2000; Sause 2003).
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This research study sought an approach that waadle the government to explore,
devise and implement the required processes oigeha@iven that the government had
not developed a clear focus on the methodologypandedures of reforms following
the 1999 National Development Forum. This acticeaech study was initiated to
discuss reforms in government departments in tipe tloat exploratory research would
develop a workable approach to the introductioohainge that could be implemented
in the IRC and then replicated in other governnasmartments. The implementation of
these changes occurred in a period of economicshgrénd political upheavals, and
the research focused on the strategic businessaptanestructuring of the IRC.

There appears to be no evidence in the literahaedany government organisation in
the Pacific Region has undergone a restructuriraggss using the action research
method, and this study shows how action research bea used for restructuring

government organisations in PNG contributes topthieey and practice of restructuring

government organisations.

This report of the case study starts with an exation of the need for change and the
reforms that were being encouraged in governmemartiments in PNG. The processes
of action research and action learning are destrédsemethods for applying reflective
inquiry and introducing change within an organisati

Background

A milestone in the recent history of Papua New @ainccurred in 1975 with transition
from colonial rule to political independence. Evide of this reform was the
introduction of its own currency, the PNG kina, amhfirmation of PNG’s independent
sovereignty included a number of reforms that bhvwdpout mixed structural changes
in the behavior of delivering economic and soc@adds to the people. A new approach
to provincial and local government and the chamgenfa fixed exchange rate to one
that floated and devalued, further enhanced ditiesiin economic and social systems
(Barcham 2002). The deteriorating state of the ewspncaused by the effects of
regional crisis, a series of natural disasters,risiscdue to deterioration in ‘good
governance' and bad practical policies, and the ddgolitical willingness by political
leaders, set the need for structural reforms in Rid@mencing in 1995 (Hess 2001;
Barcham 2002; Standish 2002; Sause 2003).

The need for change was recognized and three lan@as needed to be addressed in a
Structural Reform Program (Barcham 2002) to: impregonomic management; restore
the integrity and efficiency of institutions; andivatize and develop public sector
assets. The first area for improved economic manageé required improved
transparency and accountability and creation oémrironment conducive to business
activity. These policies were to be implementedoudigh tightening fiscal policy,
introduction of a value added tax, independenc¢hefBank of Papua New Guinea,
passing of the Integrity Bill, completion of theI®review of tariff rates, enactment of
the Central Banking Act, and completion of the 1988ation review (Report on
Observance of Standards and Codes Fiscal TrangyaP£90, Case Study — Papua
New Guinea Public Sector Reform 2003; Sause 2003)

The second emphasis, on improved governance, ityegffectiveness and efficiency
in the civil service, related to the second refgerogram of Restoring Integrity and
Efficiency. The aims of this program were to:



Using action research in the restructure of a public service department in PNG
Alois Daton and Selva Abraham

Maintain an ongoing review of the public sector

Reinstate the Public Services Commission (PSC)

Establish the Central Agency Coordination Committe@CC)

Recognize the Public Accounts Committee, Auditon&al and the Ombudsman
Commission

Adoption of Anti-Corruption strategies

o Passing of the Integrity Bill in Parliament in 2002

o Introduction of the new Organic Law on ProvinciabdaLocal Level Government
(Barcham 2002; Sause 2003).

The third reform program aimed at privatization dhd financial sector. The policies
were directed at improving productivity and effieay of costs, and improving the
business environment to make it more conducive rivage sector activity. These
policies included sale of public assets, enactroétite Bank of Papua New Guinea Act
and completion of the 1999 taxation review (Markl28l01). The essence of these
reforms was that transparency, accountability asmtdggovernance must be adhered to
by all institutions of government.

