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1. Introduction

“My desire to live is once again
enormous. (...) | have realized
this: the meaning of my life is the
meaning | choose to give it.”

(P. Coelho: The Fifth Mountain)

I would like to start out with a brief, personabist. It has been sixteen years since |
graduated from the university; in the time sincleave switched jobs every three or four
years, looking for where I truly belong. | have nbeen working at the University as an
assistant professor for nine years. This, as fanyasareer goes, has been an especially
long time. | have often tried to discover exactipyit is that | am working: what,
indeed, does my work mean to me? | continue to fookvhere | belong, and | continue
to think about questions such as, “what determimkat we think of our work?” or,
“what role do our surroundings play in this?” Welthat is why | settled on this topic
for my research.

What is the meaning of work? Most of us never yealbnsciously consider this

question. Yet it is worth examining because themmrepof work does influence several

factors of interest not just to us, but also to pany managers. It impacts the extent to
which the individual is satisfied with their workiow much stress the individual

encounters while performing their job; the indivadla physical and psychological

health; the degree of motivation the individuall$egerformance; and the extent to
which the individual feels a connection to theirrigmace and to their job.

With this dissertation, | am establishing a linkivibeen two areas important to me:
human resources management (hereinafter referrasl i{R) and the meaning of work,
an area that | have researched and taught in re@sars since returning to the
university. In an earlier stage of my career, | keat as an HR specialist, manager and
then as a consultant. HR as a professional arstllis field of great interest to me,
which explains why | chose to study HR professisnalmy research. With this study,
my purpose is to subtly point HR professionals taivMhe study of the meaning and
meaningfulness of work.

My dissertation is structured primarily along tlek proposed by Maxwell (1996). In
the second chapter, following this introduction,baef overview of my research
problems is provided. The third major section & tlissertation the focus is on a review



of the literature discussing the meaning of workhvgpecial attention paid to sources
which relied on similar points of departure as d.dThis review makes it clear that
studies dealing with the meaning of work are lagkine perspective of sensemaking
and a process-oriented approach. | therefore exgl@dummary of the literature to
include a review of the literature of sensemaking.

In the fourth — methodological — chapter, the psg®oof my research (personal,
practical and research purposes), and my researektigns are described and my
original research framework is presented (chapteds4.2). Then, the research
methodology applied is discussed (case study metbgg based on qualitative

interviews); | will also cover the role of the reseher, the research field, the
characteristics of the sample and the process t# dallection and data analysis
(chapter 4.3). A separate chapter devoted to tlestoun of validity and reliability, and

a review of the quality criteria of my research.

In the fifth chapter, the most important results my research are described, and
discussed where my work may prove to be novel th beeory and in practice.

Compiling a Ph.D. dissertation is the result ofoagd, oftentimes arduous, journey: a
journey for which one needs many supporters. | wasbxpress my thanks, first of all,
to my husband, who encouraged me during the eptoeess, supported my thinking
and provided the background for my research. Thalke to Gyula Bakacsi, my
superior, who encouraged me throughout. My tharke & the Institute and the
Department for providing the professional workshainere | can continue my
development. Amy Wrzesniewski, Rita Glézer anddstKunos, the three opponents of
my dissertation proposal, also helped my thinkinghveountless pieces of advice,
recommendations and critical observations. | antefmhalso to HR managers who
agreed to the interviews. | owe special thanksridrAa Fehér, who stood by me during
a particularly difficult period in the course of mgsearch and who taught me how to
use Atlas.ti; thanks also to Attila Bokor, whosedback also helped me come to new
conclusions. My thanks to experts and represem i other fields with whom | was
able to discuss my questions and dilemmas: Beatidsné Kotschy (teacher), Edit
Révay RSCJ (sociologist), Barna Konkoly-Thege (psimgist), Tamas Martos
(psychologist), Viola Sallay (psychologist), Péteajkossy (cognitive psychologist),
Tibor Pélya (cognitive psychologist) and Akos Felirfpolitical scientist). Thanks also
to all of my coworkers who helped clarify issuesl &relped me proceed during various
stages of my dissertation: Andras Gelei, Sandoradsk Katalin Bacsi, Henriett
Primecz, Andrea Toarniczky and Sara Csillag.



2. Research problems

2.1. The significance of the research topic

Just consider: we spend roughly one-third of owedi working. Accordingly, the
meaning or significance we attach to work — ourarsthnding of work — affects our
entire lives. For some, it is a service; for otheas profession, or a sense of
professionalism; it can be a business, a calling sense of creating or earning money;
yet others view it as a job or a career. Everyamestructs their own meaning and story
of it.

According to the results of scientific researcle theaning that the individual makes of

their work impacts the following factors:

* the individual's satisfaction (Wrzesniewski et aB97; Wishner, 1991; Brown,
2001; Roberson, 1990);

e the stress the individual encounters while workjbgcke — Taylor, 1990; Simon,
1997; Isaksen, 2000; Berte, 1989);

» the individual's physical and mental health (Bauste, 1991; Wrzesniewski et al.,
1997);

« the individual's motivation or performance (Robers©990; Shamir, 1991);

e the individual's sense of belonging (Ashforth —tBr2003; Pratt, 1998; Jaeger,
1994).

The most often underscored result of meaningfulkwserthat the individual becomes
satisfied with their job (Roberson, 1990). A decaalgo, nearly fifty percent of
American employees said that they were not satisfigh their jobs (Pratt—Ashforth,
2003). The significance of meaningful work was rebe further underscored by a
survey of 5000 German employees. Ninety-two peroétite individuals polled in this
representative survey mentioned in first place thatmost important factor, as far as
satisfaction is concerned, is the feeling that theydoing something meaningful in the
workplace. The survey was conducted by the Germagamine Young Nurse
(Legfontosabb az értelmes.2002). It does seem timely, then, to conduct a study
examining the meaningfulness and meaning of work.

Researchers examining the meaning of work stillehawich to discover about the
meaning work carries in people’s lives and whauigrfices this meaning (Wrzesniewski
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et al., 2003). This is an interesting question akscause, according to research findings,
individuals working in the same job may attach afiéint meanings to their jobs
(Wrzesniewski et al, 1997). The model of sociabiniation processing (Salancik —
Pfeffer, 1978) has called our attention to the thet the individual’'s approach to their
work is greatly colored by the social environmentuhich they perform their activity.
Precisely how this social environment — includirayvorkers and managers — impacts
one’s understanding of their jobs is not yet ehtiokear (Wrzesniewski et al., 2003).

The meaning and meaningfulness of work, and thé&ugwea of these factors, is an issue
important both for the individuals as well as fdreit organizations. From the

perspective of the individual: if the employee reypded a broader perspective on the
meaning and meaningfulness of their work, this ustdading in itself allows them to

improve their own situation and to transform itheir own favor. For the organization,

this is important primarily in terms of employedemion and increasing employee
satisfaction, commitment and motivation (Robersd®90). The more favorable

conditions organizations are able to create far gmaployees — conditions which allow

for meaningful work —, the more the company’s perfance may improve. Pratt and
Ashforth (2003) point out that creating meaningfudrking conditions is not just a

means for organizations, but may be a purposeéif.it

The individual examination of the change in the kvareaning helps us understand
what it is that individuals consider during the gass of change; what factors lead them
to change the meaning that their work carries fient. What conditions lead them to
view their work as meaningful and when is it tHagyt no longer consider it to be that?
By examining these changes, we will be able to tstded the consequences, for the
organization and for the individual, if the indivia no longer finds their work
meaningful and, on the other hand, what conseqsatcarries if individuals find their
work to be increasingly meaningful.

2.2. Research fundamentals, research goals and research
guestions

The scope of research examining the meaning andhingfalness of work is rather
broad; | therefore believe it is necessary to fpsbvide an overview of research
approaches before describing my own approach. Ripgron the definition of the
concept of the meaning of work they used, resesschaok various approaches.
According to one group of researchers, the meapimvgork and the meaningfulness of
work is necessarily a subjective matter, with theaning of work defined intrinsically
(coming from the individual) (e.g. Simon, 1997; Ksan, 2000). Another group of
researchers believe that the meaning of work aadhtbaningfulness of work may be
determined according to a set of objective criterigo it is, therefore, objective (e.qg.



Morse — Weiss, 1955; Vecchio, 1980; MOW InternatioResearch Team, 1987). A
third group of researchers emphasize the concepterfsubjectivity: that the social
surroundings of the individual affect the meanirfgnork; the interpretation of this
community impacts their individual understandingalé®cik — Pfeffer, 1978;
Wrzesniewski — Dutton, 2001, Pratt — Ashforth, 2008zesniewski et al., 2003). The
meaning of work can be understood as a constaatic stefinition at any particular
moment (e.g. Morse — Weiss, 1955; Vecchio, 1980;VM@nternational Research
Team, 1987; Isaksen, 2000) or as a variable, dyndsfinition (Pratt — Ashforth, 2003;
Wrzesniewski et al, 2003), with the latter lenditsglf to an approach focused on the
process.

In my own approach, | accept the approach of intgestivity. | therefore find it

prudent to examine the meaning of work on the lesklthe individual, while

considering the effects of a particular communitytbe individual’s understanding. In
my opinion, the meaning of work is different nostun every society — but it is
different from person to person. Just what one idens work, and what meaning they
attach to it, depends on the individual. At the saime, | believe the sensemaking of
work is also shaped by the meaning accepted byetspcihe organization or the
community around them (Pratt — Ashforth, 2003). lslyproach reflects a distinct
organization theory assumption, which | believanportant to make readers aware of.

The Author’s Organization Theory Assumptions

In my view, the individual's cognitive processesdamorms, or social cues affecting
them, are at the center of the process of mearongtaiction — this is the core issue
studied bysocial constructivist theory. The primary focus of social constructivist
research is how individuals construct the world taky through categories provided
by their social relations. These studies follow W@k of Vygotsky (1981) and Bruner
(1990) (Fletcher, 2006; Young — Collin, 2004). Theymarily examine the subjective
knowledge of the individual, their cognitive proses and thoughts, as well as the
social surroundings or environment in which theivitiial is active (Fletcher, 2006).
How individuals construct meaning how do they camio know is an important
guestion. These processes play out primarily witheindividual, who integrates new
knowledge into already existing schemas or modiéieisting schemas as appropriate
(Young — Collin, 2004).

From a social constructionist perspective, sensergais the process of socially
constructing reality. Sensemaking is a social pscehe individual's interpretation
cannot be separated from commonly shared meaniigsmeaning is related directly
to the context and to members of an organizatienpther individuals. These members
of the organization do not explore reality as reatly exists outside of them; rather,



they construct it and learn it from each other (&id986; Weick — Bougon, 1986;
Isabella, 1990).

Social constructionism and social constructivisipresent two different approaches —
yet the separation of the two is not always clé&angra-Fredericks, 2008; Young —
Collin, 2004). One notable difference is that sbcanstructivists consider construction
more of an individual process (Samra-Frederick®82% oung — Collin, 2004) in which
the individual’'s schema or mental model plays a kg (Samra-Fredericks, 2008). At
the same time, social constructionists considemkerge to be supported by social
processes — i.e. that knowledge goes hand in haitld social action. Several
researchers, however, do not differentiate betwtbese two approaches, or believe
them to be interchangeable; no final consensugseyét at this point on the separation
of the two approaches (Young — Collin, 2004).

Burrell and Morgan’s (1979) matrix, accepted widély organizational researchers,
places social science theories in one of four pgnasl as their mutually exclusive
suppositions are incommensurable. One axis of thgixnis the objective-subjective
axis, separated along the lines of ontology, hunmature, epistemology, and
methodology. The other axis is broken down accgrdonthe sociology of order and
change.

Figure 1: The Burrell - Morgan matrix (based on Burell — Morgan, 1979:22)

THE SOCIOLOGY OF RADICAL CHANGE

'Radical 'Radical
humanist structuralist’
SUBJECTIVE OBJECTIVE
Interpretive’ 'Functionalist’

THE S0CIOLOGY OF REGLULATION

My research represents a social constructivist gggbr. My organization theory
assumptions are both functionalist and interpretiveacknowledge the interpretive
framework of Burrell and Morgan (1979), but — uelithem — | consider the boundary
between interpretive sociology and functionalistislmgy to be permeable, and choose
to suppose commensurability. Kieser’s study of trmieivism (2002) described three
different basic approaches to organization thetbry:social constructivist, the cognitive



and the system theory approaches. Cognitive cartstiam “in a certain sense attempts
to reconcile the positivist and interpretive apptoes” — this is the category where this
dissertation belongs. Kieser’s key thesis is that“the individual’s behavior is driven
for the most part by subjective theories, i.e. satiye suppositions of causal
relationships, as well as simple rules stored aitldividual’'s memory” (p.17). Chell
(2000) says that this, itself, is a paradox: ondhe hand, an individual’'s experiences
are singular, subjective and also socially consédicand on the other hand, individuals
create labels and categories when processing tweim thoughts, feelings and
experiences. The individual's subjective worldIsoareflectively labeled through signs,
symbols and language. This is the “ontological l@n” supported by constructivists,
which makes such a contradiction possible. Accgdim Pitt (1998), this approach
places at the center of the objective-subjectivie an the Morgan — Smircich (1980)
model, and may be termed the structuralist-intérngrepproach.

Following a review of my research perspectives,riafoverview is offered of the
purposes | hoped to realize through my researclwadsas of the questions | was
seeking answers to. My research goal is to exglwraneaning work carries for human
resources managers, and how this meaning is irdagcey their social environment.
Through that, | hoped to obtain a deeper undersignof HR work, the meaning of
work, changes to the meaning of work and of thegss of sensemaking. Through my
research, | hope to join the international discedozused on the meaning of work, and
| also hope to reach Hungarian HR managers. Mydotg&rm purpose with this project,
and through related dialogue, is to contribute he personal development of my
interview subjects and the development of theiaaizations.

In my research the focus is on the change in thé weeaning from the perspective of

the individual. | was interested in determining tmnditions under which the meaning
of work changes, and how it changes, in the caskeoindividuals examined. | wished

to explore the process and steps the change iwdHemeaning takes and what patterns
of the change in meaning we are able identify.

3. Review of the literature

My review of the literature for the dissertatiomsests of two major sections. The first
part focuses on key studies dealing with the mepafrwork, while the second section
discusses the literature of sensemaking, the psosgh contributes the most to the
individual’s understanding of meaning.



3.1. The meaning of work — a review of the literature

In my presentation of studies dealing with the negrof work, | took an approach
which is key to my own research, and gave an inkdepview above all of studies
exploring the individual’s understanding. Thus, theview does not give a true
reflection of the frequency of publications exammithe meaning of work. The
majority of the studies discuss the central rolevofk and provide a historical overview
of the role of work (Wrzesniewski et al., 2003).eThtudies are grouped primarily
according to what definition of the meaning of wahley offer; as a second criterion,
are following a chronological approach. The stuéxamining the meaning of work are
groupped into one of the following four categori€k) beliefs, values, attitudes; (2)
meaningful work; (3) the individual’'s understandirig) the presence of social factors.
Before, however, moving on to present a more detadverview of my research, |
describe in greater detail dilemmas surroundingctiveept of work and the meaning of
work.

3.1.1. The concept of work

It is difficult to define work (Genis — Wallis, 260 based on Brief — Nord, 1990a), as
the boundaries of work are not clearly delimitedrt@in activities may be seen as work
in some cases, but the same may be seen as l@im@ractivities in other instances
(Brief — Nord, 1990a; Noon — Blyton, 1997). Thusisi not the activity itself which is
the most significant, but rather the conditions d@hd consequences of the activity
(Genis — Walllis, 2005). The most widespread dedinitof work is based on an
economic approach: “what people do for financiampensation in order to earn a
living” (Brief — Nord, 1990a:2). This economic appch narrows down the definition
of work in several ways. It does not, for one, takke consideration activities which the
individual does not in exchange for remuneraticgither because (1) it is a part of the
gray economy, (2) it is household work or (3) iv@dunteer work (Brief — Nord, 1990a;
Noon — Blyton, 1997; Genis — Wallis, 2005). Furthere, a purely economic minded
definition of work is also problematic because,ceading to the generally accepted
definition provided by Ryan and Deci (2000:71) “therformance of an activity in
order to attain some separable outcome,”- it nasrdewn the concept of work to that
of an activity performed for extrinsic motivationt. ignores work performed for
intrinsic motivation, “doing an activity for thelerent satisfaction of the activity itself”
(Ryan — Deci, 2000:71). According to several lasgeple surveys conducted in
developed countries, 65-95% of respondents sailloelld continue their work even
if they had enough money to live well without hayito work (Morse — Weiss, 1955;
Vecchio, 1980; MOW International Research Team,7)98ased on the above, we



again arrive at a significantly narrower definitiohwork, if we take it to mean purely
the tool necessary to receive remuneration, to radkeng.

3.1.2. The concept of the meaning of work

The meaning of work is also determined by the caltanvironment, and has changed
over time (for more in-depth analysis of this, slee studies by Brief — Nord, 1990a,;

Cartwright — Holmes, 2006; in Hungarian, see Daémit994 for a discussion of work

paradigms). Accordingly, the various definitionsvadrk cannot be separated from the
particular age and society when and where they wletermined. Researchers have
defined the meaning of work in many different watye beliefs, values and attitudes of
the individual in relation to work (Brief — Nord920a; Quintanilla, 1991; Morse —

Weiss, 1955; Vecchio, 1980); the individual's vaué¢Fagermoen, 1997); the

individual’s motivations as regards work (Hackma®ldham, 1976; Roberson, 1990;

Chalofsky, 2003); or the individual's understandofgvhat they do at work as well as

the significance of what it is that they do (Wrzesvski et al., 2003). Researchers
defined the concept of meaningful work as: workasra context which the individual

perceives is purposeful and is significant (Hackmanldham, 1976; Pratt — Ashforth,

2003; Chalofsky, 2003).

This dissertation examines the meaning of work cercept that cannot be separated
from the meaningfulness of work. The literatureenfimes ignores the separation of
these two concepts (Rosso et al.,, 2010). Researabiten use these two terms
interchangeably, thereby contributing to confussarrounding the use of the two terms
and their relationships (Rosso et al., 2010; Wrisssski, 2010J.

In English, the word “meaning” covers a conceptalihincludes one’s understanding,
sense or intentions (Lazar — Varga, 2006). Accgrdin the Hungarian Ertelméz

szotard (Esry, 2007), “meaning” is (1) the content or text whiis meant, and (2) the
content indicated through a (linguistic) sign grsf. The meaning of “meaningfulness”

“As my opponent, Amy Wrzesniewski, indicated in &ealuation of my dissertation: “ She begins to pull
apart some thorny concepts that are interrelatdchame been treated as interchangeable in some @irea
the literature so far — specifically, the differenzetween meaning and meaningfulness, which ity like

be one of the most important frontiers of differation in the future of meaning of work researchil&/
meaning of work concerns the content of what thekvgignifies (a means to an end, one’s source of
identity, and/or something else entirely), meanithggss has generally come to be treated as theramou
of purpose or significance carried by the work.”

% Explanatory dictionary+

4 According to an English dictionary (Hanks, 198%aming is: 1. the sense or significance of a word,
sentence, symbol, etc; 2. the purpose or underlgingntended by speech, action, etc; 3. the inner,



is (1) the ability to think or perceive; (2) thaiomal purpose of something; (3) as in the
sense of something: according to something or l{é¢)meaning of something. Thus,
meaningfulness can, on the one hand, be synonymhsmeaning — on the other
hand, it can also denote something more specifeerational purpose of something. In
my view, meaningfulness is indeed more specifiaitttee word meaning; everything
has a meaning, yet not everything has, or makasgs&Vhen discussing the meaning of
work, | refer to the concept aheaningto denote the content indicated through a sign
or signs (understanding signs to apply to socilasions as well). | use the word
meaningfulnessin its more specific meaning, to denote the ratiopurpose of
something. Accordingly, | differentiate between theaning and the meaningfulness of
work, and the concept of meaningful work.

In relation to meaning and sense, | often use énb \interpret,” which is defined in the
Hungarian Ertelmeazszétar? (Eéry, 2007) as the following: (1) to attach a mearting
any kind of communication, (2) to determine thesgeof a piece of legislation or (3) to
explain the meaning of something. In this dissemtatthe verkinterpret is used in the
senses of making meaning of some kind of commupitand to explain the meaning
of something; it is used synonymously with the virloonstruct.

3.1.3. The meaning of work: beliefs, values, attitudes

In this section’s review of studies dealing witle tmeaning of work, the ones which
interpret the meaning of work as a set of beliedues and attitudes are examined. In
this area, we are able to differentiate betweeeetimain avenues of research: research
into the work centrality, into work values and im@rk orientations. | go into greater
detail to describe the literature of work oriergatias my own research also covers this
area.

3.1.3.1.Work centrality

This group includes studies which examined theraémle work plays in the life of the
individual, as compared to other domains of th&r(e.g. free time, family, religion).

symbolic, or true interpretation, value or messafjeyalid content; 5. philosophy: a. the sense rof a
expression, b. the reference of an expressiorx@essive of some sense.
® Explanatory dictionary+
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In their study, Morse and Weiss (1955) based thpproach on an understanding of
work as a means to make a living, and examineddheus functions of work from the
perspective of working individuals. From a natiode&iU.S. sample of 401 males, they
selected individuals who were employed. One keystjoie of their study was whether
these individuals would continue to work if theyre¢o come into an inheritance which
would provide them with a comfortable living foretest of their lives. Their findings
are summarized below:

* For a significant portion of those surveyed, waskmore than just the means to an
end;

* The individual need not be facing the possibilityuaemployment, or need not be
retired, to be able to envision what it would b lto not be working;

« Work, apart from its economic nature, also playseeondary role for both middle
class as well as working class individuals; thisoselary role is different in the case
of the two classes, however. For middle class iddals, work provides the
individual with a purpose, a sense of performanug @ means at self-expression.
Working class individuals, were they not employwduld merely sit or lie around —
for them, work is simply having something to dodarovides an opportunity to
engage in physical labor.

The study originally conducted by Morse and Weiss wepeated by Vecchio (1980) to
determine whether any changes in social valuesngutie interim years would be
reflected in the study results. Vecchio’'s purposeduded the following: (1) to
determine, once again, the percentage of indivedudldo would choose to continue to
work in a situation where they were no longer rglian working to make a living; (2)
comparing the 1980 results to the findings of tB&5Lstudy; (3) to draw conclusions
regarding the validity of predictions related tocisd changes. Vecchio’s findings
included the following: There was, indeed, a changatitudes, according to the results
of the survey (although the methodology differednir that used in 1955). The
percentage of individuals who would choose to guotking increased by 39% (from
20% to 27.8%). These findings matched expectatdwesiltural changes.

The Meaning of Working project (MOW), 1980s: conthatwith the participation of 15
thousand respondents in more than eight differeninties, this series of studies
examined the subjective meaning of work (Quintan#l Wilpert, 1991). The project
provided the following definition of the meaning o¥ork: “values, beliefs and
expectations espoused by the individual” (Quintanil991:85). The purpose of the
study was to explore the empirical structure of theaning of work through the
involvement of respondents representing differemtiad, professional and national
backgrounds (Quintanilla, 1991), and to explore digmificance of work as compared
to other facets of an individual's life (Harpaz &,2002). The study focused on three
main concepts:
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* (1) the central role of work: the significance afnk in an individual’s life;
e (2) the purposes of work: 11 purposes of workingcwhndividuals focus on or
expect as they work (England — Whitely, 1990 p: 68)
* “Alot of opportunities to learn new things.
» Good interpersonal relations (with managers, coask
» Good opportunities for upgrading or promotion.
* Convenient work hours.
* Lot of variety.
» Interesting work (work that you really like).
* Good job security.
» A good match between your job requirements and gbiities and experience.

* A good pay.
» Good physical working conditions (such as lightmperature, cleanliness, low
noise level).

* Lot of autonomy (you decide how to do your work).”
* (3) social norms applicable to work, as well asdigland expectations related to
laws and obligations connected to work.

England and Whitely (1999Yiscuss some of the more comprehensive findinghef
MOW study, listed below. The two most often citeehsons for working are the
following: (1) in the interest of obtaining persémaalth (if money is provided for the
activity performed) and (2) because of an obligatho expectation (if something is part
of one’s duties). Few of the respondents said waa an undesirable activity (a total of
4.2% marked it as such). Half of all respondentsamed work in a positive light;
approximately one-sixth had a neutral opinion ¢fwhile one-third had a negative
opinion of work (considering the value and the wi@ibhn of work). Based on their
personal definitions of work, the MOW project plddadividuals in one of six distinct
categories. All of these categories were clearfindd, and conclusions were ultimately
drawn from the findings based on breakdown by nmatity and other factors, providing
results by country and organization. Several ottesearch studies were conducted
based on the dimensions laid out in the MOW profea. Westwood — Lok, 2003;
Harpaz — Honig — Coetsier, 2002).

® This study is not as broad as the entire MOW piojeit summarizes the findings from six countries.
See theMOW International Research Team (1987) publicatama comprehensive review of all findings.
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3.1.3.2.Work values

We are also able to separate a direction of stwdnésh identified the meaning of work
with work value$.

In their model, Locke and Taylor (1990) connect mheaning of work to coping with
stress. The authors identify the meaning of wortkwalues earned and values expected
through work. According to their approach, indivadii start working in possession of a
certain set of values, which then impact on thepegiences in the workplace, and
which are in turn affected by them as well. In otheords, individuals may be
considered successful if they receive from theirlkmehatever it is that they desire.
They may be considered less successful if theyresqpee contradiction between their
expectations and their experiences. This contliadican lead to stress, despondence
or frustration, which results in the individual vy to reevaluate their work from time
to time, and then drawing conclusions based orr #geriences. As a consequence,
they alter their actions, expectations and values alter all of these. Following this
evaluation and re-evaluation performed by the iwmidial, work will either carry greater
or lesser personal meaning to the individual.

Fagermoen (1995, 1997) conducted a two-tier rebestitmly of the meaning of work of
nurses; the primary question of that study wasftilewing: “What are the values
underlying nurses’ professional identity as expedsthrough what is meaningful in
nurses’ work?” In the first tier of the study, 7@&hdomly selected nurses were asked to
fill out questionnaires; in the second stage, det¢grviews were conducted with six
nurses, who were asked to provide accounts retatéteir caring for patients. Human
dignity and altruism were the two primary moralued, and intellectual and personal
motivation were the two primary work values cit@dhe narrative part of the research
confirmed and refined the findings of the questairen component of the survey. The
source of the meaning of work was the nurses’ aatére relationship with patients,
their relatives and colleagues, which also impacted the nurses’ professional
development.

In their study, Ross et al. (1999) defined the nreanf work as the means to an end.
They asked 193 teachers of Spanish and 179 stuttemtgaluate the significance of
work and basic values. For the teachers, their vpookided them with social stability
and close-knit social relationships. For the stiglem addition to the above, work

" Essentially, the MOW project may be linked to thés of research studies.
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supported the individual’s personal developmentlependence and a sense of
excitement.

3.1.3.3.Work orientations

The first publication related to work orientatiolssconnected to Bellah et al. (1985):
they determined that individuals define their warkthree different ways as compared
to other life-domains. They described three diffiérand basic ways of approaching
work: as a job, as a career or as a calling. Wadntation describes the reason and the
purpose of the individual when performing their Woand the meaning their work
carries for them (Bellah et al., 1985; Wrzesniewdl@99; Rosso et al., 2010). It was
Wrzesniewski et al. (1997) who described the charetics of work orientations by
developing a questionnaire which allowed them t@cdbe each of the various
orientations with certain types of behavior, valagd feelings associated with work.

Pratt et al. (forthcoming:5) emphasized, in additto belief, purposes and values in
their own definition of work orientation: evaluagiwdispositions about the purpose of
work. | believe it is necessary to expand on thepakitions of this definition further.
Firstly, it applies to values and beliefs which adése why working is worthwhile.
These create an interlinked pattern of values ahefs. Secondly, orientations may be
considered characteristics because they reflecptéierences and world views of the
individual and because they are relatively constartt may only be changed slowly.
Thirdly, orientation applies to the purpose of waka general life-domain, and not to
the characteristics of a specific job or task.

If we compare this concept to previous definitiaiswork orientations, we see that
values play a greater role in this. The authorat(Ret al., forthcoming) develop this
three-aspect model further into a five-aspect maahel emphasize, for each of these,
the aspect that represents a value or a meaningpdandividual. Previous definitions
considered orientations to be a type of interpi@tata frame, a relationship or a
purpose which also carried within themselves certailues. Based on the above, it
appears that Pratt et al. emphasized certain elsnoérthe already existing concepts,
but did not examine certain other aspects (e.gaweh feelings). An additional
difference lies in their understanding of orierdatas a dispositions: previously, authors
either did not examine the change in this (Bellahlg 1985) or were permissive as far
as their changeability was concerned (Wrzesniew$809). Yet orientation, as a
concept of dispositions, describes stability arificdilt changeability.
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3.1.3.3.1. Possible work orientations

In the approach to orientation, the three-way aaiegtiorf (Bellah et al., 1985;
Baumeister, 1991; Wrzesniewski et al., 1997; Wrisegski, 1999, Rosso et al., 2010)
is most common. Work can simply be a job, or it bama career or a calling, if we use
these three categories. These three orientatiansi@r sharply delineated from each
other — the same individual may hold elements Idhate.

An individual with an orientation primarily of adh” performs their work primarily to
attain financial gains — they do not seek or rez@ther motivators. Money may denote
economic success, security and anything else tlagt me obtained for a payment. In
their case, work itself is not a purpose, but thleans to achieve resources to be able to
enjoy the time spent not working. This individugiemary interest or ambition is not
present in their job. Essentially, the main purpogb-oriented individuals is to earn
their salary (Wrzesniewski, 1999). At the same timestable job may be a source of
self-worth for the individual, and this self-worih oftentimes tied not just to the job,
but also to the amount of the salary (Baumeist@9;1L

An individual viewing their work through the “car@eorientation tends to put more
personal effort or investment into their work, whis indicated by their progress in the
organizational or professional structure, in additito financial motivators. The
individual considers the advantages provided by therk, and their commitment is a
function of this. This individual’s comprehensivarpose is increasing their revenue,
prestige, social status, power and competence dghraheir advancement in the
profession. In the case of individuals professingaaseer orientation, competition,
performance and comparison to others, victory araidang failures are also present.
All of these serve to increase self-esteem. Theptehensive purpose of individuals
with career orientations is maximizing their incqreecial status, power and prestige in
their profession (Wrzesniewski, 1999). Individualgh a career orientation focus on
themselves: they obtain feedback during their wakg work thus becomes a tool
toward creating, expressing, validating and recaggithemselves (Baumeister, 1991).
Individuals with a career orientation are willing sacrifice their free time, social
relationships and family commitments to get aheatheir careers. The individual is
driven by a spirit of competition, in an effort &whieve success, prestige and status.
Baumeister (1991) lists workaholics in the groupcafeer oriented individuals, for
whom work essentially is the meaning of life. Ths somewhat modified in

8 | provide detailed descriptions of the variousentations according to the studies listed in péwesgs. |
indicate and cite separately comments which dfffam the general understanding.
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Wrzesniewski’'s (1999) classification, which idem@# meaning in work with a calling
orientation.

Individuals viewing their work as a “calling” hawedifficult time separating their work
from other facets of their lives. Work, fulfillmeimichieved through work and pleasure
are seen as their purposes. Thus, work in itsgléags as a purpose. It is often linked
with the belief that they make the world a bettecp through their work. This is where
calling orientation differs from career- and jobentation, because the latter two are
primarily personal in nature. An individual withcalling orientation is committed to a
profession, so that they may become a good repedsanof the profession; they thus
join the professional community and those that texye (Bellah et al., 1985).

Figure 2: The three work orientations and related prpose-structures (source: Wrzesniewski, 1999:
12)

Clear purposes relatedJob orientation Career orientation Calling orieiotat
to work

Income and financial + +
benefits

Professional progress +

Fulfillment and +
meaningfulness in
work

Pratt et al. (Pratt et al., forthcoming) in theurbfication propose a five-aspect model
instead of a three-aspect one. Wrzesniewski (129%) also allows that beyond the
three-aspect orientation, further orientations rbaypossible. Wrzesniewski points to
social orientation as an additional possibility. A88niewski also notes that further
orientations, not yet developed by researchers;exrtain to be encountered.

Figure 3: Comparing studies of work orientatior?

Publications: Name of orientation

Bellah et al., 1985 Job Career Calling
Baumeister, 1991
Wrzesniewski et al., 1997
Wrzesniewski, 1999

Pratt et al., forthcoming Job Career| Craftman- Service Kinship
ship

Pratt et al. further divide the calling orientatioto three orientations based on the basic
concept by Bellah et al. (1985), as the figure &bekiows. This change affects the
following three fundamental aspects of the calloxggntation: 1. work in itself has a

® author’'s own summary
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meaning and value; 2. work includes close relahgsand a sense of community with
coworkers; 3. it includes a desire to help otherxd eontribute to a common good. The
authors believe that common characteristics in liteeature of callings — such as
fulfillment and helping others — do not always agptgether, and should therefore be
treated as separate orientations. They cite segrashples: a mathematician may enjoy
their invention and it may represent self-realatibut they do not consider how it will
help others. Individuals who fight for human rightey not necessarily enjoy their
lobbying activities, yet it is often an integralrpaf their jobs. The authors, based on the
work of Bellah et al. (1985), therefore identifyhard orientation, which emphasizes the
social or relational characteristics of work. Ilvgtoceed to describe the concepts of the
three new orientations which the authors proposegusnstead of the calling
orientation.

First, thecraftmanship orientation: in this case, it is a job well done that provides
meaning to the individual. Individuals with thispy of orientation build on their own
expertise and skills, they are proud of the resoftsheir work and a job well done
represents value to them in itself. Craftmanshipration is a disposition allowing one
to view a job well done as something valuable Belit Those with this type of
orientation find meaning in performing their job lwv@dhe authors present a job well
and effectively performed, and professional knogkdas sources of self-esteem.
According to Baumeister (1991), this may also beoentered in the case of job-
oriented individuals and in the case of those periiog lower-status jobs. At the same
time, Baumeister (1991) acknowledges that jobsiriemuprofessional skills are richer
sources of efficacy and self-esteem than jobs requno training.

Secondly,service orientation where good deeds serve as meaning for the indvid
Whereas in the case of the craftmanship orientatak itself is valuable and is the
purpose, in the case of individuals with a sergdentation, work is a tool to improve
the lives of others and to advance some causeic8agenerally applies to the service of
other persons, but may be expanded to include dmionan ideology or a religion. The
focus of the individual performing the service iways on the other who is benefiting
from their work. Service orientation is a charaist&r allowing the individual to find
work valuable because it provides an opportunityrtprove the lives of others and to
advance some cause — i.e. to do good.

Thirdly, kinship orientation: in this case, it is a job done together with aththat
provides meaningfulness to the individual. Forwuilials with this type of orientation,
work is a tool to establish close, quality relasibips similar to those with their family.
By using the expression kinship, as opposed takdbie authors wish to emphasize the
guality of the relationship. The closeness of thlatronship is indicated by the use of
expressions derived from the family sphere (e.gthers, sisters) which are used by
police officers, firefighters or monks. The kinshypientation is a characteristic that
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allows the individual to find their work interestifrbecause it provides an opportunity to
establish relationships reminiscent of close, dquéimily ties.

3.1.3.3.2. Empirical research studies

Two empirical studies, using quantitative methodgldhave been conducted to identify
orientations (focusing on three orientations) ameirtcharacteristics. In the following
section, some of their key findings are presenitedhe first such study (Wrzesniewski
et al., 1997), the three orientations presentedifgignt differences from one another
according to the profession examined. Job orientedividuals spoke of lower
satisfaction in their jobs and found greater joyther areas of their lives (e.g. friends,
hobbies) and wished to spend less time doing th@s than calling oriented
individuals. The distribution of career orientediinduals in lower status jobs changed
according to their age: younger individuals appgargling to spend more time and
energy in their work to help their advancement tblter individuals. Calling oriented
individuals described a closer and more satisfgctelationship with their jobs: they
spent more time working, which brought them mong and satisfaction. Satisfaction
with life and with work was the highest among indials with a calling orientation.
Interestingly, however, the satisfaction was gneatethe case of the calling oriented
individuals, even when individuals with calling,rear and job orientations working in
the same job in the same organization were asked.

Delimitation according to orientations was possilbidegardless of profession.
Researchers, examining identical professions, fothrat individuals in the same
organization and in the same profession may hadedmy of the three orientations
(Wrzesniewski et al., 1997).

In the second research study, career and calliegtations led to the same results and
were not as sharply separated as in the first s{MWdygesniewski, 1999). Examining
unemployed individuals, the quality of the job reee was significantly different in the
case of career and calling oriented individualsntha the case of job oriented
individuals. In the case of career oriented indmald, orientation was a good indicator
of advancement.

3.1.3.3.3. Relationships between work orientations

Job, career and calling represent three fundamgrdiéferent orientations which are,

however, not completely separate from one anofhee. three orientations each carry
different explanations for why the individual is tking and what meaning they make
of their work, thus imbuing them with relative sifjrance compared to one another.
Accordingly, individuals with a calling orientatianay see the significance of financial
remuneration for their work; this, however, is sidiated to the satisfaction the calling
oriented individual derives from their work. Thugork orientation may be seen as the
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relative, and not absolute, importance of why thdividual works (Wrzesniewski,

1999:10). Based on empirical research studiesyithals were able to identify clearly
(in the three categories) which orientation appteshem (Wrzesniewski et al., 1997,
Wrzesniewski, 1999).

Wrzesniewski’'s (1999) study allows for one indivedluto have several strong
orientations, primarily finding calling-career andb-career combinations to be
possible, while discarding calling-job combinations

Figure 4: Depicting the relationship between work dentations (source: Wrzesniewski, 1999: 122)
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The figure clearly shows that the individual mayldeated anywhere along the arrows:
it is possible for the individual to have a pur@¥, career or calling orientation or to

have a profile which simultaneously includes severigntations of different strengths.

| wish to note here that, as the figure shows, \8fievski (1999) does not accept the
concurrent presence of three orientations. Bauere{d991:119), on the other hand,
allows for individuals to have elements of two wee three orientations.

3.1.3.3.4. The changes in orientations

The large-scale empirical research study examining three-aspect model of
orientations (Wrzesniewski et al., 1997) does muaich on the possible change in
orientations. Wrzesniewski’'s (1999: 121) disseotatoriefly mentions the possibility of
the change in orientations: in Wrzesniewski’s viethis may be caused by the
development of the individual, the change in theleyee’s status or changes in their
surroundings. Pratt et al. (forthcoming: 26) emeasiurability and the difficulty of
change in their concept of orientation as a digmrs. In their publication, they point
to the examination of whether orientations chanue @develop over time as a possible
further area of research in the future. They rdfse question whether orientations
change at a time of personal crisis.
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At this point, we might call attention to a resdagap: the change in orientations has
not yet been examined in empirical research studibslieve it is worth considering
whether orientations change in the case of speiifiividuals, as well as what might
cause such changes and whether such processetypiaaé patterns.

In sum, we may conclude that studies defining tleammng of work as a belief, a value
or an attitude relied primarily on a positivist geal approach and were conducted using
quantitative tools and methodology. For the most, ghey relied on questionnaires
and, to a lesser degree, semi-structured interviews

3.1.4. Meaningful work

This chapter features a review of studies whiclingeffthe meaning of work by relying
on the concept of meaningful work.

The concept of meaningful work, is in many way®sely related to the concept of
satisfaction. There are several studies where ihigpresent. Consider the job
characteristics model as put forward by HackmanQ@iatham (1976), a milestone work
in research on job satisfaction and work motivatidocording to the authors, workers’
motivation and satisfaction is determined by th#oWing three, so-called critical
psychological, states. (1) The meaning of work iésdignificance denote the feeling of
the individual that their work is, in some way, paseful, important or significant (what
matters is what the individual's experiences arth wheir work). (2) The responsibility
the individual feels for the results of their wotke individual’s feeling that the results
of their efforts are truly dependent on them. (B Tinderstanding of the results of the
individual’'s work: understanding how satisfactotyeit performance on the job is
(Gelei, 2005: 163). It has been decades sincentildel was developed, and a large
number of other studies examining work have beemdected in the time since,
building on Hackman and Oldham’s work (see Torr&€8)5; Grant — Parker, 2009 for
more detail).

Kahn’s study (1990), laying out theoretical foundas, featured two surveys of the
individual's engagement and disengagement in therk — the dynamics of the role
and work relationship. Kahn describes three psytichl conditions: meaningfulness,
security and accessibility. Among the influencirgctbrs, Kahn found individual,
interpersonal, group, inter-group and organizalidesel factors. According to the
author, the individual experiences meaningfulnéssn a psychological perspective, if
they feel themselves worthy, valuable and usefnd] & their physical, cognitive or
emotional energy also increases.
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Building on the foundations of motivational theoGayle (1997) conducted a study of
six senior IT professionals to determine the puegand meaning of their work. Gayle
used the following definition of purposes and magnip.14): individuals are able to
perform activities which they feel are importang aot trivial and are not insignificant;
they are able to participate in these and are tabt®mmit to these activities. They are
committed to their own values, ideas, purposesmaigdions as well as the values, ideas,
purposes and missions of others, and act accorindgpese. The author found ten
similar patterns to describe situations where tidividuals experience purposes and
meaning — six of these are themes valid for thell®f the individual, while four
described organizational-level themes. Gayle fothad the purposes and meaning of
the workplace carry special significance for thepifessionals participating in the
project, who often rely on their cognitive skills complex and abstract situations.
Gayle also found that when respondents experiepcegdoses and meaning to their
work, their motivation, satisfaction and creativitigreased significantly.