A review of the public sector was underway at tl@ne time in response to
macroeconomic and fiscal reforms that were embedidedtructural adjustment
programmes sponsored by the World Bank and Intemet Monetary Fund (IMF).
The aim of this public service reform was to makevegnment affordable and lean
through cost reduction and containment measurpegcesly by way of rationalizing the
machinery of government, divesting non-core openati retrenching redundant staff,
removing ghost workers from the payroll, freezimgpboyment and adopting measures
to control the wage bill and other personnel-basgrenditures.

All these reforms were intended to achieve 'goottegmance’ practices leading to
effective and efficient delivery of goods and seeg in the civil service. According to
the prevailing wisdom, restructuring government atgpents was one way to bring
about these changes (Littler, Bramble & Mc Don&@84). Departments were being put
on notice to participate in the reforms and thecakige of the Internal Revenue
Commission (IRC) regarded 'good governance' a&dlgeo effective delivery of goods
and services. The Commission commenced a revieape@fations to make changes that
would assist in the reforms announced by the gement. The action research project
described in this paper was part of the organisatidevelopment strategy that set out
to address the problems inherent in the organisatgirategy and structure.

Action research methodology

The action research approach to organisationalgehemknown by many other names,
including participatory research, collaborative uimg, emancipatory research, action
learning, and contextual action research, butak ‘variations on a theme’ (O’'Brien
1998, p. 2). Simply stated, action research isaugrprocess for ‘learning by doing’
where the researchers identify a problem, take nbeessary action to resolve it,
determine how successful their efforts were, aindot satisfied, try again. In a similar
vein, Carson, Connors, Smits, and Ripley (1989)nma@ that action research is a
combination of both action and research where ¢éisearcher seeks to understand and
apply the research practices in a more completetwdying about both improvement
and understanding. In brief, ‘action research aim€ontribute both to the practical
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concerns of people in an immediate problematicatitn and to further the goals of
social science simultaneously’ (O'Brien 1998, p. Zhus, action research is both
systematic and reflective in nature (Kemmis & Mcdag 1988). There is a dual
commitment in action research to study a systemcamdurrently to collaborate with

members of the system in changing it in what isetbgr regarded as a desirable
direction. In other words, this collaborative natwf action research is (Cunningham
1993 p. 259):

A problem solving strategy that seeks to encoupsgmle to work together to
resolve a problem. The aim is to get all partieskimg together to jointly gather
information and define a mutually acceptable sotuti This requires the
identification of the issue, each party’'s interebtainstorming ideas or

alternatives, and then working together to reacbhuaoome

Also, action research consists of four phases tdied place in a cycle. These four
phases are: planning, acting, observing and refigct

o Planning — all the members of the research teamstigme'what are’ the realities
of their particular practices, and begin to sedochwhat ought to be done?’

e  Acting — the researchers implement the plan these ldeveloped, addressing all
or a particular set of problems.

. Observing — simultaneous with action is the coitettof data. Observation is
important for subsequent reflection and action.

o Reflecting — the researchers reflect upon whataigplening with their project,
developing revised action plans based upon what #ve learning from the
process of planning, acting and observing.

These four phases are illustrated in a model dpeeloby Stephen Kemmis that

demonstrates the cyclic nature of the typical actiesearch process. Each cycle has
four steps: plan, act, observe and reflect. Thespssare shown in Figure 1. To

elaborate on this model, the initial cycle of théser activities leads to a second cycle
in which the reflections of the previous cycle imfothe plan.



Using action research in the restructure of a public service department in PNG
Alois Daton and Selva Abraham

Figure 1The Four Phasesof Action Research

Source: adapted from Maclsaac (1995).