Chalofsky, following a comprehensive study exangnithe meaning of work,
conducted two further research projects in 19961849. Based on these, and founded
on the basis of motivational content theories, Glkaly defined the concept of
meaningful work in 2003. Chalofsky’s assumptiongevbased on the foundations of
classic motivation theories and humanistic psyaipal@l) individuals have an inherent
need for meaningful work; (2) the forces actinghivita person are driven by the desire
to fulfill their needs. In Chalofsky's definitiormeaningful work is activity through
which the individual can express the purpose ananing of their life. It gives a kind of
essence to whatever the individual does and barfgeling of accomplishment to their
life. Meaningful work brings a sense of integratesnpleteness to the individual’s life
through work itself, a sense of self and a sendeaté#ince. The author emphasizes the
importance of creating meaningful workplaces, desay a new psychological contract
between the organization and the employee — ibighe individual’s performance and
the organization as such which are the focal pdint, rather the individual and the
meaning of their work. Chalofsky also calls attentito the significance of crafting
work: in this approach, it is the fitting of workhveh is emphasized, rather than the
individual's adaptation.

Shacklock’s PhD research (2005) examined the mgaglisherly employees attach to
their work. The purpose of the study was to deteemihrough a qualitative approach,
the meaning elderly employees attach to their weokunderstand whether elderly
Australian employees wish to continue working. $haek defined the meaning of
work through the reasons the individual would wishcontinue working. The author
did not cover the motivational theory backgroundred study. Shacklock’s study was
conducted in a university setting, and was comgrisiefour parts examining both the
managerial as well as organizational sides of thy@ct Shacklock found that the
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majority of elderly employees do not wish to coognworking past their retirement;
some of the reasons mentioned included a desspdnd more time with their spouses
and other interests outside of their work. Due, &osv, to demographic trends, there is
a need both at the universities examined, as wah Australia in general, to develop a
new approach to elderly employees. Shacklock pealid three-tier solution to these
issues.

Bunderson and Thompson (2009) conducted their stfittye meaning of work and the
phenomenon of professional calling among zookeetger researchers believe that a
calling is the most important element on the roadtruly meaningful work. The
authors’ definition of calling was based on the alassical concept of the term. A
calling is, at the same time, both binding and é&fing; both are sources of identity,
meaning and significance, and are also sourcedblajation, sacrifice and vigilance.
Their hypotheses were tested in 157 different zaas, the findings of their research
confirm the above-mentioned double-sworded nattireeaningful work.

Cheney et al. (2008, 150), in their comprehensiuwelys summarize the findings of
research studies examining meaningful work. Thdiewe individuals find their work
to be meaningful if (1) it has a purpose, (2) ieates a sense of agency, (3) it
strengthens a sense of belonging or of relatiossi{#) it provides an opportunity to
exercise influence, (5) it makes it possible fa thdividual to utilize and develop their
own talents, (6) it creates a sense of contributing greater good and (7) it provides
the means for a decent living.

3.1.4.1.How work becomes meaningful: meaning mechanisms

In my research, | also examine the meaning of wakn the perspective of meaning
mechanisms; accordingly, a detailed overview of tblevant literature provided as
well. This concept is actually a framework, a metadel, which — with a new approach
— links several other research studies and modélsse include chapter 3.1.6 of my
dissertation, where | describe the interpersonatemaking model of work meaning.
The concept of meaning mechanisms recognizes tduegs-nature of meaning in that it
points to the impact certain factors have. At thens time, it does not examine the
process itself, and also emphasizes the individuadterpretation; thus, it is also
connected to the following chapter.
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A highly significant summary study was published®®i10 in the field of the meaning
of work, collecting key studies published thusifathis field of literature (Rosso et al.,
2010). It also attempts to create a new structdireategorization. One of the new
elements of this article is the introduction of twcept of mechanisms to the study of
the meaning of work, and the identification andegatization of these mechanisths
The authors rely on the terminology of mechanisegetbped by Stinchcombe (1991:
372-373). According to the authors, a mechanismrmdsfhow and why work becomes
meaningful for the individual. In the area of theeaning of work, the authors
understand mechanisms to mean those processegtihvahich the sources of the
meaning and meaningfulness of work impact the nmgaand meaningfulness of work.
The authors identified seven key mechanism categan the area of the meaning of
work: authenticity, self-efficacy, self-esteem, pose, belongingness, transcendence
and cultural and interpersonal sensemaking. The hamsms listed focus on
psychological processes through which it becomessiple to experience the
meaningfulness of work. Cultural and interpers@saisemaking represent an exception
to this: this is based on both the psychological ancial processes serving as the
foundation of the meaning construction of work.

1. Authenticity

Authenticity is one of the most often cited meckars in the literature in terms of what
makes work meaningful. Several types of the autbignimechanism are described in
the literature of the meaning of work; these angaexied upon below.

a. Self-corcordance

One manifestation of authenticity is when the imndliial feels that they are in
concordance with themselves (Sheldon — Elliott,81¥bno — Judge, 2003; Baumeister
— Vohs, 2002; Gecas, 1991): their behavior is ctest with their own values and their
own interests. This experience helps support anigelf inner consistency, which may
create a deep sense of meaningfulness.

b. ldentity affirmation

Another manifestation of authenticity is when tle¥gonal identity as perceived by the
individual is validated, reinforced and activatédough their work; this is the essence
of the identity affirmation mechanism (Elsbach, 20Gecas, 1991). The experience of
authenticity may come from within: the individuakgork requires skills which are

19 My description of the mechanisms is based onftildysby Rosso et al. (2010: 108-113).
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important to them, which they can identify with antich they possess. It may, on the
other hand, come from the outside: the individuateractions reinforce the notion that
others perceive them the same way in which thegepez themselves.

c. Personal engagement

The third, and perhaps most often cited, manifiestabf authenticity (and what |
personally believe to be most popular) is whenntleaningfulness of work stems from
the feeling that the individual is personally imsed by, and alive in, their work (Deci
— Ryan, 1985; Kahn, 1990). Their work providesiitgic motivation for the individual
because they are able to express, through thek aaiivities, their authentic self, and
they are able to realize and develop this (Amadilal., 1994; Csikszentmihalyi, 1990;
Kahn, 1990; Shamir, 1991; Speitzer et al., 2005).

2. Self-efficacy

The category of efficacy mechanisms includes piEsswhere work becomes
meaningful through the experience of the individihal they have power and they have
the ability to realize an effect that they deswe,to change some situation. Through
their work, the individual experiences how they édélve competence to change or exert
control over their environment, and this lends niregulness to their work (Bandura,
1977; Baumeister — Vohs, 2002; Gecas, 1991).

a. Control or autonomy

Individuals have the desire for freedom of choicel do effectively control their
activities and their surroundings, as indicatedthy concept of self-determination as
used by Deci (1975). This reinforces the individuaklief that they are not passive, but
are rather active actors (Gecas, 1991; WrzesniewdButton, 2001), something that
they are able to experience when deciding how tfmpea their work.

b. Competence

The individual also experiences the meaning of weahken they overcome challenges in
their work, and thereby are able to learn, grow &del themselves to be more
competent (Spreitzer et al., 2005; Gecas, 1991).

c. Perceived Impact

In the case of the mechanism of perceived impagtkwnay become more meaningful
when the individual feels that they are able tongjgatheir circumstances or they have a
positive effect on their organization, coworkerssomething extrinsic to them (Grant,
2008).
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3. Self-esteem

The mechanism of self-esteem shows how work mayrbecmeaningful for the

individual when, as a result of on-the-job perfonte or some other kind of

affirmation, the individual feels themselves touauable and excellent (Baumeister —
Vohs, 2002; Gecas, 1991).

4. Purpose

The mechanism-category purpose shows that workaongqyire meaningfulness simply
by having a purpose. Philosophers have emphaseedignificance of purpose in the
life of the individual. According to Frankl (198&46), the individual would not be able
to exist for a longer period of time if they had porpose; that is how fundamental
purpose is. Researchers differentiate among a bspmdtrum of purposes: from
intrinsically drives purposes and motivations &k tway to extrinsically or spiritually

driven purposes.

a. Significance

In the literature of the meaning of work, purposealéscribed as significance of work
(Pratt — Ashforth, 2003). Individuals are also atdeexperience the meaning of their
work when they feel they have something to work wanen their work has some kind
of purpose and when their work serves some purptbseh is important to society, the
organization or to the community.

b. Values systems providing a sense of purpose

The organization may provide a direction for itspboyees as the carrier of values.
Employees may feel that these values provide a steacture of purposes which may
imbue their work with meaningfulness.

5. Belongingness

Individuals may also experience the meaning ofrtiveork through maintaining
“lasting, positive and significant interpersonal igalace relationships” (Baumeister —
Leary, 1995:497), which a significant number of jdtions have examined in the
literature of the meaning of work.

a. Social Identification

Social identification includes the following meclem: individuals desire to be
members of a social group or workplace communityictvhthey find attractive.
Membership in this community may lend meaningfuinesr may lend more
meaningfulness to their work. Let us consider theaming constructions of those
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performing what is considered, for some reasometalirty work (Ashforth — Kreiner,
1999).

b. Interpersonal connectedness

Interpersonal connectedness in the workplace mayribate to a feeling of personal
closeness, belonging and togetherness, which idotbng and supportive (Dutton —
Heaphy, 2003; Dutton et al., 2006), thereby countmiyg to the individual feeling their
work to be more meaningful. This is especially tb@&se in organization where
coworkers maintain close social bonds or feel tredves to be part of a family (Pratt —
Ashforth, 2003).

6. Transcendence

Transcendence applies to how the individual limkssubstitutes, their self to something
greater than themselves or to some entity poirtteygpnd the material world (Maslow,
1971).

a. Interconnection

Work may derive meaningfulness by the individuaking or contributing, through
their work, to something greater than their setf arich is extrinsic to them. This may
be a force outside of them or may be God (Lips-¥frex, 2002).

b. Self-abnegation

Work may obtain meaningfulness when the indivicdt@isciously subjects themselves
to something extrinsic and greater than themsejf @ciety, an organizational vision,
family, spiritual entity). Individuals with a holgalling may imbue their work with
meaningfulness by serving a greater force and Hbievieg that their fate is pre-
determined.

7. Cultural and Interpersonal Sensemaking

Cultural and interpersonal sensemaking is diffefesn other mechanisms in that it
affects the construction of the meaning of worlg aot what makes work meaningful.
It embraces the social effects affecting the evwatubf the meaning of work. While

other mechanisms are focused primarily on meetegcbhuman needs, cultural and
interpersonal sensemaking emphasizes the role @fsttial environment in the

construction of the meaning and meaningfulnessakWrzesniewski et al., 2003).
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Researchers examining the concept of meaningfulkwend to build upon the
foundations provided by motivation theory. Soméheir studies examined the meaning
of work as a subjective element, while others l@akthe meaning of work as an
objective element.

3.1.5. The meaning of work: the individual’'s understanding

In this section an overview of studies and modeés @ovided which deal with the
meaning of work through the individual’s understiagdof it.

Fineman (1983), using a qualitative methodology andapproach of constructivist
organizational theory, is one of the few researchertry to understand the meaning of
work in the 1980s through a detailed descriptiowbét it means to be at work. Critical
of quantitative large-sample surveys, Fineman sffiee following comments:

“Work meaning has become tightly circumscribed ledetermined investigator
constructs and measures. The search for a ceyianadf scientific sense (nomethetic,
generalistic, large classificatory dimensions) teagled to miss what initiallgeemgo
be the subject of concern — hawdividualsconstrugheir work experience” (p.145).

In the study, Fineman had hoped to grasp the nsratewell as the tacit/implicit nature
of work (what is manifested and is present in titdvidual’'s consciousness and what is
not manifested and is not present, respectively)Fiheman’s view, it is possible to

grasp the tacit/implicit meanings of work neithkraugh traditional research methods
nor through the involvement of individuals who aeployed. That was the reason
Fineman chose to collect respondents who were mplayed at the time, who could

describe aspects of being employed that othersdmMoaNve taken for granted. Fineman
had earlier conducted interviews with 100 unempdoysdividuals; these interviews

were also used for this study.

Fineman’s major findings:

* Nearly one-third of the respondents mentioned aseseof alienation, stress,
entrapment and being made ridiculous in their pnevijobs.

* Nearly one-fifth of the respondents said their pyes workplace provided them
with a sense of performance and a purpose tolities.

« The most typical image of the study: security asvigled by the job, from both a
financial as well as an emotional perspective.

In my view, the shock caused by unemployment cabaagnored when evaluating the
findings of the study. In the same vein, the engw@motional process experienced by
respondents must also be considered. What is, hewgquite clear is the unchanging
importance of the Protestant work ethic: many imtlials thought of themselves as
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lacking a purpose or roots when not employed. Gtheke of a sense of guilt and were
unable to relax during their newfound free time.

Berte’s dissertation (1989) examined the meanirig@fficers attach to their work.
Berte offered the following definition of the memngi of work: whatever personal
interpretation and evaluation police officers thelmss give their workplace
experiences. Meaning lends experience a purpo$ge @ad significance (p.4). Berte
conducted deep interviews with twenty police offsseutilizing a phenomenological
approach to uncover their meaning of work. Therinésvs revealed eighteen themes of
workplace stress, all of which were related to dléocratic leadership style employed
in the police force. Berte’'s dissertation includadrecommendation to reduce the
number of stressful situations at the police.

Simon’s research study (1997) examined meaningsrofthe individual's identity at
work, as a spouse and as a parent, as well asl#t®nship of these identities to mental
health. The qualitative study was based on a fpengon sample using in-depth follow-
up interviews. The author’'s study was based onetiome set of questions, meaning
that Simon was unable to explore the structurethadprocesses through which these
meanings emerged. Respondents mentioned the faljomieanings in relation to their
workplace identity (with the order, below, indicagiof the number of times cited): (1)
making a living and financial security; (2) indepence and self-sufficiency; (3)
meeting challenges and reaching purposes; (4) mefiplity and stability; (5) helping
others, contributing, productivity and belongin@) (dentity, self-worth, self-esteem;
(7) a lack of time and energy for one’s spouse @hmittliren (no. 7 mentioned only by
female respondents). Based on the research, Simord fthat there is a significant
variety among meanings associated with individuedd® identities. These meanings
depended on what costs and benefits individuadslatio the particular role.

Deems (1997) examined the natural workplace — &place which is in harmony with
the individual’'s nature, growth and development.litihg a phenomenological
methodology, Deems examined the experiences anerstadding of individuals at two
organizations which sought to create more naturatl dumanized working
environments. Deems offered the following defimtioof the meaning: one’s
understanding of certain aspects of the world. Bedetermined that self-authority,
participatory work practices and interaction withars were the conditions ensuring the
individual’'s development. According to experienoatural workplaces stimulate both
the individual’s learning as well as the learnirighe organization as a whole.

Isaksen (2000) identified the various dimensionthefmeaning of work in the context
of repetitive work activities, performed under umgdant workplace conditions. Isaksen
conducted deep interviews with 28 blue-collar woskand observed them on the job.
Seventy-five percent of the workers saw rationaltheir jobs. The author defined eight
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different categories of the meaning of work; théofeing three were cited the most
often: employees found meaning to their work (Ilotigh their relationship to the
workplace and its procedures; (2) through engagérnmesocial relations; (3) and by
viewing their work as a component of a broader, mmegul context. Isaksen
concluded, based on the study, that — in keepint wievious research studies —
repetitive work results in several symptoms of sdtreat the same time, the study only
partly supported the notion that if the individiads meaning or purpose to their work,
their symptoms of stress will decrease.

A common characteristic of the studies cited akievlat all examined the individual’s
interpretation, and all studies did so through deeferviews and a qualitative
methodology. The studies above were conductedpartecular time and are indicative
of that time, thereby providing a static picturetioé meaning individuals made of their
work.

3.1.6. The meaning of work: examining the effects of sodidactors

My research examines the individual’'s understandihthe meaning of work, from a
perspective which also takes into consideratiorstiaal environment of the individual.
In my study, | look upon the individual as a pdrtiee environment around them, while
maintaining a focus on understanding the individiiale following three models take a
similar approach, and therefore they are discussgrkater detail.

3.1.6.1.The model of social information processing

Salancik and Pfeffer (1977, 1978) point to soaiflliences on attitudes to work in their
model of social information processing (SIP). Timedel proved to be a watershed in
the study of the meaning of work and has led to yrardebate. The following two
approaches were of critical importance in termsngfown research: the model of job
crafting (Wrzesniewski — Dutton, 2001) and the ripggsonal sensemaking model of
work meaning (Wrzesniewski et al., 2003). Both nisdare built around the basic
principles of the SIP model — | therefore belieivis important to discuss both in greater
detail. The topical nature and relevance of the ehb@ds also been supported by the
research studies cited above, and which | finde@kemplary pieces of research. The
basis of the model is “that individuals, as adaptivganisms, adapt attitudes, behavior
and beliefs to their social context and to theitgadf their own past and present
behavior and situation” (Salancik-Pfeffer, 1978:226
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3.1.6.1.1. Major findings of the model

One of the most important sources of informatiothésindividual’s social environment.

The social environment conveys cues which the iddad uses to construe and interpret
events. It also provides information about howittddvidual should shape their attitude
and opinion. Further, the social environment matessain activities, conclusions and
thoughts of the individual's past salient, whild&t such concepts remain hidden; it
also conveys norms and expectations to justifyehmsst actions. In other words, the
social environment affects the definition of theliindual’s attitudes and needs in the
following two basic ways. (1) It provides a direminstruction of meaning, through

guides to socially acceptable beliefs, attituded mmeds, and to socially acceptable
reasons of these; and (2) it directs the individualttention to certain pieces of

information, making these pieces of information enwalient, and it establishes
expectations concerning the individual's behaviad #or its logical consequences.

Figure 5: The model of social information processig (source: Salancik and Pfeffer, 1978: 227)
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A More Detailed Explanation of the Logic of the Mogkl:
The Social and Personal Construction of Reality

The characteristics of work or of a task (leadgrgtyle, workplace relationships) are
not givens, but are constructed. The individuaieselon social information (others’
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perceptions, others’ actions) to shape their undeding of the variety of their job, as
well as its significance or meaning. Individualgriselves participate in constructing
reality, by (1) filling in any blanks in informatiowhen recalling specific events as part
of the perception process; and (2) by perceivirajtseonly selectively — and thus only
receiving information from a segment of their eomiment when they direct their
attention to that segment.

The Social Basis of the Individual’'s Attitude

The expression of the individual’s attitudes anddseare met by social influence in the
following instances:

(1) Work provides the individual with a complex sétcues; the individual may react
erratically to these cues. Co-workers’ own attisutte their own work may influence an
individual’'s own attitudes. Understanding othertiitade to their work may provide
some form of guidance to the individual as far dawtheir own reactions ought to be
to the complex cues encountered. If the individiabworkers complain at length about
how boring their job is, the individual can eithreject this or choose to integrate these
sentiments in their own relationship.

(2) Social effects may also direct the individuatsention to certain specific conditions
of their environment: i.e. some features becomea@ally salient. Co-workers may call
the individual’s attention to certain favorable wrfavorable working conditions or to
certain features of the work, thereby influencing individual’s own assessment.

(3) Social effects also impact through the intetggien of cues coming from the
individual’'s environment. The individual is affedt&y how others interpret cues from
their environment; e.g. how co-workers interpreschlinary action against another
worker or that worker being shifted to another job.

(4) Social effects may also influence the interatien of the individual’'s own needs. In
other words, and partly as a result of interactath others, the individual learns what
needs, values and expectations to have.

Attitude from Environmental Perceptions

Individuals’ attitudes are not merely the resultsacial effects, but also of workplace
tasks and the cognitive analysis of other workplamaditions.

Past Behavior Determines Attitude

Past behavior also affects the individual’'s atésidas does the degree to which that
behavior may be ascribed to the environment ohéoitdividual. Some of the factors
playing a role in this process include the follogiirihe individual’'s commitment to
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their work, information available about past bebaviand social norms and
expectations which influence what may be considelegitimate and rational

explanations for the individual’'s behavior in thasp Organizations provide their
members with their own set of rationalization toelsiniforms, corporate newsletters,
stories of the company’s achievements, etc. — wprdvide meaning, importance and
justification as employees go about their businéssorder to maintain their social
relations, individuals choose explanations fortlaetions in the past which are both in
sync with the facts and are also socially acceptabl

3.1.6.1.2. Examining the effects and the evaluation of the maad

The authors’ model served as the beginning of anugbate about workplace attitudes
among shapers, designers and researchers of woekpl&hose supporting efforts to
enrich work cited the objective characteristicstlué workplace and the individual's

work as the most important components of employetides. Those supporting the
model of social information processing spoke of #ftects of social cues on the
individual’s attitude. As a result of the model,otwnajor shifts can be observed in the
study of workplace attitudes (Staw et al., 1986)stF more attention was paid in

research studies to the examination of cognitive subjective elements of work, with

the notion that the interpretation of the indivilsiavork situation is at least as

important as objective reality gaining more and enground. Second, researchers’
focus shifted from trying to coordinate the chagastics of the individual and work to

including an examination of the effects of work eorment cues, and accepting that
the individual's attitude may be shaped throughadames. Several laboratory studies
were conducted to demonstrate the effects of satiak, without ever determining

whether the laboratory and the real working enviment were in fact different from one

another.

From the perspective of my own research, it islaveat finding that the model calls

attention to the communications and role-model reatif the manager. Based on the
model, whether working conditions are acceptedobisiinfluenced to a large extent by
social constructionist processes; a manager or Kk@m® may play key roles in this.

Examining the change in meaning, the model acdbgtpossible change in the work
meaning, underscores the factors which may inflaghcs, but at the same time does
not go on to analyze this change.

3.1.6.2.The model of job crafting

In this section, a review is offered of how theiwdual may alter their job according to
their own needs, and what this depends on. The Inodglab crafting is important as far
as my own research is concerned because the individay change their image of their
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job, and may as a result alter their job. The masldluilt around the SIP model, as it
considers the social effects affecting the indigldand identifying the various factors
which impact on how the individual enacts their kvor

3.1.6.2.1. Major findings of the model
What Do We Mean by Job Crafting?

The job crafting model is a product of Wrzesniewaskd Dutton (2001). According to
their definition (p.179), “crafting a job involveshaping the task boundaries of the job
(either psychically or cognitively), the relationBbundaries of the job, or both.”
Changing the boundaries of one’s tasks means libantividual is able to change the
nature or the number of activities which must bdgyened on the job. Changing the
boundaries of cognitive tasks refers to how theviddal sees their work (e.g. as a set
of discrete parts or an integrated whole). Changfwegrelational boundaries means that
the individual is able to decide for themselves whey are in contact with while
performing their job. By changing any one of thésetors, the design and the social
environment of the job is also transformed. Acaogdio the authors, there is no such
thing as “objective” work to which the individualfgerceptions could be compared. The
individual crafts their job over and over again.

The crafting of the job is, on the one hand, a dognactivity — how the individual

views workplace relations and tasks — and, on ttmerohand, an active activity —
changing the boundaries of the task or the relships. Accordingly, the crafting of the
job is a psychological, social and physical acjivithe individual crafting the job
creates a job for themselves that is different ftbeir original job.

As a result of crafting the job, according to thathars, the work identity (how
individuals define themselves during their workildhe meaning of work also changes.
Wrzesniewski and Dutton define this shift basedtlo@ definition provided in the
comprehensive review authored by Brief and Nord9Qb). The meaning of work
(p-180): “individuals’ understandings of the purpad their work or what they believe
iIs achieved in their work.” According to the authothe meaning of work is also
reflected, on a more general level, in the franohgvork; in other words, a doctor may
frame their work in the context of healing peoplérough these changes, individuals
report different understandings of self (who theg & their work) (Gergen — Gergen,
1988) and make a different case for why their werknportant to them.

Characteristics of Job Crafting

Motivation for Job Crafting
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The authors trace individuals’ motivation to créfeir work to three basic personal

needs.

e The individual's need to be in control, to avoiteahting themselves from work.
Control over one’s surroundings is one of the masmentary human needs —
attaining control over one’s work may be a man#gsh of this desire. Alienation
from work is indicated by the individual's inabylitto exercise any control (or
ability to exercise only minimum control) over théasks, working conditions or
overarching purposes of their work (Braverman, }9¥the individual is able to
exercise control or is able to provide a new framwior at least some of these
factors, at least to a small extent, they may tieeir job to really be their own. Even
in jobs with only a low level of autonomy, the iadiual has the opportunity to craft
at least certain elements of the work.

* The individual's desire at self-enhancement, whscreflected in the search for and
maintenance of a positive sense of self (Erez {yEH993), both in the individual’s
own view and the view of others. This is all paligain several aspects of work. On
the whole, workers shaping their jobs are ableadt their work in such a way as to
make it possible to achieve a more positive sehselband a reinforcement of that
image by others.

* The need for relationships. Individuals are drivenmaintain relationships with
others which bring meaning to their lives (Baunwist Leary, 1995). The authors
view the re-framing of the meaning of work as a poment of building
relationships.

Individuals who do not fulfill these needs throutpeir work are not motivated in the
crafting of their work, in the same way as indivatkiwhose needs are already met are
disinterested, as well. At the same time, the naditwm to craft work most often comes
to the forefront in situations when the individfegls that their needs are not being met
in their current job.

Perceived Opportunities for Job Crafting

Individuals may detect an opportunity to craft theork: they may detect a certain level
of freedom or an opportunity for independent actiorthe course of their work. The
following two factors, both dependent on the desinvork, impact on this: (1) The
level and nature of the mutual interdependenceetasks; and (2) the individual’'s own
discretion or freedom in shaping their work, whigh a variable of the control
mechanisms in place. The greater the interdepeedgftbe tasks at hand, the lower the
level of freedom the individual enjoys in shapihgit work. In the case of jobs which
are relatively independent of one another (e.gdnasser or cleaning staff member), the
individual enjoys a greater opportunity to modifge ttasks or relationships related to the
job. Supervision or control by the management aiflaences just what opportunities
the individual has in crafting their job. In theseaof service center or call center
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representatives, for instance, the constant superviprovides for more rigid
boundaries, and less opportunities. In the cagebasf which are explicitly defined and
controlled, individuals tend to see fewer such opputies. According to the author,
greater autonomy does not necessarily lead to meaningful work and to a greater
level of perceived responsibility; it does, howevacrease the number of opportunities
detected by the employee to modify their tasksthed relationships according to their
own needs. A less restrictive dress code, flexiierking hours and a flexible
workplace in general can contribute to the indiwickicrafting of their jobs. Monitoring
the employee’s activities on the computer, inclgdimernet and e-mail use, decreases
the individual's opportunities to craft their work.

Work Orientation

The individual's basic orientation to their work, all likelihood, influences the extent
to which they wish to craft their work. Researchdss differentiate between three
basic orientations to work (Wrzesniewski et al.97pP (1) job focused — i.e. working
primarily for financial gain; (2) career-focused.e. working primarily in the interest of
a potential promotion; and (3) vocation-based, werking primarily for pleasure and
for self-fulfillment. In their research, Wrzesnigkset al. (1997) demonstrated that
individuals representing all three work orientaticare present across a broad range of
professions. Employees, then, are most likely @sted in crafting their work according
to their own personal orientations — which mearad the same job is performed very
differently by different people. Employees with ar@er-focus, for instance, tend to
establish relationships with — and assist — mditaential individuals, and take on tasks
which provide them with a great degree of visiilitithin the organization.

Forms of Job Crafting

The ways for the individual to craft their work Inde the following: (1) modifying the
number, extent or types of workplace tasks; (2)ngiey the intensity and nature of
workplace relationships (the number of interact)pr{8) changing, cognitively, the
boundaries of the tasks. Changing the individualifook on their jobs may result in
radical changes in the execution of their work@meyal. For instance, nurses tend to do
different tasks if they view their work as suppogti patients and providing
comprehensive care or as a highly technical typenedlical assistance. All of this is
present in the so-called stigmatized professiorsh{dtth — Kreiner, 1999), which have
seen a change in the work meaning through a rexiggme-calibration and re-focusing
of the tasks; all of these were achieved through dk-valuation or denial of the
negative aspects of the job and, at the same timecreation, or over-valuation, of
positive aspects.

The Effects of Job Crafting
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The crafting of the job changes the meaning ofitlaividual’s work and their work
identity. By crafting their tasks and relationshigke individual also changes the
meaning of work, thereby making it possible for tmglividual to re-frame the
objectives of their work and to experience theirrkvon a different light. Changes,
which increase the individual's impression thatréhés a purpose to what they are
doing, are likely to change the meaning of workvad.

Workplace relationships have a defining role in floemation of work identity.
Individuals and professional communities in contaih the individual influence the
individual's self-image. In the context of workpéaaelationships, the individual's
partners use their words and actions to shapentfigidual’s work identity by either
reflecting certain elements of the work identitynmt (Cooley, 1902; Mead, 1934). The
individual, by influencing what kinds of relationph they engage in and with whom,
contributes to the shaping of their own work idgnéind to the creation of an identity
which fulfills their needs for positive self-wortiMcCall and Simmons (1966:105)
describe the individuals’ creation of a self-comfing structure of opportunities, then
forming a social environment which feeds their-s@ifge.

The crafting of work is a dynamic process. Follogvthe individual’'s efforts at change,
clearly in their own favor, the individual may dtather transformational activities,
further shaping the meaning of work and their widdatity.

3.1.6.2.2. Examining the effects and the evaluation of the maad

This is a dynamic model, which points out the dyitanof the relationship between the
individual and their work and to changes of the nieg of work. The model points out
the role the individual plays in the shaping of theaning of work.

The model was extremely inspirational to reseaslard paved the way for several
publications. It inspired several researchers. @dstu’s 2006 PhD dissertation covered
this topic, examining the crafting of work in a gposetting, using both qualitative and
guantitative surveys. Lyons’ study (2008) examin#te individual’'s personal
differences. Berg et al. (2010) examined the jolftierg practices of individuals
working in different jobs: they examined 33 empleye using a qualitative
methodology. Berg et al. examined, in their forthaag study, the relationship between
job crafting and meaningful work.

In addition to theoretical research into job crafti several publications have been
prepared for practicing professionals: Berg e2008) summarized articles which have
appeared up until that point, and illustrate thermmmenon of job crafting with the

practical example of a cook; Wrzesniewski et ab1(®? used two separate examples in
their article to illustrate the specific realizati@f the process and the utility of the
model.
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From the perspective of my own research, | beligvis important that the model

includes an examination of the process of the ahamghe work meaning, while also
examining patterns of meaning change. The authamsaply identified the changes in

meaning initiated through the individual’s own mvation, which covered whatever job
the individual was holding at the time. Given thetivational nature of the process, the
authors did not include in the scope of their stdidy effects of coworkers on the
change in meaning. This oversight is resolved byeamiewski et al. (2003) in their

interpersonal sensemaking model of work meaning.

3.1.6.3.Interpersonal sensemaking model of work meaning

Wrzesniewski et al. (2003) established a dynamiadehdor the shaping the job in

which the need to change the meaning of the indalid work arose as a result of

stimuli noticed by the individual. The model is faled on the following theories,
which apply to the characteristics of the individueth certain basic suppositions.

» Existentialism (Frankl, 1988/1946): Individuals kodor meaning in all of their
actions.

e Symbolic interactionism (Blumer, 1966): Meaning nst fixed; it is, rather, a
continuous creation which both reflects and shagaterns of action. Individuals
determine their own values and competencies basedeftections of others’
evaluation.

« Each individual has a strong desire at a posiw@edefinition (Erez — Early, 1993).

* Sensemaking: The individual evaluates their wonkticmously and relates to their
work based on the meaning they make of their egpees on the job. In an
organizational framework, the individual is mor&ely to initiate a process of
sensemaking when they detect problems in theiatsiin (Weick, 1995).

3.1.6.3.1. Major findings of the model

The authors provided the following definition fdret meaning of work: “Employees’
understanding of what they do at work as well as slgnificance of what they do”
(p.99). In their model, the authors emphasize thmeen aspects of the meaning of
work: job meaning at work, the meaning of theireraind the meaning of the self at
work. The authors examined all of these aspecta fsoth a content-based (what is it?)
and an evaluative (what is its value?) perspective.
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Figure 6: Interpersonal Sensemaking in the Creationof the Meaning at Work (source:
Wrzesniewski et al., 2003: 104)

Moderating Forces
Drtive for self-consistency

Jobh Meaning

Cantent of Joh
Evaluation of job

Interpreting Cues 4

Responses to Altered

v Meaning
1.Motifying Interpersonal Cues
Mvhat just happened?) Role Meaning
N | Changing cantent of job,
2.Digcerning Affirmation ar Disaffinmation v Content of Role " role, ar self
|5 this positive or negative far me? Evaluation of Rale
Changing sacial context of

[ Y ]
ane's work

3 hotive Work
{wihy did someone send this cue?)

h A

Self Meaning

Content of self
Ewaluation of self

The meaning of the job as it applies to the contétihe job: what characteristics do the
tasks or activities forming a part of their jobitsr evaluation contain? What value does
the individual attach to the job and to the taskadiivities related to the job? For the
individual, it is usually clear what they are tagkeith in the workplace and whether

they have any latitude in modifying these by eitb@mpleting or omitting certain tasks

(Wrezniewski — Dutton, 2001). It depends on theviddial's set of values, preferences,
purposes and the effects of their social environinvgmat values they attach to their

work. The latter is the focus of this model.

The role described in the model includes both actiral element — the perceived role
the individual holds in the social structure of trganization (Ashforth, 2001) — as well
as a social element — others’ expectations of tmg@yee in the particular position. The
meaning of role, then, is the following: the rdhe individual fills, as well as its content
and evaluation — what value does the individuadhtto the role they hold?

In the model, the individual's perception of theelf is their self-understanding as
related to their self at work. Some researcherméehis as the identity. The meaning
of the self at work has both a (1) contentual el@mewhat personal characteristics or
properties the individual holds while performingeithwork — as well as an (2)
evaluation element — what value does the individittzich to their self at work. The self
at work is shaped and created through feedbacknég@ction with others.
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A More Detailed Review of the Logic of the Model
Interpersonal Cues

The process of sensemaking in relation to integuetiscues starts with the individual,

at work, noticing certain actions or behavior perfed by others or a group of others.
An interpersonal cue is behavior of the individtradt is noticed by another individual,

who interprets the cue as conveying a message &moutthey are perceived by the
individual performing the behavior. These cues maydirect and open (for instance, a
request related to the job or a notice of dismiesaésignation) or nuanced and indirect
(like non-verbal gestures). It is important to detme what cues the individual notices
and what effect these have on the process of sekaegn

The Process of Interpretation

The process of interpretation is comprised of threen components: recognizing the

cue, recognizing the affirmation or disaffirmatiand attaching the perceived motive.

This process typically plays out very quickly andheut much conscious attention

devoted to it.

* Recognizing the interpersonal cue. The individuahegally recognizes very few
such cues. It is typically the unusual, surpristogs which launch the individual's
process of sensemaking.

* Recognizing the affirmation or the disaffirmatidfollowing the recognition of the
cue, the individual interprets it, and determindsethier it is positive or negative
from their perspective. It serves as reinforcemeiit recognizes the individual's
existence, value or significance; it is a negaix@erience if it is a cue that is
derogatory or does not recognize the competendbeoindividual. The cue either
reinforces the individual or makes the individuatartain about who they are. In a
workplace environment, others’ perception may applyhe job, the role or to the
individual’s self.

* Motive work. As a final step, the individual integts why the other performed the
particular activity. An assessment of intentionaldan either reinforce or can
weaken the effect of the cue on the purpose of wbhk basis of attribution theory
— that the individual attempts to interpret the M@0 as to make it controllable for
themselves (Kelly, 1955) — supports the role motiszovery plays in the process
of sensemaking.

What, then, determines which cues the individualices and how positively or
negatively they view the cue? What determines whaiives they ascribe to the other
individual? This depends on the individual and be situation: in an organizational
environment, scopes of authority and personaliogiatalso play a role. According to
research studies, individuals with greater powed t® pay less attention to others and
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tend to set up stereotypes more readily (Fiske pr&e1996; Keltner — Gruenfeld—
Anderson, 2003; Lee — Tiedens, 2001). The role ititdvidual occupies in the
organizational hierarchy, then, influences whatsciney notice and how they interpret
those cues.

Linking Interpersonal Cues with the Meaning of Work

As a final step in the process, the individual states the positive or negative cues and
modifies their understanding of the meaning of wdrke individual determines, based
on cues they believe are important, what values fbb, role and workplace identity
entail — factors which cannot be separated fromamather.

Modified Meaning

The individual may have the capability to influengkat tasks they perform and with
whom they are in contact during their work. Theiwwalal may seek out workplace
tasks, environments or relations which offer theorempositive cues (Wrzesniewski —
Dutton, 2001).

3.1.6.3.2. Examining the effects and the evaluation of the maad

A novelty of this model is that it links the inddal interpretation of the job and the
role with the social environment of the individudlus, it represents the individual as an
open system. The evaluation of the social enviroringepresent throughout the entire
model: value is present both as a meaning of work @ a meaning of the various
subsystems (the self, the role and the job). THrowayious stories and examples, the
author presents the effects of reinforcement oringathe individual uncertain on the

different aspects of the meaning of work.

From the perspective of my own research, | believe important that, in addition to
the effect of the environment, the model also examithe process of the change in
meaning; it does not, however, include a conten&xamination of the meaning of
work and what patterns of the change in meanirggpbssible to identify.

3.1.7.  Structuring of studies examining the meaning of wdk

Wrzesniewski et al. (2003) point out that we skihow little about what steps

individuals take and what roads they travel — whratcesses they experience — when
interpreting their work, and how they feel in theantime, what they do and what they
think. Thus, the examination of the change in magnas a process, is still an area of
research that is very much relevant. The individerdmination of the change in the
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work meaning also carries additional advantagesargdges for both individuals as
well as for organizations. These are presentetiapter 2.1.

The process of the change in meaning is at thesfotmy research, with a special view

to certain steps of this change and factors impgadtj such as the impact of the social

environment in the workplace. In my research, tdeustand the change in meanings
formulated by individuals, | have validated theldoling assumptions as far as the
concept of work meaning is concerned:

 Meaning is an individual interpretation applied éwents in the individual's
surroundings; it is subjective. This is a differaagproach from studies which
considered the meaning and meaningfulness of woiletobjective, i.e. analyzing
these using sets of objective criteria (e.g. Mors@/eiss, 1955; Vecchio, 1980;
MOW International Research Team, 1987).

* Meaning changes, depends on a situation and isamgtant: in this, it is related to
the concept of sensemaking. The individual intégptkeir work continuously and
relates to their job based on the meaning and mganness they make of their
experiences on the job. In an organizational fraorkwthe individual is more likely
to initiate a process of sensemaking when theyctigtoblems in their situation
(Weick, 1995).

* The social surroundings and the environment ofrilevidual affect the meaning of
work. The individual’s interpretation of the meagiof work is affected by their
social environment: their interpretation of the womeaning of affects the
individual’s understanding of it (Salancik — Pfeff@978; Wrzesniewski — Dutton,
2001, Pratt — Ashforth, 2003; Wrzesniewski et2003).