CYCLE1

Revist

\ Reflect

CYCLE 2

Action

Elaborating on the steps above, five phases neeé tmnducted within each research
cycle (Susman 1983). Initially, a problem is idéat and data is collected for a more
detailed diagnosis. This is followed by a colleetipostulation of several possible
solutions, from which a single plan of action enesrgnd is implemented. Data on the
results of the intervention are collected and as®dy and the findings are interpreted in
light of how successful the action has been. A fidint, the problem is re-assessed and
the process begins with another cycle. This procesginues until the problem is
resolved, as demonstrated in Figure 2.
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Figure 2T hefive phases within each research cycle
Source: adapted from Susman (1983).
DIAGNOSING
Identifying or /

defining a problem

ACTION PLANNING

SPECIFYING
LEARNING Considering
- alternative courses
Identifying general of action
findings
EVALUATING
. TAKING ACTION
Studying the m
consequences of an Selecting a course
action of action

In summary, the methodology of action research syeic form of self-reflective
inquiry. It is used in research situations by tesearcher to improve and to share that
knowledge with interested others (Carr & Kemmis@pQ8

Writers have added depth to this picture of actiesearch. Dick (1995) refers to the
action research methodology as a cyclic progressan fuzzy questions through fuzzy
methods to fuzzy answers to fuzzy questions, metlzod answers. The key elements
are the cyclic acting and reflecting before actaggin in a continuing response to
learning outcomes from reflection. Thus, actioneeesh provides confidence in
outcomes through the checking and refining of dama interpretations. Lending
support, Zuber-Skerritt (1991) notes that afterimitial round of planning, acting,
observing, and reflecting, a plan — based uponirif@mation gained from the first
round — is developed and implemented. The revisddraplan can yield new questions
and deeper insights into the area that the reseaislexploring. Through the continued
process of planning, acting, observing and refiegtand then developing a new action
plan as a result of knowledge gained from the fisgtle, action and research can work
together to bring about democratic, systematic asflective improvement in
organisational change. Thus, in action researclprawement and understanding of
changes are attempted simultaneously in order pyawe the process of change in an
organisation.
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Finally, drawing on Kemmis & McTaggart (1981), actiresearch can be:

o a process which improves organisations with cieiivants working together to
improve their own practices.

o collaborative in nature and reflective of work cué.

. a systematic learning process that encouragesseimiints becoming self-critical.

. an open-minded process that requires researcherestotheir ideas about
organisational change.

. a political process, applying a critical analysistie place of work, and an
emphasis on the particular.

. a cycle of planning, acting, observing, and reftegin small groups.

J a justification of one’s work practices.

To summarise, the action research method is vaheghuse it is useful in ‘real’
situations. In situations where change and undedsig is sought and it is difficult to
control variables that are seemingly inflexiblepngdex and on-going, this is where the
action provides change and research provides uadeiag. Another reason for using
action research is that it is applied by practiisy as opposed to researchers, to
develop responses in complex situations that a®nirollable in any conventional
research sense (Dick 1995; Susman 1983). It ispthiicipative approach to research
that was used in IRC to investigate and implembatgrocesses of structural reform
within the organisation.

The action research experiencein IRC

The executive of the IRC had noted problems itdaoeats efforts to deliver services to
the people. It felt that these problems involvedaek of skills in management,

ineffective leadership, inadequate staff develognae training programs, inadequate
systems, insufficient standard operational procesiuduplication of functions and an
organisational structure unable to fulfil the aifhgmvernment to effectively deliver

goods and services to the people. Management, hsasvstaff, were aware of these
problems and saw an immediate need to introdudeage strategy that would review
current functions and restructure the organisatmmring about changes to the way
business was being conducted.

The principal purpose of this study was to impletreenestructuring process using the
action research approach. The research design degeeal from Abraham (1997), and
from Hashim (2001, 2008), Karvinen (2002) and Steea& (2006). The design which
includes a conceptual stage and an action resestegfe, is represented using a
summary of the activities undertaken shown in Tdble

The Action Research Group (ARG) which took respoifigi to facilitate the
restructuring process was made up of managers @ Who had post-graduate
qualifications and professional development in actresearch, action learning and
management. The principal researcher at the timéhefstudy was the Director of
Corporate Affairs, a senior manager in the orgaioisaHe played a key role in the
action research group as a member of the team laodhad to undertake the role of
principal researcher in order to critically analyse use of methods and techniques to
satisfy all the necessary requirements of the stRejationships between the ARG and
its stakeholders are summarized in Figure 3.
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Table 1Featuresof theresearch desgn

Source: based on a model developed by Abraham(£996).