The chart below provides a summary of which reseatadies and models include
examinations of the various dimensions | found ing@. My purpose with this
overview was threefold: on the one hand, | wisteg@rovide a summary overview of
the major publications of the literature from myrovesearch perspective. On the other
hand, | wished to show which studies | relied onewlplanning my own research.
Thirdly, I wished to point out gaps in the literegd hope to fill with my own research.
As the chart clearly shows, the majority of thedsta | reviewed examined the
understanding of the individual, while also — natlyr— presenting a number of other
research directions key to the field.
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Figure 7: A review of the literature of the meaningof work™*

Definition of work meaning

Research study Meaning: Change in
interpretati meaning
on

Social
effects

Beliefs, values, attitudes

Work centrality

What different functions does wdrkve from the perspective of employees — Morse
— Weiss (1955), Vecchio (1980)

Social norms related to work, the purposes of vemrék an examination of the centr:
role work plays — Meaning of Working (MOW) proj€d987)

Work values

Linking the meaning of work (valuesigiot and expected from work) and coping X*
with stress — Locke — Taylor (1990)
Exploring the value of work through the meaningwofk —Fogermoen (1995, 1997

Work orientations

The meaning of work: the means to an end — Roak Eit999)
Differentiation of Job — career — calling — Belkethal.. (1985) X

Large sample survey about the three orientatiohszesniewski et al.. (1997)
Definition of work orientations — Baumeister (1991)

Large sample survey about the three orientatiocase of unemployed —
Wrzesniewski (1999)
Defintion of five orientations — Pratt et al.. (flacoming)

Meaningful work

The model of job enrichment — Hackman — Oldham §)97

The engagement and disengagement of the individuléir work — Kahn (1990)
What is the purpose and meaning of the individuabsk, based on motivation X
theory — Gayle (1997)

Meaningful work: activity through which the inddaal expresses the meaning and
purpose of their life — Chalofsky (2003)
An examination of the meaning elderly employeescito their work (reasons for X

11 author’s own classification
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Definition of work meaning Research study Meaning: Change in Social
interpretati meaning effects
on
the individual to continue to want to stay engagedork) — Shacklock (2005)
A study of the meaning of work and the phenomesfqirofessional calling among
zookeepers — Bunderson — Thompson (2009)
Work meaning mechanism Summary metamodel of the work meaning mechanismss®&et al., 2010 X X*
Individual understanding
Understanding the meaning of tacit and implicit kviirough a detailed examinatio X
of the notion of what it means to be at work — Riae (1983)
Examining the meaning of police work (personatiptetation and assessment of X
their work experiences as provided by police of§ge- Berte (1989)
Meanings made of work identity and their relatidpdb the individual’s mental X
health — Simon (1997)
Examining the natural workplace — Deems (1997) X X
The various dimensions of the meaning of work @dbntext of repetitive work X
activities, performed under unpleasant workplagaltmns — Isaksen (2000)
Individual understanding and socjaSocial influences on attitudes related to work fagek — Pfeffer (1977, 1978) X X* X
influences
The model of job crafting — Wrzesniewski — Dutt@0@1) X X
Investigating job crafting of teachers and blaltar workers — Ghitulescu, 2006 X X
Examining the individual's personal differencegah crafting — Lyons (2008) X X
Summarising the studies about job crafting — Bdragl. (2008) X X
Exploring the job crafting practices of individsalorking in different jobs — Berg ¢ X X
al. (2010)
lllustrating the job crafting process in two cas&Vrzesniewski et al. (2010) X X
Exploring the relationship between job craftingl aneaningful work — Berg et al. X X
(under publication)
The interpersonal sensemaking model of work megniWwrzesniewski et al. (2003) X X X

*the study covers the notion of change, but do¢srplore the change process
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Following a review of the literature of the meanofgvork, | found that only one single

study had examined the subjective interpretatiothefmeaning of work, the impact the
social environment plays in this and the changaank meaning as a whole: this is
known as the interpersonal sensemaking model ok waganing (Wrzesniewski et al.,

2003). | found one model which focused on the psad the change in meaning: the
model of job crafting. | have also identified fuethstudies during my review — these
agreed with the change in work meaning (Locke —Idrayl990; Salancik — Pfeffer,

1978; Rosso et al., 2010 summary), but did not @xarthe process. The model of
social information processing underscored the imphahe workplace environment

(Salancik — Pfeffer, 1978), and also served agahedations of two additional models:
the model of job crafting and the interpersonaksemaking model of work meaning.

In my own research, in addition to the change mscé paid special attention to
examining patterns which may be detected in theqe® of meaning change. The
authors identified patterns in the process of nmeprchange in the model of job
crafting. They, however, primarily identified thbanges in meaning initiated through
the individual's own motivation, which covered wéatr job the individual was
holding at the time. In my own research, | examichdnges which came about as a
result of some critical event. | paid special ditanto the examination of the impact the
workplace environment, and my research coveredoadbrange of the individual's
relation to work in addition to their specific jgb.g. work as a life-domain). In sum: |
have not found a single study which would have arathboth the alteration of the
content of meaning and the change process, while amphasizing the impact the
individual’'s social environment has - thus, fromistlperspective, my research
represents new findings.

It is my hope that my work contributes to a furth@derstanding of the change in the
work meaning: by conducting my research in a déffiiercontext (looking at critical

events), | may be able to spotlight new aspecthisfalteration. As the summary above
shows, there are two studies related to the fi€kth@ change in work meaning which |
consider points of departure for my own reseaitbse were authored by Wrzesniewski
and Dutton (2001) and by Wrzesniewski et al. (2003)elieve it is worthwhile to

examine, in connection with these two studies, whaoretical contributions | expect
my own research to provide. Both of these studiesiged primarily on examining the
change in work meaning as a process; they weralttaded in the contentual questions
of the meaning of work. In the study dealing witte phenomenon of the job crafting
we see examples for linking the process and comjeastions (182). In the model of
interpersonal sensemaking model of work meaning,atlthors used the identification
of job-role-self to incorporate contentual quessiam their model; they did not explore,
however, the contentual patterns of the meaningvafk and the job-role-self. My
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research allows for an exploration of contentudtgoas from several perspectives
(mechanisms, orientations and schemas) as weheagléntification of the process. |

expect my research to provide information on thange in work meaning as far as
new, previously unidentified further attributes aancerned: the extent of the change
and its nature — in this regard, it could proveb® novel compared to published
processes examining the change in the work meaning.

In order to provide additional foundations for thecess-oriented perspective of my
research, | found it worthwhile to examine therltere of the process of meaning
change. Based on the literature of sensemakirdgnitified the research methodology,
and the research framework applied, which proveut@piate for my own examination
of the change in the work meaning.

3.2. Sensemaking — a review of the literature

In order to lay the foundations of my researchelidve it is necessary to present the
literature of sensemaking, in addition to studiethe meaning of work.

3.2.1. The concept of sensemaking

There is no consensus among researchers on thaitidefi of the concept of
sensemaking. Gioia and Chittipeddi (1991), Gio@8@d), Gioa and Thomas (1996) and
Lamertz (2002) use the term interpretation as aorsym of sensemaking.
“Sensemaking is the process whereby people attefmptonstruct meaningful
explanations for situations and their experiencékinvthose situations” (Gioia, 1986:
61).

Weick (1995) acknowledges that interpretation g of the process of sensemaking,
but defines the process in a broader manner. Aoapitd Weick, how the individual
recognizes cues through a process of experiensiag important part of the process of
sensemaking, as is the question of how the interfioes and meanings of cues
transform and become explicit. Weick maintains fhrablems are not given — they are
construed by the individual in the particular sitoia, which is oftentimes murky and
contradictory. Weick also considers the individsatesponses and actions to be an
integral part of the process. Louis’s (1980a) dein matches the above-mentioned
broader approach; in Louis’s approach, sensemakirgy cycle, the interpretation of
experiences, and also includes responses to thesitgation. The approach | believe
sheds the most light on the relationship betweesesaaking and schema, and which is
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most in harmony with my own research is the follogvito ascribe some significance to
a purpose or a cue (e.g. work) by placing it intestng, or emerging cognitive
framework (Goleeman, 1985; Starbuck—Milliken, 19B&att — Ashforth, 2003).

Sensemaking comes into play when the individualoenters factors which disrupt

their world. These can be events which are ouhefordinary, individuals who call into

guestion previously adopted concepts or these mayubexpected or unusual

occurrences. When people get flustered for ondedd reasons, or something similar,
they rely on their existing world view and cogn@iframework to help explain the

situation. Sensemaking is, however, more than iaganeaning of unexpected or

disruptive set of events; as Weick (1995) had gairdut: “Sensemaking is writing and
reading the book at the same time.” In other wosgsisemaking is more than just the
individual’'s interpreting the world around themjstalso construing the world around
them by recognizing and reacting to factors arotmedindividual which are out of the

ordinary and disruptive.

3.2.2. The nature of sensemaking

Weick (1995) identified seven main characteristitthe process of sensemaking; these
are summarized below.

Grounded in Identity Construction

In general, sensemaking is a self-centered praeegsGray et al., 1985). “What do |
have to pay attention to?” “Once I've noted it, WwHaes this cue mean to me?” “What
can | expect, what will happen next?” “What othexpect of me is important; what do |
do now?” “What do | have to do?”

Researchers studying sensemaking often draw a ctiomeéo symbolic interactionism;
although not a part of the official theory of sens&ing, key elements of the two
theories match. These include the self, actiomrjgnetation, meaning and joint action
(Weick, 1995:41). According to symbolic interaciisis (Mead, 1934), one’s self-
concept develops through social interactions, artependent on others’ reactions. This
approach goes back to the concept of the “lookiagsj self. The looking glass self is
comprised of the following three elements: “the gnation of our appearance to the
other person, the imagination of the judgment sfdppearance, and some sort of self-
feeling such as pride or mortification” (Cooley, 0P9184.). According to symbolic
interactionists, the individual imagines themselfesn the perspective of others in
every situation, placing themselves in the otheftsbes every time. One’s self is
composed of these two parts: the | and the me.méeaepresents the general other
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(general mirror image) as well as the expectatmfnthe social environment — in other
words, what one sees reflected in others’ reactidhe | is, within the individual's
personality, “original, unpredictable and disorgaai” (Griffin, 2000/2003:60).

The individual's identity is created through a esrf interactions: the individual is
present in each of these interactions with a diffedefinition of the self, and continues
to re-define themselves in every situation. Depahda how the individual views their
surroundings, their image of themselves also chang§ensemaking is built upon the
need to maintain one’s identity. The individual h#dsee basic needs vis-a-vis
themselves for doing this: “(1) the need for selih@ncement as reflected in seeking and
maintaining a positive cognitive and affective stabout the self, (2) the self efficacy
motive, which is the desire to perceive oneself@apetent and efficacious; and (3) the
need for self-consistency, which is the desirednse and experience coherence and
continuity.” (Erez — Early, 1993:28)

Thus, sensemaking is initiated by an unsuccesgsfemat at self-justification, and
serves to maintain a positive and consistent sedige. Sensemaking is, then, a self-
referential process: “how can | know who | am uhtket to see what others are doing.”
In every situation, the individual looks for thetgotial consequences of that situation
for themselves. The meaning of the situation isagsvshaped by whatever identity the
individual holds valid in that particular situatiomhe more selves the individual has
access to in a particular situation, the more rmmEgmnithe situation carries for the
individual. Continuing this logic, the more selvdee individual has access to in a
particular situation, the less likely they are toaceunter a surprising or disruptive
moment in that situation, and the lower the liketid that they will have to overcome
uncertainty or dubiousness (Weick, 1995; Louis,QE9B; Reason, 1990).

Retrospective

Sensemaking is a retrospective process, and isca$s of clarification. Its purpose is to
help the individual understand a particular sittito then be able to act appropriately.
The individual must recognize the event at handdoable to interpret it. For the
process of sensemaking related to events, theithdivmust note the consequences and
results of the event. Then, the individual ascribgarticular meaning to the activity, as
appropriate, and to the circumstances which hadeplierl the event. In other words,
when individuals ascribe a meaning to an evenly tumstruct either an account or a
history of that event, to be able to explain it amgkrt it into their own world of values
and beliefs.

Enactive of Sensible Environments
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The concept of enactment is used in order to enmphathe parallels between
lawmakers and managers: both groups constructtyretiiough their authoritative

actions, and their environments are obligated astreo their activities. Yet, at the same
time, every individual is a part of their surroumgé. To illustrate the joint

determination of enactment by the environment drel ihdividual, Weick cites the

work of Follett (1924: 62-63 in Weick, 1995: 33which is in harmony with the

symbolic interactionist approach: “I never reactytm, but to you-plus-me; or to be
more accurate, it is I-plus-you reacting to youspine. ‘I' can never influence ‘you’

because you have already influenced me; that ikdnvery process of meeting, by the
very process of meeting, we both became somethifegeht. It begins even before we
meet, in the anticipation of meeting.”

Social

Although sensemaking may seem like an individuatess, it is in fact social, to begin
with. Sensemaking supposes that knowledge andf gl@eated through interactions
with others, and is transformed as the individirgres these with others. Accordingly,
sensemaking is a continuous, iterative and refeepnocess.

Sensemaking is a social process, because thedndiks8 behavior is a subject of the

actions of others, whether these are present grpmteived. Symbolic interactions are

important components of the process of sensemakiagsemaking is never a singular
process, because the individual is, intrinsicallgpendent on others. Even monologues
and unilateral forms of communication suppose s&imé of audience — and even the

monologue changes along with the audience.

Ongoing

Sensemaking has no clearly defined beginning amd 8ansemaking is continuous,
because it is a social process. Communication & lond of continuous process of
sensemaking, in which the individual ascribes megmd their surroundings and to the
cues affecting them (Weick — Sutcliffe — Obstfe2®05). The interconnected flow of
experiences drive the individual to continuoushewaluate their experiences collected
in the past, according to the present. The explam#ben induces the individual to act;
the response received then provides the cue fdhdursensemaking activities and
actions. As the individual moves forward (in a douabusly repetitive cycle of
sensemaking related to situations, cues, peoplaeinhs), the meanings encountered
will be questionable and dubious less often, asitdesidual already has a rich and
complex set of meanings to rely on.

Focusing on and by Extracted Cues
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Sensemaking is more than just the interpretationues. If the cue is not noticed, no
meaning can be ascribed to it. Individual cues @oked out and noticed from an
interconnected flow of cues. The individual filtegsoups and compares the cues. What
is noticed depends on the environment and the xbr&@alancik and Pfeffer (1978:233)
pointed out the effects of the social environmemttee recognition of cues — according
to them, the social environment links individualghatheir activities which are in need
of explanations. In other words, the environmefea$ which pieces of information are
noticed by the individual; it also conveys normsl &xpectations which impact on the
explanations.

Driven by Plausibility rather than Accuracy

Sensemaking is a retrospective process; accordiogiyplete precision is not possible
when recalling and interpreting events. Recallingegiences from the past is a type of
reconstruction — which makes precision even motenable. The individual is never
able to recall events exactly the way they happdWégick, 1995; Weick — Sutcliffe —
Obstfeld, 2005).

Sensemaking is about coloring the meaning of cUé® individual attaches the
particular cue to more general categories, andldpset in greater detail according to
their past experiences (Weick, 1995). For everyngvéhe individual has several
possible ideas and experiences at their dispasablor and detail a particular cue.

3.2.3. The process of sensemaking

In the following chapter, the elements of the seraéng process and the model of
sensemaking are presented which had the greatest @h my own thinking.

Differing from expectations. The process of sensemaking begins when a situation
encountered is found to differ from the expectedother words, it is either in sync with
expectations or differs from them: the processeoisemaking is driven by the question
“same or different?” Situations found to be “di#et” are described in various ways by
researchers dealing with the study of sensemakifejak — Sutcliffe — Obstfeld, 2005):
contradiction, malfunction, surprise, flusteringncertainty, opportunity, chaos.
Initially, it may not be clear what the problem @, whether there even is a problem to
be solved, or the situation merely represents a emtany lapse, or is a singular unusual
occurrence. As the situation develops, the indi@ideegins to organize the event in
small, manageable parts which are in harmony wi#ir texisting mental models and
their knowledge-and-experience framework.
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Recognition, labeling and categorization.The individual notices the unusual, new
occurrence and compares it to previous experieitee mental models of the individual
— which were constructed through their work, tnagnand life experience — drive what
to pay attention to. The individual’s attentiondisected by their mental models and a
certain specific combination of the cues appeafWigick — Sutcliffe — Obstfeld, 2005).
Comparing the circumstances to “situation normahe individual recognizes and
selects the new elements and proceeds to label, tinethe interest of differentiation
and identification. The individual assigns a namehe cues which they had not paid
attention to previously. These new labels are linicetheir relevant experiences.

Creating plausible explanations.Once the individual has differentiated and labéhed
particular event, they begin to attempt to expldainSeveral explanations, even in
contradiction with one another, may be createcwalhg a single event; the individual
will then select and accept the explanation whippears most credible. During the
process of sensemaking, the individual strives dorcredible explanation — not
necessarily the most accurate one (Weick, 1995ck\VeiSutcliffe — Obstfeld, 2005):
provide meaning to their situations so that they rmantinue their activity and at the
same time maintain their environment.

Action. If, during the process of sensemaking, the firgsgion is, “what is going on
here?” the second, equally important, questiohnbat am | going to do now?” (Weick
— Sutcliffe — Obstfeld, 2005). During the proce$ssensemaking, action and speech
tend to follow each other cyclically rather thamelarly. The process may begin and end
either with speech or with action; it then stangroagain and continues in this manner.
Action is inseparable from the cue; while duringesgh, the individual continues to
categorize and ascribe meaning to the cue.

3.2.4. Louis’s model of sensemaking

Of models describing the individual's process afsgenaking, | wish to devote special
attention to the one developed by Louis (1980a) emed frequently. The model
belongs to the schools of socialization researaiilf bn phenomenological and social
interactionist foundations, where meanings are tcoed through interactions and are
grounded in situation-dependent interpretive sclseflvBead, 1934; Shutz, 1964; Berger
— Luckman, 1966). Louis examined how the individualpes with experiences
encountered early in their jobs, and how the imtlieli ascribes meaning to these
experiences. How does the individual identify, di@sge, interpret and respond to these
experiences?
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Figure 8: Sensemaking in organizational entry (sowe: Louis, 1980a:242)
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3.24.1.1. Major findings of the model
A more detailed explanation of Figure 8 follows.
Change

Change is defined by Louis as the objective difieeebetween the old and the new
situation. This modified situation requires the iudual to adapt. The more new
elements there are, the more adaptation is requifetthe individual, who is still a
newcomer at the organization. This change can fodeaan identity, a job, a situation,
conditions, etc.

Contrast

Louis chose include the concept of contrast inmiuelel based on the work of Gestalt
psychology; contrast is evoked by characteristioscad by the individual from their
surroundings. The individual tends to notice whateg different from their previous
experiences. Contrast, then, is the subjectivesidiffice between the new and the old
environment, and is a characteristic newcomershatatheir new situations.

Surprise

Surprise is the difference between the individuakpectations and their experiences in
the specific new situation. Surprise can be eifjusitive or negative. The individual’s
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expectation may pertain to work, the organizationt@m the newcomer individual

themselves. The expectation may be conscious, daciascent; experiences exceeding

or not meeting expectations may also cause surgriseauthor presents several typical
sources and types of surprise.

e Work: The conscious or subconscious expectatioteofndividual are not met, or
the nature of the work is unexpected. Charactesistihich the individual did not
expect earlier become important — e.g. a windothénoffice.

» Self: The individual’'s conscious and subconscioyseetations are not met in fields
such as their own skills, values, needs, etc. Hwecomer has to face and cope with
the realization that their own understanding ofirtleelf is different from their
previous understanding. For instance: “l chose jibiisbecause it promised me a
great level of freedom; and now | realize that htd@ven need this freedom after
all.” The individual may be surprised to find th#tey react differently or
unexpectedly to situations which they had known uabpreviously or had
expectations about how they may react to (e.g.towverwork).

* Organization: The individual may encounter surpbssed on their understanding
of certain cultural norms grounded in previous égreEe. Van Maanen (1977)
describes *“significant others,” who surprise thelividual when the individual
realizes that their basic suppositions are differéi that point, the individual
revisits their own, seemingly natural, presupposii

Sensemaking and the Other Elements of the Process

Under the usual circumstances, the role of consaess is fairly minimal in the
behavior of the individuals; it is usually scriptdich direct the individual (Abelson,
1976). Coping with the unusual situations, howeigdriven by conscious thought and
not by automated scripts. The individual need rohk when they are operating
according to pre-existing scripts and the outcosrepuntered meet their expectations.
When the outcomes encountered do not meet the idodiNs expectations, this
threatens the cognitive consistency of the indigldrestinger et al., 1957; Abelson et
al., 1968). This contradiction leads to tensionijchldrives the individual to take action
to ease that tension. In other words, when thetscdo not work, the individual must
explain to themselves why the particular situatied to those specific outcomes and
why it did not lead to the outcomes expected. Thisow retrospective explanations are
created in the process of sensemaking.

Louis views sensemaking as a recurrent cycle wbertain specific events follow one
another. Each cycle begins with the expectationghef individual, which may be
conscious or subconscious, and which serve ashiadesvers of events to come. Then,
the individual experiences the events, which maynay not be different from their
expectations. Events which do not meet expectatiams surprises, compel the
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individual to seek an explanation, and at the siame launch a process whereby the
individual attempts to interpret the difference.eTihdividual, dependent on what they
ascribe the occurrence of the unexpected eventietiges on their behavioral response,
and/or modifies their understanding of the indiauactive in the event, the event
itself, or their expectations of possible outconmésfuture events. These modified

expectations and suppositions essentially amoumioiifying the individual’s scripts.

The individual relies on a large amount of inputietermine what meaning to ascribe to
surprise and how to interpret it. Experiences oletdiduring previous, similar situations
help the individual cope with the present situatiofhe individual's personal
characteristics — to include their predispositisinom they tend to blame in certain
situations (themselves or others, etc.) as wethes intentions in the specific situation
and in general — also impact on this. The procesdso influenced by the individual's
cultural presuppositions — the specific meaningsy thttach to the local context, or
interpretive schemas. Information and interpretatiderived from others also
contributes to the process of sensemaking.

3.24.1.2. Rxamining the effects and the evaluation of the maad

Louis’s model of sensemaking describes the proosessnsemaking by focusing on the
individual’'s cognitive processes in an organizaiotontext; as such, this is one of the
most popular and most often cited approaches infitdd. A novelty, however, in
Louis’s model, as compared to other literatureamfiaization, is an exploration of what
newcomers to an organization encounter as thesptte cope with situations that are
unknown to them.

From the perspective of my own research, the ifleation of certain elements of the
process of sensemaking is of special significaases the emphasis Louis places on the
cyclical nature of the process. | believe it is artant to note the individual’s self-
concept, their image of the organization as welhas image of the job in the process
of sensemaking. At the same time, | wish to poirttabcontradiction in the model: the
author narrows down sensemaking essentially to ¢heation of retrospective
explanations (as the figure shows), and callsgtosess sensemaking as well.

From the perspective of my research, it is notelyothat the author does not examine
the meaning of work and its change. Louis primardyamined the process:
emphasizing surprise and its interpretation by thdividual, while examining
separately the factors which influence interpretatiAt the same time, Louis did not
cover how interpretation may change the meaningaok.

The model may represent a good point of departureXamining the process in another
context. On the one hand, the process of sensegakdly be examined at any stage in

53



the individual’'s career. This is a process whicbastinuous (Weick, 1995); certainly, it
is encountered more often when the individual is/ r@¢ a workplace. On the other
hand, | also believe the nature of unexpected sveraty also be expanded: the author
collected surprising and unexpected events whiate wkearly apparent at the time; but
it is not certain that these will remain memorabl¢he longer term. In my opinion, the
model can be expanded to include any surprisingnexpected event in the workplace,
even if these unexpected events are or are notwenyorable. With these additions, the
model above inspired me to use it as a point oadape for the framework of my own
research: this is a basic framework of thought WHican utilize when examining the
change in the work meaning.

3.2.5. The role of the schema in the process of sensemadsin

In the above discussion of the process of sensemakiie following concepts were
mentioned: mental model, schema and script contlepse concepts are presented in
greater detail in this section. The concept of shhema is associated with Bartlett
(1932); it was Bartlett who first used the termdiscribe hypothetic mental structures
which drive the individual’s attention and theicad from memory. The schema theory
is a theory pertaining to knowledge, which staked all knowledge is bundled in units,
or schemas (Rumelhart, 1980/1992). Schemas atautlitng blocks of the individual's
thoughts and their cognitive exploration (Rumelha®&80/1992; Méf, 2001). Schemas
are subjective theories based on personal expetiencreference to how the world
works (Markus — Zajonc, 1985); as such, they dpeeception, memory and inference
(Fiske — Taylor, 1991 Literature dealing with orgations tends to use the concept of
the mental model (Hill — Levenhagen, 1995; Bognd@asr, 2000), the concept of the
cognitive map (Weick — Bougon, 1986; Eden, 19923, concept of cognitive structure
(Walsh, 1995) the concept of a cognitive framew@dogner — Barr, 2000), and
framework (Starbuck—Milliken, 1985) as similar teetconcept of the schema.

Individuals create schemas for the concepts of edesh they encounter frequently.
Once the individual has created a schema in reldboa concept, and the individual
encounters a cue which matches or relates to thensx, the schema is put in play for
the individual to interpret that particular pieceimormation. Individuals are liable to
interpret information in such a way as to makeomnsistent with pre-existing schemas,
and to reinforce them (Fiske — Taylor, 1991; Geocrgdones, 2001). In other words,
individuals construe or validate reality in suctvay as to render it consistent with their
preexisting expectations. In the context of schemsseing is believing” (Weick,
1979).
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Individuals create schemas for the concepts of edesh they encounter frequently.
Once the individual has created a schema in reldboa concept, and the individual
encounters a cue which matches or relates to thensx, the schema is put in play for
the individual to interpret that particular pieceimformation. Individuals are liable to
interpret information in such a way as to makeomnsistent with pre-existing schemas,
and to reinforce them (Fiske — Taylor, 1991; Geocrgdones, 2001). In other words,
individuals construe or validate reality in suctvay as to render it consistent with their
preexisting expectations. In the context of schemsseing is believing” (Weick,
1979).

3.2.5.1.Work and schemas

As mentioned in the summary of the literature @& tork meaning, | focused on two
primary areas in my own research: examining thdaesdoal nature of the meaning of
work and examining the process of meaning changéshed to achieve the process
focus through the examination of the process ofamaking. | intended to realize the
contentual focus through the examination of thekwsmhema; this concept came to the
forefront of my attention when learning about thhegess of sensemaking. In order to
establish the professional foundations of my rededrhave studied the Hungarian and
international publications in the literature of teehema and | have reviewed where
research into the schema was present as relatedrko Based on the recommendation
of my opponent€, | do not go into greater detail on Hungarian antrnational
publications in the final version of my dissertati@as these are not directly related to
my dissertation. In this chapter, the schema agmesmused in the area of work, and
used in my own research are presented.

3.25.1.1. Work and schemas in the literature

In my study of the literature, | encountered selvekamples linking sensemaking and
the concept of the schema. Louis’s (1980b:337) ipatabn describes career changes,
using the concept of the cognitive map in the pgeaeodel, which also reinforced my

12 My foreign opponent, Amy Wrzesniewski, noted whemding my proposal: “While the work on
schemas in general is rather diffuse and vaguaukl 6f the literature, not of the student) | foutte

section on work schemas to be most relevant.” (Whiesvski, 2010).
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own thinking. | researched the literature at lergthhow to link the schema approach to
the meaning of work, and | ultimately encountetteel following specific approaches.

The conceptvocational schemais used by Neimeyer et al. (1985; Nevill et ab8a;
Neimeyer — Metzler, 1987; Neimeyer, 1989) in thhegearch. They examined the way
individuals process information when choosing aation, career or occupation: what
information do individuals use to make their demsi and how do they use that
information? Based on their study, they determitied the vocational decision making
skills and career planning skills are a subjectiradividuals’ cognitive structure
(Neimeyer et al., 1985). They examined the diffaedion and integration of cognitive
structures in career decision making. They fourad #% the individual’'s career identity
develops, their schemas become more organizedl(Meal., 1986). Kelly’s vocational
construct system (e.g. low or high salary; struediuor not structured work; low or high
status) was viewed as a specific vocational sch&eaneyer — Metzler, 1987). Further
research has confirmed that with the developmenthefindividual’s identity, their
vocational schemas also become more differentamedntegrated. This is in sync with
the general characteristics of the process of tiegnidevelopment (Neimeyer —
Metzler, 1987).

The conceppre-employment schemawas used by Fonner — Roloff (2008) in their
research. This pre-employment schema is viewed ase@tal model of workplace
norms, which works like a lens: this is what indivals see their experiences as an
employee through. Fonner — Roloff (2008) examinbé process of vocational
socialization and the effects of friends on thevimial’s socialization prior to entering
a new workplace. Several authors have examineddheept of pre-employment and
workplace socialization (e.g. Chory-Assad — Tamtipr2001, 2003; Jablin, 2001):
How do parents, friends, partners, social and dd institutions, the media and
previous work experiences impact on the individuglerception of their work or their
workplace?

The concepipersonal work schemais used by Cardador and Pratt (2007) in their
research, presented at an expert conference. Tieeythie personal work schema as a
personal construction of the individual about thveark; the schema seeks to answer the
following question: “How do | view my job?” In theresearch study, they surveyed
representatives of three professions (nurses, petreurs and police officers) and
identified, based on their answers, the followirmurf dominant work schemas:
engaging, purposeful, relational and instrumentalividuals with an engaging schema
tended to view their job personally as enjoyableteresting and challenging,
observations which were primarily connected tortivrkplace tasks. Individuals with
a purposeful schema tended to characterize thesr g8 contributing to a greater good,
value or something important. Individuals claimihg relational schema used relations
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to describe their jobs: to them, work meant estdblg and maintaining meaningful
relations. Individuals with an instrumental scheweawed their work as the means to
achieve another purpose (financial lifestyle, oatigm). The authors linked the various
work schemas and the professions with the mearifingodk: they observed different
meanings of work in the three professions, accgrdom what schema the individual
cited.

3.2.5.1.2. The frames of work meaning

In my research, | used the approach of sensemakidgfine the schema. | relied on the
definition of sensemaking described in my resedsele chapter 4.2.1.2): this includes
the notion that social cues are interpreted byrttlvidual by placing them into existing
or emerging cognitive frames or frameworks thatksimg created. Several researchers
in the field of political sciences and communicatiuse frame and schema
interchangeably (Barsalou, 1992; Biocca, 1991; laaw4998).

In organizational theory literature, we also endeurxamples, primarily related to the
study of perception and interpretation, where tbleema is defined similarly to the
frame. Bartunek (1984: 355) defined the concephiairpretational schemas as “a map
of our experience of the world.” Starbuck (1982gdithe schema as a view of the
world and as an ideology. Westenholz (1993) definems a reference frame. Miller
(1993: 119) emphasized the perceptual lens natutkeoschema, which “established
sets of values, assumptions, and beliefs.” Nyst®tarbuck (1984:55) built on the
concept of cognitive structure, “by which we meagitally integrated and mutually
reinforcing systems of beliefs and values. Cogaitstructures manifest themselves in
perceptual frameworks, expectations, world viewang, purposes, . . . myths, rituals,
symbols ... and jargon.” Walsh’s (1995:281) summatydy used the concept of
knowledge structure: is a mental template that individuals impose orirdormation
environment to give it form and meaning.”

In keeping with the studies above, | use the ampraaf the schema as a frame of
perception and interpretation. In chapter 4.2.1etling the research questions, my
interpretation is expanded of the concept andedlabnsiderations.

3.2.5.2.The change in schemas

In the following chapter, the change in schemalissussed, with a primary view to the
approach of the schema as a frame of perceptionnéeghretation. Schemas direct the
processing of information, and, as such, changerasult of incoming information. We

can distinguish between the following two typesseshema change: first-order and
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second-order change (Watzlawick — Weakland — Fis@li4; Bartunek, 1984; Bartunek
— Moch, 1987). First-order change is incrementalngfe when the current schema, as a
result of much collected experience, becomes moneptex, more abstract and more
organized (Fiske — Taylor, 1991) and imbued wittenmal contradictions (Fiske —
Taylor, 1991: 149). A thorough change in the schemhe second-order change.

George and Jones (2001) model the individual’'s gge®f schema change as it occurs
in an organizational structure. In connection witte authors’ model, | wish to
emphasize several points which have become imgartdahe course of my own work.

The authors point out that if the individual ends in a situation contrary to their
expectations, then — in keeping with the theorycofnitive dissonance (Festinger,
2000/1962) — this leads to tension and the indaddiesires an easing of this tension.

An emotional response accompanies situations whreh unexpected or which are
related to purposes personally important for thdividual or to their well-being; the
reaction can be either negative or positive. Enmstioelp spur cognitive activity, so that
the individual is able to react to the situatiorheTauthors emphasize that various
cognitive activities are associated with situatioglgciting positive and negative
emotional reactions. In the case of a positiveatam, the process of sensemaking is
characterized by creativity, inductive reasoningd aftexible thought, when the
individual links different stimuli to one anothdn the case of a negative variation,
sensemaking is characterized by deductive reaspnmethodical and detailed
information processing and critical thought.

They point to the phenomenon of drawing into questexisting schemas and
expectations. If it is the fundamental nature & #ithema that is drawn into question,
what we are seeing is a second-order change, wienntividual must re-frame
(Bartunek, 1988) their expectations and their vigimthe world. If it is a narrower
aspect of the schema that is questioned — andietlem difference is substantial — the
individual incorporates the difference into thetisting schema, as an exception; this is
known as first-order change.

3.2.6. Individual sensemaking — empirical studies

In this chapter, the major research directions gjanizational sensemaking are
presented, based on a review of the literature rgarozational theory, and studies
examining the individual process of sensemakinglaseribed in detail.

Studies examining organizational and community @sses of sensemaking represent
the mainstream of organizational sensemaking resedfirst, it is worthwhile to
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emphasize studies of sensemaking looking at thenargtional interpretation of
disasters, which have called attention to the 8aamce of sensemaking on an
organizational level. If we were to depict the diren of organizational sensemaking,
disaster studies would represent the first waveickige (1988, 1990, 1993, 1996)
studies are key in this category, and continuengpire other researchers even in 2010
(Maitlis — Sonenshein, 2010).

Research into organizational sensemaking was @shprmarily on the examination of
organizational changes; this is due to that faat guccess of change is defined to a
great extent by how common understanding and irg&fon within the organization
evolves. | had the opportunity to examine sevefalhese studies in greater detail:
studies by Isabella (1990), Gioia —Chittipeddi (1p%ioa — Thomas (1996), Thomas —
Clark — Gioa (1993) and, representing the mostntecesults, works by Sonnenstein
(2009, 2010) and Maitlis— Lawren(2007).

From studies examining community sensemaking, wasthwhile to mention studies
examining the interpretation of organizational peofis and cases, including the work
of Maitlis (2005) and Sonnenstein, related to titerpretation of ethics (2006, 2007).

It is necessary to differentiate between orgarorafi and community interpretations
and studies focusing on individual interpretatiotiee latter are far fewer in number
than studies examining organizational and commusédgsemaking. My own study
belongs in this group, and therefore the discussfdhese research studies is expanded
on. The publications are grouped based on the xbotsensemaking.

During Socialization

Louis’s (1980a) seminal study, discussed in sec8dh4, examined the individual’s
process of sensemaking during socialization. Vosalet(2003) also examined the
individual's process of sensemaking during sociion. The authors viewed the
individual’'s psychological contract, as the creatad a cognitive schema, as the process
of sensemaking. The researchers compiled six hgpeth in relation to personal
perceptions, and conducted a longitudinal stud@@d newcomers to organizations,
using a questionnaire to collect responses.

During Organizational Changes

George and Jones (2001) describe the comprehemsveess of the change in
individual schemas and resistance to change. Thedel points to the contradictory
and unprogrammable steps of change. The authossmiraow, at almost every step of
the process, there is a chance that the individoals not have to transform their
schemas, resisting change. Isabella’s (1990) stodyects the processes of individual
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and organizational change, identifying four stepghe interpretation of the process of
organizational change: anticipation, confirmati@u/mination and aftermath. Using
research data, the author was also able to idemtifividual processes which
characterized the transition between the varioagest The author linked the personal
processes with the three stages of change asfiddnly Lewin (1947): unfreezing,
moving and re-freezing. Balogun and Johnson (2064amined the process of
sensemaking among mid-level managers and based aomtives, conducting a
longitudinal study of organizational changes. Thmirpose was to explore the patterns
of changes in the organizational schemas of midtHeanagers. The authors reviewed
the journals of 26 mid-level managers and conduttedinterviews with each of them.
The authors were able to identify various orgamireti schemas for the different
periods.

When Changing Careers

Blenkinsopp and Zdunczyk, in their 2005 study, exea problematic mid-life changes
of career. Using a critical incident technique,ytlwenducted in-depth interviews with
seven managers. Their study, primarily exploratary nature, examined the
interpretation of career mistakes and related gppnocesses. Glanz (et al. 2001, 2003,
2005) dealt in their study with the sensemakingcess of expatriates while working
abroad. In Glanz’'s PhD dissertation (2005), Lou{$%¥80a) model was used to examine
the experiences of expatriates who encounteredraleserprising and new situations
while working abroad; their interpretation of thestations led to a change in their
interpretive frames. Peltonen (1998) used a nagatand discourse analysis
methodology to examine expatriates’ stories abbeir tdevelopment and careers. The
author compared the meaning structures of expatgateer stories with the career
stories of other individuals who had not left théiome country. Louis (1980a)
examined similarly unique characteristics of caredranges as a process of
sensemaking. Louis further developed, based ofirttliengs, the model of sensemaking
built on socialization processes, which also inetlidhe concept of personal cognitive
maps.

During the Manager’'s Work

Isenberg examined senior managers’ thought prosemser the course of five years,
and in a 1987 publication examined the effectsvad dramatic events on senior
managers’ thinking. The author conducted interviguith fifteen senior managers (up
to the level of vice president), and had partictpdill out a so-called Change Reaction
Questionnaire. Isenberg also examined each compamyternal reports and

memoranda. In the course of the study, Isenbemgdonanagers who had incorporated
the two dramatic incidents into their old schemathers had come to a new
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understanding based on the events: a new definitidhe problem was created and a
new solution to the problem was found. The auttalisattention to the necessity of
reflection on the part of the manager. PhillipsO&2®B) examined, in the context of

sensemaking, the stories of two entrepreneurs aheufounding of their companies

and their personal experiences. The entreprenpoke of how they were able to imbue
with meaning their existence and identities asegméneurs and social activists.

Summarizing individual research studies, we maychkame that studies examined
sensemaking as a result of some greater change an &ffect of dramatic change.
Change could have meant that the individual choselter their environment: by

joining a new organization (Louis, 1980a; Vos et, &8003), changing careers
(Blenkinsopp — Zdunczyk, 2005; Louis, 1980b), ddirtg on work in another country

(Glanz et al. 2001; Glanz, 2003, 2005; Peltone®8)9Change could have occurred
when the surroundings of the individual changedicivimay have been caused by
factors within the organization or outside of thhgamization. The individual’'s process
of sensemaking could have been induced by orgamimzdtchanges (George—Jones,
2001; Isabella, 1990; Balogun—Johnson, 2004) ohanging of their environment

(Isenberg, 1987; Phillips, 2005/6). As a commomeet of all research studies, we can
point to the notion that individuals encounteredugprising or shocking event during
their work, and this event launched a process mées@aking or the change in meaning.
To sum up the lessons to be learned from studiasexng individual sensemaking, we
may state that it is easiest to track the phenomesfosensemaking in situations
involving surprise or shock. This observation jiissi my decision to examine the
change in the work meaning by exploring criticatm@s or incidents experienced by my
subjects.

4. Conducting the research

In this chapter, the questions are discussed wimali be used to describe the path
which led me from formulating my research questidmpugh the process of data
collection and analysis, to providing the answéishough it might seem linear, this
path is far from it (Maxwell, 1996: 7). Describitige implementation of my research, |
relied on the interactive qualitative research nhaddVlaxwell's (1996). The reason |
chose to do so is that during my research, my wwtaleding of the phenomena
examined changed, leading to a change in my rdsequestion, the conceptual
environment | am in and the methodology appliedesEhinteractive dynamics, which
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Maxwell's model so aptly describes, are a uniqueuiee of qualitative research. The
structure of the various chapters presented acugisdi

Figure 9: The interactive model of conducting qualiative research (source: Maxwell, 1996: 5)

Purpozes

Conceptual Context

Research GQuestions

Methods

“alicity

4.1. Objectives

Maxwell (1996) differentiated between three growbspurposes: personal purposes,
practical purposes and research purposes.

Personal Purposes

Selecting the topic.Ever since graduating from the university — amdfact, quite
possibly ever since | was a little girl — I havendered about why, for what purpose, |
would work and whether | should follow my familyésxample, or change that. Many
others may have been in the same situation. | woatio ponder what our mission and
calling is in the world, when it is that we feelromork has meaning and just what it is
that my work means to me. Well — that is why I Is€tton this topic for my research.
And because writing a dissertation is also a joyragourney into learning more about
oneself, | also found answers to my own questianbanducted my research and did
my writing.

For me, it was an interesting question whetheritecak or memorable situation in the
workplace can lead one to change their workplace¢heir profession. This is also
connected to my personal experiences, having undergomething similar myself. 1
remember a very memorable performance evaluatiscudsion which eventually led
me to decide to look for a new job. Shortly theteafl quit. So | already had a
hypothesis for this question: yes, it can leadhat.t Furthermore, | was interested in
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what individuals think and do in these types otigitons and whether the extent to
which they feel their job to be meaningful and adlie changes as a result of some
critical situation.

Selecting the methodologyl have always enjoyed stories. This is somethimaf t
appealed to me in the narrative methodology ardaming about individual stories. At
the same time, | was mistaken in my initial hopasthe opportunities and limitations
afforded by this methodology. Instead, then, ofrtherative methodology, | opted for a
methodology of case studies based on qualitatiteniiews. This fitted more to my
research questions, which is something | will dégcin more detail in the chapter
about methodology.

Selecting the sampleln an earlier stage of my career, | worked as & dgecialist,
manager and then as a consultant. HR as a prafessacea is still a field of great
interest to me, which explains why | chose to stHéi/as a profession in my research.

Practical Purposes

| wish to advance in the scientific field and jdime community of researchers who
already have advanced degrees. | am committed ribnaing along this path, and |
intend to continue working as an educator and reeea An additional purpose is to
establish my own set of tools by researching thammg and meaningfulness of work;
such a toolset would be available for personal lbgwveent as well as for organizational
development.

Research Purposes

My research purpose with this dissertation is tplawe the meaning work carries for
human resources managers, and how this meaningflisenced by their social
environment. Through that, | hope to obtain a deemelerstanding of HR work, the
meaning of work, changes in the meaning of work @rttie process of sensemaking.

With the help of this research study, | hope tm jthie international discourse on the
meaning of work, and | hope that my results wilhttbute to a deeper understanding
and a greater shared knowledge about the field.