Conceptual stage

Action research method stage

1. Personal Dimensions:
i)
ii)

professional contact with experts a
colleagues

attendance at workshops and
seminars

2. Literature Review

i)

ii)
iii)
iv)
v)

change management
strategic change

action research

governance principles
structures and processes of
restructuring

government and private sector
reforms

Vi)

3. Organisational Dimensions

i) group development
i) organisational change through
a restructuring process

1. Four Cycles of Action Research throu
i) planning
i) acting
iif) observation
iv) reflection

2. Data Collection by

i)
i)

participant observation
documentation
departmental records
action research group/
cross-functional team
activities

minutes of meetings

iii) purposeful
conversations

3. Data Analysis through

i) content analysis

ii) clustering and chain of
evidence

iii) triangulation
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Figure 3The Action Research Group and stakeholders

Source: developed for this research.

The
Resear cher \
The Action
CEO 4—» Research —» CDT
Group
The The
Retired DPM
CEOs

The divisional heads and their managers were thesCDivisional Team (CDT)
members. The CEO of IRC was the initiator and spoo$ the restructure process and
both the CEO and the retired CEOs were the validabd the outcomes. The other
validator of the new structure was the Departmédrf@rsonnel Management (DPM).
The researcher was the participant observer oAR@ and the facilitator for the CEO
when he was called up for pressing demands. Mawelel@ descriptions of the roles of

each of these stakeholders and participants imesteucturing process are summarized
in Table 2.
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ders

Source: developed for this research.

Stakeholder

Role

Chief Executive Officer
(CEO)

The CEO as head of the IRC was the initiator of

restructuring process and worked with the researchel
members of the ARG and CDTs to restructure the IRDg
the action research process. He was involvedangrilation of
data gathered and analysed by the ARG and CDT swaisq
also the validator of data, the strategic busingdas and the
new structure.

The Researcher

The researcher was a participaatvarsand a member of th
ARG. He worked with the CEO and members of the AR@
CDTs throughout the study in developing the stiatbgsinesg
plan and implementing the restructuring processigushe
action research method.

The Action Research
Group (ARG)

The ARG was responsible for the planning, implenmgnof
plans, observing and reflecting on the progress tho
restructuring process. The ARG evaluated outconfiesach
cycle of the development of the strategic busimdsa and the
restructuring process during meetings with the C&@ the
CDTs and used the cyclical steps throughout the Megor
Cycles.

Cross Divisional Teams
(CDT)

The CDT was made up of divisional heads and sen@ragers
of the fourteen divisions in Tax, Customs and Coafm
Services based in Port Moresby. The role of the beesof the
CDTs was to participate in the review of the sgatdousiness
plan and the structure of their respective divisiand presen
these details at the CDT meetings which were atterny the
CEO, ARG and CDTs. CDT meetings were the key forim
the discussion and development of the strategiiness plan
and the implementation of the restructuring proagsiag the
action research method.

)

the

e

—

wn

Department of
Personnel Managemen
(DPM)

DPM was involved in the development of the stratdmisiness
t plan and the implementation of the restructuringcpss using
action research as the external validator of deeagmted to i
from the ARG.

External Validators

The external validators werge¢h former Commissiong
Generals who participated in the strategic businpkm
workshop and were involved as validators for theategic
business plan, the restructuring process and ssiooe
planning

-

10
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This action research study consisted of two mayafes and a number of mini cycles
within the two major cyclesMajor cycle 1 of the study commenced in January 2000
when the management of IRC was asked to considdruadertake a review of the
organisation’s structure. The management team haflwthe researcher was a member,
agreed to undertake the review and the first steptev develop a strategic business plan
to provide direction for the organisational changesl greater clarity with its core
functions. This major cycle took over six monthstonplete. Figure 4 illustrates major
cycle 1 and the five mini cycles that emerged ia ttevelopment of the strategic
business plan using the action research process.