Because my research is connected to HR professionabpe to use my findings as a
type of feedback for the HR profession in Hungdrwill seek out HR managers to
personally discuss with them the case studies dpedlin the course of my research;
my hope is to obtain their feedback on my analygie also helping them toward a
greater understanding of the meaning and intefwataf work. Through this, in a

broader perspective, | hope to contribute to theérsonal development. When
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discussing the topics and the case studies, | ladg® to cover the organization’s

practices; by using my dissertation as a pointegfadture, | hope to develop a toolset to
discover and explore organizational practices. He tonger term, this may help

organizations create more meaningful positions aethin their employees. An

additional purpose, through the publication of mgdings and sharing them in

professional fora, is to emphasize for Hungary’'s fi¢éll the importance of meaningful

work; | view this as a way of imparting knowledgedamaking others more aware of
the matter. The proposals outlined above go faohéythe dissertation and suggest
avenues for research and other roles in the future.

4.2. Research questions and assumptions

In this chapter, the conceptual framework and thact of my research question is
reviewed using the model proposed by Maxwell (19@8)alitative research is typically
conducted by using an open question defined inogelaheoretical framework; no
specific hypotheses are attached to the questigpotHeses are formulated during the
course of the research project. Progressive fogusitypical of qualitative research; the
definition of the research problem evolves gradualhd the focus of the research
becomes clearer (Szokolszky, 2004). Many qualgativesearchers formulate
propositions while creating their theory and durthgir analysis; the function of these
propositions is similar to that of the hypothesdsquoantitative studies (Maxwell,
1996:53, Miles — Huberman, 1994: 75). Propositidmsyever, differ from hypotheses
in that they are shaped after the research hambégey are based on data and evolve
and develop as a result of interaction with thedahd not preceding data collection).

4.2.1. Formulating and narrowing down the research questia

When compiling my research proposal, and follonangeview of the literature, | found
that few studies have dealt with the change invtbek meaning, indicating that this is
an area of research that may be worthwhile to fecus

When planning my research, | formulated the follogwiesearch questions:

 How does the individual view their work, and howedothis change when the
individual encounters a surprising situation?

* What meaning do participating individuals make loéit work? How does this
meaning change?

Both questions were aimed at examining the meaoifingprk, including both a content-
based analysis of the meaning of work as well asetkamination of the process of
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change in meaning. In the chapter summarizing studealing with the meaning of

work (Chapter 3.1.7), | have already explained msguanptions related to the meaning
of work. At the same time, it is worth briefly rewing these again as | describe my
research questions: (1) meaning is an individuarpretation, (2) meaning changes, (3)
meaning depends on the social environment of ttheidual.

| developed the following sub-questions based @ntiio questions above; these are
obviously closely interlinked:

Content-based analysis:

* Did the meaning or meaningfulness of work changéhan case of the interview
subjects?

* To what extent did the meaning change?

* What patterns of meaning change did we encounter?

Process-based analysis:

* How did the meaning and meaningfulness of work geamwhat processes and steps
led to the change in meaning?

* What factors influenced the change in the work riregh

4.2.1.1.The meaning of work — examining the content

In order to answer my research questions relatatigdacontent, | looked for a focus
using the approach of sensemaking, leading meeacdimcept of the schema. When
drafting my research proposal, the schema concegt twe contentual focus of my
research; yet when analyzing the empirical daencbuntered several dilemmas which
led me to expand the contentual focus of my rebeahs a result | examined the
meaning of work from three perspectives: work aaéon, work meaning mechanisms
and work meaning schemas. | would like now to byrishare how | came to these
conclusions.

Meaning of Work = Work Orientations

Based on the study report by Cardador and Praf7(20 made the assumption, on the
one hand, that work orientations may be consideceémas and that it is worth treating
orientations as schemas. This assumption was ooedirby findings related to the
meaning of work. According to Baumeister (1991: J1Mork orientations represent
highly differing meaning prototypes of one’s appiodo work. According to Rosso et
al. (2010: 98), “orientation opens a window to hflae individual] understands what
their work means to them.” This was the assumplioglied on at the outset of my
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research. At the same time, when analyzing my daliscovered something that one of
my opponents had indicated in her evaluation: timatiterature of the schema is “rather
expansive and inexact” (Wrzesniewski, 2010), whthde it more difficult for me to
rely on it in my research. | therefore decided tartsmy data analysis by looking at
work orientations.

I rely on the following definition ofwork orientations: generally, what meaning
individuals make of their work and why they beliat/és worthwhile for them to work
is categorized according to the beliefs and valeksied to work as an activity (Rosso
et al., 2010; Pratt et al., forthcoming).

Meaning of Work = Meaning of Work Mechanisms

It was when examining the data that | first discedehow a process-based approach to
the meaning of work could be of use for a studyclwhalso focuses on the process;
accordingly, incorporating a new concept, the meguoif work mechanism, in my study
would be of use. | therefore decided to examinentieaning of work in my study also
through the meaning of work mechanism.

When discussing the concept wfeaning of work mechanisms | am referring to
processes during which the sources of the meanmy meaningfulness of work
influence the meaning and meaningfulness of woals€d on Rosso et al., 2010).

Meaning of Work = Meaning of Work Schemas

During my research, | also applied the approacthefschemas to the concept of the
meaning of work. Thus, | was able to further expdhd conceptual focus of the
research using meaning of work schemas. | defihedthema as a framework, further
enriching my understanding of the data.

When referring tdhe concept of the schema am describing a framework or mental
template which individuals apply to their envirommhéo lend form (perception) and
meaning (interpretation) to it (based on Walsh,51 99ystrom—Starbuck, 1984).

Using the above decisions, | came to approachdheentual questions of the meaning
of work from three directions in my research frarew
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4.2.1.2.The meaning of work — examining the process

To answer my research questions related to theepsopcl used the approach of
sensemaking as my point of departure. | relied fwa following definition of the
process of sensemakingo attach significance, as a result of surprisesame kind of
social cue (e.g. others’ actions or comments) bgipg it into an existing or emerging
cognitive framework; this is followed by a reactitm the cue (based on Starbuck —
Milliken, 1988; Goleman, 1985; Pratt — Ashforth,03Q and Louis, 1980a,b who has
stressed the significance of a surprise).

Figure 10: Preliminary interpretation framework of the changes in the work meaninj

Cther sensemaking inputs:
Cther's interpretstiors

Local interpretation schemas
Personality and purpose
Past experiences Select Behavioral
Responze

Surprize ! Sensemaking e Attribute meaning

& T Work meaning

Wark meaning

f

In my research proposal, | outlined a prelimina@nfeworR* (see Figure 10) of the
changes in the work meaning, which may be sumnirazefollows. The individual
experiences surprise in a social situation; thisates a process of sensemaking. During
the process of sensemaking, the individual’'s undeding of their work changes; as a
result, the meaning of work also changes, whichthan impact on how the individual
perceives and interprets various workplace sitnatio

'3 Author’s own work

* When formulating my research framework, | reliegvily on the model of the process of sensemaking
developed by Louis (1980 a, b) and on the integreak sensemaking model of work meaning by
Wrzesnhiewski et al. (2003).

!> When describing the framework, as well as in thare, | rely on the concept of the meaning of work
which expanded during the course of my researchndludes work orientation, meaning of work
mechanisms and meaning of work schemas.
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To conclude this chapter on my research questibrmsdescribed how the streamlined
and expanded concept of my research is expectedntnibute to the literature. Using
mechanisms is considered a new approach in thetlite; as far as | know, the
interactions and dynamics of mechanisms have nobgen studied empirically. The
change in orientations and mechanisms has notegt bxamined in empirical studies;
neither separately, nor in a single study, makimng & novel area of the literature. The
concept of meaning of work schemas also bringswaperspective to the discussion of
the meaning of work.

4.3. The methodology applied

In accordance with my research purposes and résgagstions, my paper is structured
primarily aroundqualitative interviews based on case-study methodady. Compared

to quantitative studies, qualitative research hasatdvantage of an inductive approach
and that it is focused on specific individuals amatds, and not on numbers (Maxwell,
1996:17). The purpose of the qualitative methodplagy to explore and describe
experiences and to expand on, and interpret, mganibale Bloomberg — Volpe,
2008). Qualitative methodology is perfectly suitadhen working to realize the
following research purposes. (1) Obtaining an ustdading of the meanings and
perspectives of participants. (2) It may be usedrtderstand a certain context and to
explore how these surroundings impact on parti¢gdaactions. Thus, qualitative
methodology may be used to understand how evertisna and meanings evolve in a
certain set of environmental conditions. (3) It m@ey used to identify an unexpected
phenomenon and to create a theory based on thabplemon. (4) It may be used to
understand the frame in which events and actioks pdace. (5) It may be used to
expand on explanations of cause and effect (Maxvi€b6: 17-20). Based on the
above, we may conclude that a qualitative apprdacan appropriate methodology
given the main subject area of my own research.

A case study is a piece of empirical research whidmines a particular phenomenon
in its actual environment, especially in cases whére boundary between the

phenomenon and the context is blurred (Yin, 20034R Case studies are preferred in
gualitative methodology and may be applied withasiety of purposes in mind: to

construct a theory, to obtain a deeper understgrafim local context or to test a theory
(Yin, 2003; Eisenhardt, 1989; Szokolszky, 2004)isTis due to the fact that case

studies allow for several events to be connectedha genre takes into consideration
the interaction between the individual cases a$ agebetween the case and its context
(Maaloe, 2003). Case selection indicates what ésearcher finds interesting and how
(through what cases) the researcher believes theameh question can best be
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addressed. The research unit is the case itselthwinay be a venue, an event, a
specific behavior, an action or specific individu@Beck-Bird, 2009). In my own study,
the casesare critical, memorable (pleasant or unpleasardjkplace events which
affected the sensemaking of work.

In my conceptual framework, it is a specific ingtarof surprise that elicits the process
of meaning change. | was seeking an appropriatéodetogical approach which was
provided bycritical events or critical incidents. Applying the approach oftical
events is a novelty in research examining the nmgaaf work. Webster and Mertova
(2007) referred to critical events which individsialere able to recall even after a long
time and which contributed to a new understanding/arld view on their part (p.73).
The individual does not plan, expect or controkthevents (Webster — Mertova, 2007).
These events come as a surprise to the individilrsd. analysis of critical events is
generally known as critical incident technique (EIFlanagan (1954) is credited with
the scientific application of CIT. The methodologppeared in the late 1990s in
qualitative social constructionist research (Ch204). One weakness of the critical
incident technique is that it views events frometiaspective perspective; at the same
time, because of the critical nature of the evenhjects tend to be able to recall the
particular situation quite well.

The methodology applied in my research Wwased on qualitative interviews, using
case studiesl had originally planned to implement the analysisny research using a
narrative methodology. Following the collectiondaita, however, it was the processing
of the data using coding that proved successfulcd@iing, | was able to detect patterns
which helped me understand the phenomena examineelied primarily on the
analysts software Atlas.ti to identify patterns aheé interrelationships between the
codes; the software proved highly effective in pioip out linkages, and it helped me
produce various comparisons and reports.

Because of my commitment to my original methodololghelieve it is important to
mention briefly the differences between narrativethimdologies and other qualitative
methodologies, where the scientific community maye united. Riessman (2008: 12)
represents one distinct position, claiming thatratare analysis is built on stories,
which Riessman treats as a unit. Here Riessmaer€liffiates between narrative studies
and qualitative studies. Riessman emphasizes tle#ttadologies based on category
analysis involve taking narratives into parts ateinents; these are then coded, and the
codes are often removed from their contexts. Mathagdes built on categories tend to
ignore the structural characteristics of the narestand their linear nature, which the
author believes are hallmarks of narratives. Letbkt al. (1998) take a different view
of narrative methodologies, including among naveatstudies those which conduct
categorical-contentual analysis of narrative tekts: these analyze narratives not as a
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whole, but in smaller units on the level of senemnor even words. | believe that
Riessmann’s (2008) position may be the more gedgemaktepted one in terms of the
analysis of narratives, as opposed to the categgased by Lieblich at al. (1998). Based
on the above, and with a view toward the reseastheonsensus, | choose to
characterize my own research as a qualitative study

4.3.1. The role of the researcher

Given the nature of the research study — qualgatiesearch based on qualitative
interviews —, efforts to continuously remain coonssi of my own role in the process, in
the interpretation of the data and in drawing cosidns from the data have been of
critical importance. Throughout the duration of theocess, | kept the following
question in mind: “How am | influencing the processd the results?” (This was
proposed by Maxwell, 1996.) At each phase of tteeaech process, | discussed my
own thoughts related to this self-reflection. (@)my dissertation, | made transparent
the personal implications of decisions already nafsee, for instance, chapter 4
Purpose); (2) over the course of my research, htaimied a research log, attempting to
formulate my own presuppositions and thoughts abimipphenomenon examined, and
(3) I explicitly made my own thoughts clear whemfiollating my results.

In terms of my role as a researcher, establishpenaelationships, based on trust, with
interview subjects proved to be a challenge; thas,whowever, key to obtaining the
information and to ensuring that the informatioanted was reliable and valid.

It goes hand in hand with my role as a researdtay like my interview subjects, | too
had worked as an HR manager in the past. It walyp@s a result of this that my
interest turned to HR managers. It thus happenatdiththe course of an interview, |
placed myself in the situation described by thejexib This made analysis easier,
because the context was thus familiar to me. Emalip, however, | was no longer
especially attached to the field that our sharegeeggnces would have presented a
problem during the interviews or during their arsiy

4.3.2. Data collection

4.3.2.1.Research field and sample selection

To meet my research objectives — examining the mgaof work and process of the
change in the work meaning — and to explore pakthtickground mechanisms, | chose
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to study representatives of one profession, hunesources managers. According to
Wrzesniewski and Dutton (2001), job crafting is esgbility in almost every job.
Human resources managers provide an interestingleamcause the scientific regard
of HR practices and HR in general is faced withesalvcontradictions, some of which
have been accompanying HR functions since earhAdrmasic tension is present in the
name itself: human (centered on the individualinggrand management (control); in
other words, caring and control are both presenhis field (Legge, 1995). A further
source of tension is that HR has always had tot fighprove its own reason for
existence; from the time when this function wasleisthed, the value it brings to an
organization has always been called into quesiibese trends continue, to this day, to
define the directions for development of HR worlR Irhust always work to prove that
there is a reason for it to exist, and that important, toward senior and line managers
(Nkomo — Ensley, 1999; Farkas - Karoliny — Po6r020 Although in many
corporations, the HR manager has achieved a regpeqtosition within the company
hierarchy, and can participate in business dea@siivom a manager’s point of view HR
is generally regarded somewhat ambiguoushétSKovats, 2006). HR professionals,
then, must bear considerable burdens: how do theytify with either the humane or
the control side of their function, how do they iaele their rightful position in the
company and how do they prove that their work rsessary?

The HR Field — International and Hungarian Background

Human resources, as a profession, has over 108 pédnistory to look back on. The

first HR sections were established sometime betvi®®® and 1920. It was, primarily,

U.S. practices and scientific activities which faaslignificant impact (Staehle, 1990) on
the establishment of HR as a field; at the same,timEurope, it was primarily British

methods and experiences which had great influer@@enerally speaking, the

establishment of HR as a field was different inrguv@untry, according to the factors
below: the (1) environmental factors, such as deapgcs, relevant for each region or
country, as well as social values; (2) the shapingpmpetition strategies, including the
question of how must people contribute to competitess; (3) the development of
professional HR knowledge (Bokor et al., 2005). Ghe course of the last century, HR
as a profession has undergone continuous chandeharscope of activities belonging
to this area has also expanded considerably.

Recent studies have confirmed that internationadpanies’ practices, indeed, have an
effect on the practices of Hungarian HR profesdmrt@aroliny et al. (2005) examined
the transformation of HR practices, and compardd ftam various years to come up
with the following findings. Hungarian HR managemntinue to occupy an important
position in the company hierarchy. At foreign-ownedrporations operating in
Hungary, HR practices tend to follow European anghefican trends; Hungarian
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companies, however, lag behind considerably. Anotingfavorable trend is that
Hungarian companies have not been able to catcin uprms of human resources
development and educations expenditures. The stidpnomic competitiveness”
(Bacsi et al., 2006), providing a review of chandagng the past ten years in the case
of small and medium enterprises, did not identifyhgicant changes in the field of HR:
compensation, performance evaluation and trainiry ribt see real changes. An
analysis of management members’ professional skide did not reveal any great
developments over the past ten years.

HR Role Models and HR Managers

From the perspective of my own research, | belteeemost significant research studies
were the ones examining the role of HR and the HiRager. A review of such studies
follows. HR role models spell out what kinds of egfations the various members of an
organization have of HR professionals (Bokor et 2005). Corner — Ulrich (1996)
divided HR role models into four categories; thessegories are used, adding
Hungarian research studies to the model.

Activities are in the focus (HR professionals’ sities). Four roles are identified:
support, service, consultations and leadership K&/alLl994 in Corner — Ulrich, 1996).
According to Walker, most HR professionals sperertiost time in the first two roles;
companies, however, wish to emphasize the seconddies.

Focusing on time (how HR professionals spend thigie). Six roles are possible,
according to this approach: businessperson, drofechange, internal consultant,
strategic planner and implementer, talent managsgurce manager and cost superior
(see Schuler, 1990, for more details).

Metaphors in the focus (what identity to HR profesals attach to themselves).

Wiley’'s (1992) model belongs to this third group, which roles are differentiated

according to strategic processes, legal mattersopedational perspectives. Three to
seven roles are identified in each of these. Tle medel put forward by Bokor et al.

(2006) is one Hungarian study fitting this groughneTauthors, according to the self-
image of HR managers, were able to identify cerémblematic HR managers: parrot
(narrow focus, understands the message); mother (aerbridge between the

management and employees); enlightened ruler (haspobwer, does not change);
fighter (lives for the fight and the conflict); nranand schoolteacher (knows better what
others should be doing); guru (does it instead dfers); advisor (supports,

recommends, confirms); implementer (overburdened aperative tasks).

Value added in the focus (what value does HR ddldich’s (1997, 1998) HR business
partner model belongs to the fourth, and to thig w@st popular, group. In Ulrich’s
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model, HR must see to the following four roles, elggent on whether the main focus of
the role’s activities are strategic or operativeues, or the process or the human:
administrative expert, employee champion, stratpgitner, change agent. The human-
process dimension did not arise in a HungarianexarBokor et al., 2005); only two
compound roles could be identified.

A portion of research studies dealing with HR mamagxamine the career of an HR
professional: does a woman'’s career differ fromaam’s (Ackah — Heaton, 2003), what
career path leads to a position as HR manager y(kellGennard, 2000) and how
committed are HR professionals to their work (Snapd&redman, 2003). Studies
examining the sensemaking of HR managers utilizediffarent approach. Watson
(1995), comparing the realities of HR as well astohc about HR, uses a social
constructionist approach. What is HR, as a conclyitel or rhetorical construct?
Watson and Bargiela-Chiappini (1998) takes a simalgproach to examine how the
self-constructed messages and stories in ItalidnBaitish HR literature contribute to a
better understanding of manager’ tensions and dilasn

Having reviewed HR literature, | did not yet enctarnany study which would have
examined how HR managers experience their dayydiga what their work means to
them and how this changes for them in light oficaitsituations. Based on this review,
the research provides new findings based on theppetive of HR work.

4.3.2.2.Size and composition of the sample

Following the selection of the profession to seas my research field, the next

important step wagdetermining the sample In keeping with the traditions of

gualitative research, the sample was compiled usiitga statistical approach, but a

theoretical one; the sample is deliberately smiadl aontextually embedded (Miles —

Huberman, 1994; Bokor, 2000; Gelei, 2002). When mitng my sample | looked for

variety in terms of individual character traitsdétermined six traits and sought to

ensure variety in them:

e gender: male vs. female;

* size of company: small-medium vs. large — | hypsited that the size of the
company could influence the significance of the oamity;

« company ownership: Hungarian vs. international;

e age: 32 and under vs. 32-40 vs. 40-50 vs. 50 aed -e\experiences encountered;
career purposes may be different as age profegis@gms difficult to find HR
managers under 30, leading me to raise the “yoagg’category slightly;
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 management level: first-level HR manager vs. sectawl HR manager — |
hypothesized that there may be a correlation betwlee meaning of work and the
responsibilities of the job;

* number of subordinates: none vs. 1-5 vs. 5-10 @2Q vs. 20 or more — |
hypothesized that there may be a correlation betwlee meaning of work and the
responsibilities that come with the job.