Figure 4 Mini cycles for developing the strategic business plan using action
research
Source: developed for this research.

Strategic
Business
Plan

The action research process can be observed imitiecycles as the ARG planned
each stage, took action as agreed, observed tleernas and reflected on what was
needed for replanning in the next cycle. Thesevities are shown in the summaries of
the mini cycles that produced the strategic busipésn in major cycle 1.

In mini cycle 1the CEO, the researcher and the ARG planned ®rekiew of the
structure and obtained executive management toogpphe review. On observation
and reflection, the CEO agreed to establish tlaesiic business plan first and then deal
with the structure.

Mini cycle 2saw the members of the ARG and CDTs meet and siSsgues relating to
the strategic business plan. The meeting decidedeowision and mission of the IRC.

11
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In mini cycle 3 some divisions managed to present their objexiwrel strategies while
others had difficulty with their reviews. The prebis of lack of understanding and
knowledge of the review process, consultationnaé&ce and leadership were noted in
this cycle and plans were made by the ARG to déal tvem.

Mini cycle 4 saw all divisions establish their objectives amtsgies and the ARG
prepared to hold a workshop to discuss and fin#étigeestrategic business plan.

Mini cycle 5involved the discussion and endorsement of the #$R&tegic business
plan. The plan was also validated by three exterakdators.

Having established and validated the strategicriassi plan, the IRC Management then
embarked on the next phase of this change prodéssnajor cycle 2. There were five
mini cycles involving planning meetings of the AR&DTs and the CEO,
implementation of plans and observation and raflacat all meetings. These actions
are summarized in Figure 5 which shows the comiminaif major cycle 1 and major
cycle 2.

The same action research process was used by tGeil\Rajor cycle 2 with the five
mini cycles involving a larger number of peoplehiritthe organisation as they worked
together in developing the restructure proposalbe Tinteractions between the
stakeholders are shown in the summaries of the ayidies that produced the final
restructure proposal in major cycle 2.

In mini cycle 1 the planning meetings in this cycle reviewed thisteng structure and
discussions involved the CEO and the ARG.

In mini cycle 2 this cycle, meetings were held by the executiemagement, ARG and
then the CDTs where executive management endorgell @ commence on the
restructuring process. The ARG and CDT meetings dilscussed issues relating to the
structure, problems and positive outcomes.

In mini cycle 3 there were planning, action, observation, ankecg¥e meetings with
the ARG and the CEO, and meetings where the CEQesdlowith members from the
ARG and CDTs. The CDT meeting discussed a humbédivigional proposals for the
restructuring process.

A number of meetings were held nmini cycle 4with the ARG, the CEO and the CDT
members to discuss and review all the restructopgsals that had been presented.
The ARG met and reflected on these meetings anpaped a number of restructure
models for presentation to the CEO and the CDTieahext meeting.

In mini cycle 5, the final CDT meeting discussec ttwo remaining restructure
proposals and endorsed one for approval by the IRC.

12
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Figure 5Mini cycles for implementation of the restructuring process using action
research

Source: developed for this research.

New IRC
Structure

Strategic
Business
Plan
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This case study shows how the action research metas applied within the IRC in a
purposeful manner to firstly develop a strateganping document and then use this as
a guide during the engagement of stakeholderseldement of a restructuring plan.
The ARG applied action learning processes in thesetings and some of the key
learning outcomes from the planning, action, okeom and reflection activities are
presented in the next section.

Key learnings and their implicationsfor theliterature

While learning occurred at all levels of the orgation during the project, three of the
key learning outcomes involved: the developmenttlué strategic plan with its
identification of core values of the IRC; the swssfal use of action research for
involving stakeholders in determining a restruetgriof the organisation; and the
application of action research characteristicdgrit/oducing organisational change.

Firstly, completion of the strategic business plams a major achievement for the
organisation and all participants were pleased Withoutcome. For the first time in a

long while, the IRC had put in place strategiegradd with the organisation’s primary

objective of revenue generation and collectiorthendevelopment of the business plan,
the mission and achievable goals were defined,galwith the organisation’s core

values. Executive managers were able to use the ues to inspire staff to new

standards of performance. These core values asemesl in Table 3.

Table 3TheIRC corevalues
Source: IRC Strategic Plan (2000).

Corevalues
1 | We must uphold the integrity, impartiality andfess of the tax system.

2 | We must correctly apply the tax law so that all customers are provided fair and
equal treatment.

3 | We must take pride in our work and carry outdwties professionally.

4 | We must learn to work in teams, empower our staff be diligent in our efforts
so that quality service is provided to our clients.

5 | We must build trust and respect for each othdraatue individual differences of
our staff and clients.

6 | We must be honest and transparent in our dealiwtgseach other and our clients
and be held accountable for our actions.
7 | We must recognize efforts of staff, give creditene it is due and reward them
accordingly.
8 | We must build an environment that will provideuatjopportunity for all staff
including minority groups.
9 We must work through each other, with each othed for each other with
commitment and strive for excellence in all we do.

10 | We must be prepared to adapt to environmenthgds and implement change
where appropriate.

14
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The action research process of major cycle 1 taskgver six months to complete and
saw the establishment of the IRC strategic busipé&ss. The strategic business plan
was validated by the three former CEOs and thipdtepave the way for the IRC to
introduce other change initiatives such as theewewof the structure and succession
planning.

In the second learning, the development and imphtatien of the restructuring process
took three years from completion of the strategisibess plan and the restructuring
would not have occurred without a process thaatkck on consistency and discipline as
was required by the action research process. Tphéeinentation of the restructuring
process at the IRC is the only one of its kind le tPNG public service as no
government organisation has used this process te dhe review and subsequent
restructuring of a government department in PN@gi#fie action research process has
never before been undertaken and documented. Alseéarthe literature focusing on
restructuring provided very little or no insightarthe way government organisations in
the Pacific Region, and the Melanesian countriespeeially in PNG, dealt with
restructuring of its institutions using the actr@search process.

This study showed that action research can be teseddertake restructuring of public
sector organisations in PNG and has filled a gaphe literature of organisational
change generally and specifically the literature restructuring using the action
research process. It has also made a contribugipolicy and practice of restructuring
public sector organisations using action reseaphgifically in PNG and generally in
the Melanesian countries.

Finally, the characteristics of action researchcdiesd by Abraham (1997) provide a
framework for review of the action research methiwat was used in this research and
are shown in Table 4. The characteristics are destias they were observed within the
change projects and only the experimental naturgctbn research did not emerge in
this study because it was aimed at generatingrréthe testing a hypothesis.

15
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Table 4Characteristics of action research observed in this case study
Source: based on characteristics identified by Adma (1997).

Action research
characteristic

Features of this study

Problem focus

The action research method usethign study was problen
focused in the context of real life situations tawas to explore
and solve a real life problem in developing a sfat business
plan and subsequently dealing with impedimenthenstructure
of the IRC.

=}

Action orientation

The study involved executive management and mendfettse
CDTs to plan and take actions to resolve the proble

Cyclical process;

spiral of Steps

The action research method involved two Major Cyaed ten
mini cycles of planning, acting, observing, refiagt and
evaluating within the two Major Cycles.

Collaborative

Collaboration occurred among CE®RRGAand CDT member
with the researcher being the facilitator and palong leadership
initially and then allowing CDT members to work emendently
in their divisional teams and report back at theTGieetings.

Ethical basis

All ethical issues were conformedn this study. The CEQ
executive management, members of the ARG and CDare
informed of the purpose of the study through mameeye
meetings and internal memos. Members of the managei®am
and senior managers were consulted by the reseasii
subsequently invited to become members of the ARG.

Y

Scientific

The study had a scientific basis waimilarities to ‘action
science’ as described by Argyris, Putnam and MclL&mith
(1985). The implementation of shared knowledge pced wasg
the primary purpose, and capacity was an importemect;
therefore the method used in the study was sdiemtithough it
did not follow the positivist approach.

Re-educative

Education occurred where CDT meslearnt to work in
groups, learning to resolve problems in teams aswkldping
planning, problem solving and decision making téghes.

Emancipatory

An emancipatory objective was evidie the aim to improve th
professionalism displayed by staff in their newlggaired
knowledge to assist them in their responsibilities decision
making in leadership roles.

[4%)

Naturalistic

This was a naturalistic study iniethqualitative and descriptiv
data were collected in a real world situation.

10

Normative

The normative aspect was evidenthat it is the Melanesia

sign of respect to listen to elders make decisibos,the norms

were modified and allowed senior managers in CD®s
participate in the decision making process.

>

11

Group dynamics

Group dynamics were eviderténstudy as it allowed CDTs
discuss the issues of the structure among thensselnd with
their divisional staff, and together each grouperatted anc

[0

responded accordingly.

16
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Conclusion

This research study has proved that change camtfoeliuced with the full participation

of staff in all levels of the organisation. The iant research and action learning
approach is recommended for government departmanNG to use in problem

solving and knowledge development because with@® iR

o Dealt with questions and problems in relation te thusiness plan and the
structure of the organisation. The ARG were resjidmsfor developing the
business plan which also identified the core vabfabie organisation. They were
also instrumental in the implementation of themesture of the IRC.

. Has proven itself as one way in which executive agens, divisional heads,
senior managers and their staff came to developti@rbunderstanding of their
roles and improved work practices. The action nete@arocess enabled greater
interaction between the different parts of the argation and demonstrated what
could be achieved by working together more clogelgrticulating a vision of the
future for the organisation.

o Led to better learning. Action research involvesioac learning principles for
engaging everyone in learning by doing, and moreorantly introduces a
reflective component to the learning whereby wesues are tackled and resolved
and the members of the ARG learn how to learn.

o Helped to build stronger collegial relationshipshwthose in the organisation.
Action research is a collaborative process withpte@oming together to work
and to learn. The ARG became a team that was alleliver the required results
and in the process they developed strong workitagioaships. The need to work
closely with others in IRC also served to streagthrelationships in the
organisation.

o Helped to develop a greater understanding and aejapion of the ethics involved
in civil service work practices. One of the chaeaistics of action research is its
ethical nature and the ARG recognised the impoetaot applying ethical
procedures and protocols with the research ancetiealge members of the group
gain a greater awareness of ethical issues ancmic

o Broke down some of the hierarchical barriers tlegiasate executive management
and other staff. This was achieved through thetspiircooperation that emerged
as people from different levels of the organisatiworked together with the
research activities.

o Provided alternative ways of viewing and approaghaork problems with new
ways of seeing work practices. The processes oihpig, action, observation and
reflection that are critical to the action reseaméthod encouraged new ways of
thinking and acting, where new knowledge was soumid questioning was
encouraged.

o Helped to examine the ‘habits’ that have developethat staff are ‘really’ doing
in the work situation or in management practices.ikevitable consequence of
the research was to take a closer look at the Wwimgs have been done in the
organisation, to confirm those things that are ¢eiane well and to identify areas
where improvements could be made.
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The case study has provided an example of howdtienaresearch method can be used
for implementing change in a public sector orgaiosa It shows how the collaborative
and consultative group dynamic mode of action me$e@an be used to introduce
change in the way business is conducted, with ¢leltr of providing a more effective
approach for improving the delivery of services.
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