Ultimately, the sample was the following:

Figure 11: Sample composition

Interview | Gender | Company Size| Company Age Mgmt No. of
Subject™® Ownership level employees
supervised
Bence Male Large Hungarian Under 82 Secondary 5-10
Rita Female | Small, mediump Hungarian 32-40 Primary -5 1
Léna Female | Small, medium Hungariar 32-40 Primany -5 1
Balazs Male Large International 40-50 Primary 20+
Hajnal Female | Large Internationgl 40-50 Primary  05-1
Norbert Male Small, medium International 40-50 Raign 1-5
Viktor Male Large International 40-50 Primary 10-20
Szilvia Female | Large International  40-50 Primary 5 1-
Csilla Female | Large Hungarian Over 50  Primary 10-20
Mihaly Male Large Internationgl Over 50|  Primary 6-1
Melinda Female | Large Hungarian Over50  Secondary+ 20

My research was built around non-probability sangl{Babbie, 2003); one type of
such sampling is the snowball method. This meth@dma that a target individual's
personal connections help seek out the next indaljdvho then in turn recommends a
third individual, and so on. The term snowball refe the gradually increasing size of
the sample as each person interviewed recommendsones. Whether this method
provides a representative sample may be questionédthus appropriate for use in

'8 1n an effort to protect my interview subjects,régent their data by category (and not by showlieg t
precise information obtained). Subjects’ names Hlmaen changed. Hajnal and Melinda, at the timéef t
interviews, were not working as HR managers; |ldéf@e indicated their last HR managerial position i
the table above.
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investigative research. The snowball method isulsehen examining a population
whose members are difficult to seek out otherwigasbbie, 2003; Szokolszky, 2004).

In my research, | conductedse-specific analysid examined pleasant and unpleasant
critical incidents and the effects these had on rieaning of work. In interviews
conducted with my sample of eleven individuals Iswable to identify twenty-five
cases: of these, fifteen had to do with negativeeggnces and ten were linked to
positive events.

Figure 12: Cases examined, broken down by subjects

Cases
Norhertil Bence2
Norheri2 Csilla2
Hajnall g Csilla3
Szihdal Mihalyl
§ Vikiorl E Mihaly?
Csillal B Viktor2
5 |Lenaz & [szilia2
B Bencel i Norhert3
E Melindal Notherit
Melinda2 Melindad
;E‘ Melindad |Summary |10 cases
Rital
Lénal
Balazsl
Balazs2
Summary |15 cases

As the figure above shows, a minimum of one andaximum of four case$ are
connected to each subject.

4.3.2.3.The process of data collection

The primary tool of data collection for my disséida was the set ofjualitative
interviews (Kvale, 1996) which provided an opportunity to kxp personal
experiences related to the defining events idewtiby interview subjects, as well as to
describe the individual’'s thoughts and feelingschEaterview consisted primarily of
two major focus points: first, exploring the meanimork carries for the individual and
secondly, collecting surprising and critical evewis cases which in some way —

' In my proposal, | anticipated three cases peresb| was not far off in terms of the number o$es
per person.
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positively or negatively — significantly affecteldet meaning of work as defined by the
individual. From a contentual perspective, the sdcfocus of my interviews closely
resembled narrative interviews; at the same timegntire interview itself was closer to
a thematic interview in nature (Szokolszky, 200#hich solicits data about personal
experiences related to specific subjects. The asatien revolved around a specific,
clearly defined subject: the meaning of work, iegsgonal interpretations and related
personal experiences. Interviews were structurezliret a preliminary interview

outline; at the same time, interviews varied widatcording to the specific subject’s
own experiences. | conducted interviews with subjdeelonging to my research
sample, recording each session. | used a quaétatrethodology to analyze the
verbatim transcript of the recorded interviewsodked for similar patterns and coded
these, relying on the content analysis softwaradi. | structured my analysis around
three main questions: exploring the content of nieaning of work; identifying the

change in the work meaning; looking separatelycitive reinforcing processes and
negative processes that lead the individual tebg tertain.

In qualitative interviews, data collection and datelysis is performed concurrently, in
an iterative fashion (Huberman — Miles, 1994; Makw&996). My contentual focus
evolved gradually during the data collection, asdorporated more concepts in my
study: work orientation, meaning mechanisms andnmgaschemas. Originally, | had
planned to conduct between 7 and 10 interviewsghded up conducting 14 (of these,
one subject did not have managerial responsils]itieeaning | was unable to use the
data; | interviewed one subject twice and one wuiev subject was unwilling to re-
interview with more specific topics). The cycligalocess of data collection and data
analysis lasts until theoretical saturation (GlaseBtrauss, 1967): i.e. until the point
when additional data and cases would not signifigamprove one’s understanding, or
would not enrich theoretical processes and themeframes. | believe that | have
reached this level of theoretical saturation in sayple of HR managers as far as the
study of the change in the work meaning is conakrAs a continuation, it would be
possible to expand the study to cover another samjple. non-managerial individuals
and not HR representatives. This would exceed ¢bpesof this dissertation, but might
nonetheless lead to further interesting informatadout the nature of the meaning of
work.
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Figure 13: The process of data collection

Interviews

Analysis
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| intended to conduct pilot studies with two iniew subjects. | conducted the
interviews with both subjects; then, following anitial analysis, | modified my
questions. | returned to one of my subjects to ragkmodified questions; the other
subject was unwilling to interview again, so | wasable to use that interview in my
research.

4.3.2.4.The qualitative interview

Semi-structured interviews allow the subject tolaxpand expand on their thoughts
and explicit knowledge about the particular subjatthe same time, depending on the
guestioning technique, it also becomes possibexpiore areas of implicit knowledge
(emotions, motives, interpretations). In the caksemi-structured interviews, if new
topics arise during the process of interviewingahithe researcher finds important, it is
possible to return to earlier interview subjectotlect missing data and information.
This, naturally, requires the researcher to reasy conclusions drawn up until that
point in light of the new information collected @z, 1999).

| used semi-structured interviews to collect myad&ach conversation lasted between
60 and 140 minutes, with the average duration =tw® and 80 minutes. Initially, at
the start of the interviews, or even when prepaforgthe interviews, | described the
purposes and process of my research and how | wamllorocessing the data. | asked
each subject to provide demographic data as wetifagnation about the major stages
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of their career to date. | treated the names ofintgrview subjects confidentially and
ensured that they would not be identifiable by othkater, in the quotations, | changed
their names to ensure trust and confidentiality.

Initially, the interviews focused on critical in@dts experienced by the subject: what
happened, why it happened and what the consequesmces| started my research with
two pilot interviews, which made it clear that tegpuestions are insufficient and that |
would need to add further questions to my resedrechalized that interview subjects
did not actually, explicitly, discuss their relat&hip to their work; | therefore chose to
include the following question: “What does your wanean to you?” Thus, after two
pilot interviews, the key topic of my research waade to appear more markedly in the
interviews: the meaning of work. We returned tcsthuestion several times in each
interview.

In terms of critical situations, | found that theaction of subjects varied when
responding to my questions asking them to ideratifgl relate critical situations. Some
of the subjects had more difficulty than others winrging to identify such situations; |
therefore used a number of different questions apgroaches (e.g. identifying
particularly positive and negative experiences).tdrms of the number of critical
elements: several interview subjects were unableatoe three critical situations (the
number | had originally been hoping for). Accordingwe discussed however many
they were able to identify.

| continued my research by using a question ouflivieich gradually expanded during
my research, as described above). The outlingasthed as an appendix. | considered
the questions to be a sort of menu — one that ldozrge from and one that | can add
to, depending on the particular subject | was ungsving. The questions | used during
the interviews may be categorized according tddhewing:

* questions aimed at establishing contact and negngjithe framework,

* questions aimed at demographic information,

* questions aimed at the personal definition of tleaming of work,

e Questions aimed at the critical situations,

* questions to clarify and verify,

* concluding questions.

Almost all of the interview subjects expressed rarrest in their own cases and in the
dissertation itself; | provide these to them orfee dissertation is finalized, and we will
discuss their respective cases in detail togeiscussing the cases was not something
| could endeavor to do in the time available; tisisrxot something that | was able to
channel into my dissertation.
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A verbatim transcript was prepared of each intewvierelied on help from others to
prepare these transcripts; | then compared eadsdrat with the recording of the
interview before analyzing the data.

4.3.3. Data analysis
Data analysis and data collection are closely binked are linked in the research

process iteratively. Huberman and Miles (1994) aseotable figure to describe the
process.

Figure 14: Elements of data analysis: the interactie model (source: Huberman — Miles, 1994: 429)

Dats collectian
Data reduction .

Canclusions:
draringheerifying

Data analysis incorporates three interlinked sudzgsses (Huberman—Miles, 1994;
Miles—Huberman, 1994): data reduction, data reptasen and the process of drawing
and verifying conclusions. These may precede datiteation, may take place
concurrently or may continue following the collectiof data.

Data reduction: reducing the amount of information available tigb selecting, on the
one hand, the conceptual framework and researcstiqneand, on the other hand, the
research methodology. In my research, | applied #pproach of meaning
categorization (Kvale, 1996): | grouped interview texts into caiggs, examining the
connections and links between them. | examined dbenections between various
categories and codes separately in the case ofie@chiew subject, and then | placed
any corresponding categories in separate groumdsd examined the relationships
between categories and groups. The various cagsgand groups in my research were,
thus, created based on interview texts and throlighelevant theories. This is how the
various category-groups of orientation and mectmasigere created, together with the
individual steps of the process.
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Data representation presenting the data in a structured and conderasddoh which
facilitates the drawing of conclusions. Using tloftwsare Atlas.ti, | grouped the codes
in various hierarchies and groups, and used a grappresentation of the relationships
between closely interlinked codes to come up witled, which | used primarily to
examine relationships between orientation and nmeshes. The search function of
Atlas.ti was a useful tool to that end: i.e. | vadnde to search for and call up the relevant
texts for each code and group.

In order to understand the change process, | pedpadividualcase descriptionsfor
each change processes, which contained quotes eamkdevel analysi®roken down

by code (Appendix). Processing the codes in thig faailitated the comparison of the
various cases, the classification of the cases thadidentification of relationships
between the cases. To present a summary representdtthe data, | plotted the
various steps of the processes @ummary chart (Chapter 5.3). This also depicted the
relationships between the various steps. Furthegmbiprepared aummary table
(Chapter 5.3) allowing for an easy comparison efuiarious cases. The table provides a
concise overview of the data available and wasre&tgassistance during the analytical
stage.

Drawing and validating conclusions interpreting and analyzing the data represented
and condensed. First, | assigned the meanings & t@ovarious in vivo codes which |
identified using the texts: initially, | proceededse by case; later, when comparing
codes, | conducted my analysis among the casesnVdhalyzing the relationships
between codes, | took into consideration the fiviertations listed in the literature, as
well as the mechanism types. | then linked to thieencodes found when it appeared to
be relevant. | also examined similarities and défees between the codes, combining
several codes where necessary, or taking them éped¢ded; this was done according
to the examination of the specific subjects as wsllother criteria (e.g. intrinsic or
extrinsic motives, the relationships of orientaipmechanisms).

| also created a code for the process of changerenhcollected pieces of texts having
to do with the change; | later subdivided thesesting to the steps of the process. My
use of the content analysis software Atlas.ti #sdithe recording of codes: | was able
to indicate relationships between codes in the cad@og by naming the various codes
(using numbers to create a hierarchy). | also pegpaeparate memos of the codes. As
my analysis progressed, these memos expanded] asydinderstanding of the various
codes and their relationships to one another. [Qumy analysis of the process and the
change, | was able to obtain a clearer understgnadiirthe relationships between the
various codes by examining, in detail, the speafses. | then channeled these back
into the contentual analysis of the codes.
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| identified different patterns of the change inamimg in the process of change. In my
analysis, | examined these from the perspectivesioterpretation of the situation and
the topic of the change in the work meaning, faogsin various specific phenomena in
the process. By expanding on this analysis furthems able to identify patterns from

the perspective of the frames of the change imtbrix meaning.

The table summarizing the changes allows for a cehgnsive overview of the various
groups, patterns and relationships. It also previde opportunity to identify the
frequency of the various cases, to determine homwyrgases fall under each group (e.g.
temporary or lasting change; different types ofiteripreting a situation).

| used methods of comparison and seeking out diffees as a tool of analysis and of
drawing conclusions during the process of analykiplaced special emphasis on
examining particularly striking and special casases which, for some reason, fit in no
individual group during the analysis or were implolesto group according to specific
criteria. The first memorable such case was thatiajhal. In her case, | did not code
self-esteem during the first round of coding. Ih @ther cases, | found self-esteem
codes, which made me reexamine her case agaiandifthat in the case of individuals
whose primary orientation is that of the craftmapsh like in Hajnal's case — it is
difficult to detect self-esteem: in these narragjvgelf-esteem does not appear explicitly,
only in an implicit form. As was the case when itlgmg lasting and temporary
changes, | sought out blatant and special caseshwinere out of place. | did this as
long as both groups became homogenous, and therafiffes between the groups
became greater than the differences between membirs group.

4.4. Validity: quality aspects of the research

When conducting a scientific study, it is importamensure the quality of the research.
Qualitative research schools tend to rely on catesuch as validity, reliability and
generealizability, which are employed in traditibséudies. At the same time, the
meaning of these criteria here is different, aghis method used to achieve these
purposes, than in the case of traditional reseatatiied (for more, see Gelei, 2002).
The traditional approach utilizes an end-point eysbf control (Bokor, 2000): there is
a pre-determined sample, a pre-determined measotemee-defined variables and
scales as well as statistical sampling. At the same, qualitative research places the
emphasis on the process itself. Ensuring validitg eeliability, as well as control, are
present at every phase of the research (Kvale, ;1@@6ei, 2002). This practice,
however, may be formalized to a much lesser extean is the case with traditional
research methods using a quantitative approach.
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In my dissertation, | paid special attention tovmlong a detailed overview of the
methodology applied: what steps did | take and waetics and methodological tools
did | use to reach my next conclusion. In the felloy section, | summarized what
principles | adhered to when conducting my reseaiidinese helped improve the
validity, reliability and generalizability of my search. | relied on the works of Miles —
Huberman (1994), Huberman — Miles (1994), Kvale9@)9 Maxwell (1996), Bokor
(2000) and Gelei (2002) when compiling this list.

Self-reflective attention, acceptance and raisingvearness

Prior to examining the data obtained, | recordedprgsuppositions, my emerging
understanding and schemas, so that by making thedeit, | was able to look at
the data in a more open manner. | was able to wbdew my subjects view and
understand their work and the world around thenthis respect, | was initially too
open: | did not possess the kind of solid concdpliegane (the concept of the
schema as | defined it was insufficiently delinéxtehich would have allowed me
to begin the analysis. | therefore | decided toitehe analysis with orientation,
which | opened up to mechanisms and eventuallyhto re-defined concept of
schemas, as | saw fit based on what my subjectsided.

When conducting the interviews, | consciously paitention to what influence |
myself may have had on the subjects (by condudtweginterview at a specific
venue, through anything | said or did, or through way | dressed).

| recorded my own understandings and recognitidresady during the process,
treating these as hypotheses and moving forwaid deta analysis along their lines.
At every step of the process, | examined and recbrdy dilemmas and options,
and | made conscious decisions (e.g. compiling sample, opportunities for
analyzing the data).

Tracking surprises. | encountered many surpriseésgluny research, resulting from
the exploratory methodology used. It was a surpiiseme when, following the
collection of data and the initial phase of anaysiwas unable to make progress
with my concept of the schema, and | had to beggnanalysis with the concept of
orientation. It later became clear that the conadptrientation is unable to track
changes as finely as desired: my data was charmrgidghis was not represented on
the level of orientation. | looked for a new vatalhat would be suited for the
appropriately fine tracking of the process-orierdpgroach: my data and my codes
led me to mechanisms. This was when | opened wpriew concept: the area of
work meaning mechanisms. An additional surprisenfi@r was that | was able to
apply the schema approach on a way that this wheld me to reach an entirely
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new approach. All of these were, essentially, ckangffecting the conceptual
frames and schemas of the study.

Transparency

My data is presented in a structured format, anith Wie cases elaborated, in an
appendix to the dissertation. Although the caset#ato raw data and plenty of

quotes®, they also depict interview subjects’ opinions.isThllows the reader to

look up raw data in their original context to traaky level of my conclusions.

| strove to document my research process cleardlytarmake it transparent. For
instance: | have shown how my research focus cliangehow the concept of

personal work schemas changed.

| planned for a pilot project to make my questiamsl data analysis more exact. |
described the findings of the pilot phase and daessmade based on that in the
thesis.

| paid special attention to, and covered in myig)d®w | handled contradictions or
contradictory cases.

Triangulation

| used a tape recorder when collecting my datahddigh | did not prepare the
transcripts myself, | listened to each interviewd added to the transcript where
necessary, while listening to the recordings. Itkepesearch log to record my
experiences during the interviews and while exanginiranscripts and analyzing
them. | relied, in addition to the interviews theaives, on subjects’ biographic
information.

Seeking out contradictory interpretations and exgti@ns; self-checking. |
endeavored to seek out negative and contradictasesc which went against
prevailing theories or my own presuppositions. Tivas the case with Hajnal
(described earlier), and the continuously evohiimgrpretation and significance of
the mechanisms of self-esteem and significance.aHong time, | did not attach
special significance to the latter as comparedhto ghenomenon of self-esteem,
although the literature does underscore its impedal then examined the cases
from the perspective of significance, which was wherealized the connection
between significance and the meaningfulness of wdMhen | examined
significance in these cases, it became clear tthateLéna’s first case represents an
exception, as significance did not decrease in dase in the critical situation.
Reexamining this again, | realized that HR as degssion represents for her the

18 All interview subjects agreed to the use of theesathey described in this dissertation; their rame
however, have been changed.
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possibility to help, thereby reducing significaniceher case after all. Using this
technique, my own understanding of the individuakes and the phenomena
examined was continuously enriched.

Replicating conclusions. | looked for inconsistescin the cases and between the
cases: did the individual’'s self-image and valuhange, and were any changes
temporary or lasting? By also examining valuesielfi&l self-image and orientation,
as well as the mechanism, | was able to view easle through several different
lenses. When | encountered something through ong, Ie verified it through
another, using another perspective of analysis @lhowed for cross-verification so
that |1 could examine each case from 6-8 differeerspectives, making each case
clearer and stripping it as much as possible ofredictions.

| sought out my colleagues and other experts fediiack as far as my conclusions
and analysis were concerned. | also sought outothirions of several of my
colleagues, cognitive experts and psychologistsconnection with difficulties
related to the meaning of work and when identifyiog interpreting schemas
encountered in the text. | paid special attentionaty contradicting opinions
provided by experts.

Generalizability

When compiling my sample, | strove to select aseteiht subjects as possible,
according to the criteria chosen (according to ggeder, type of organization, etc.
— for additional detail on the criteria, see satdo3.2.2). | also strove to find unique
cases, individuals who had been through major cateenges and whose career has
taken special paths; these individuals were abltsider several factors as far as
their work and the meaning of their work are conedr(e.g. Melinda). Further, |
hoped to find cases of individuals who are stiliywgoung, have only been recently
made managers and thus view their work very diffédyefrom those who have
worked as managers for 20-30 years (e.g. Bena®ove to ensure that the sample
includes someone who has only very few subordinatesvell as someone who
supervises many employees.

Maxwell (1996) differentiates between internal axdernal generalizability: in the
case of the former, the conclusions drawn may reergéized only for the entire
field or group, while in the case of the lattere tinferences may be valid beyond
that range. In Maxwell’s opinion, internal genezability is one of the strong suits
of qualitative research. Often, however, there dasreason to suppose that the
conclusions drawn from a valid qualitative studywdbnot be valid in a different
context as well.

We can differentiate between three possible levktgeneralizability: (1) valid from
the sample for an entire population; (2) valid franparticular practical context to
the level of the theory; and (3) valid from oneeagamined to a next. In the case
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of qualitative studies, it is primarily the lattsvo levels which are possible. The last

item is of interest primarily within the framework the study, while theoretical

generalizability is actually the real test externahlidity. “In this case,
generalizability means that a general theoreticaméwork is established which
may be utilized in another context as well. By dpso, these new contexts may be
understood, given certain other conditions” (Bolk&¥00:127).

e Thus, my research aims at internal generalizabiityd, by developing the
conceptual framework itself, at theoretical geneadility. | relied on the following
criteria to support the generalizability of my rasd (Bokor, 2000:128):

» A careful identification and description of the gué features of my sample, to
which | devoted an entire chapter.

* Ensuring an appropriate variance of my sample.vEn@ance of my sample was
ensured by my criteria when selecting the sampiajdwed these criteria while
collecting my sample. When compiling my sampleydwe to select as different
subjects as possible, according to the criterissehqaccording to age, gender,
type of organization, etc.).

» Providing sufficient, detailed descriptions so thithe reader may identify
conditions matching their own situation. | ensunés tthrough quotes and a
detailed elaboration of the cases. | am includimggdases in the appendix to my
dissertation, so that the reader may verify fomtbelves the validity of my
conclusions.

» Matching and linking with theories developed earliedevoted an entire chapter
to comparison with existing literature and to acdssion of new and different
conclusions.

* Providing a general description of processes aed tlesults. This is ensured
through summary chapters.

* Making the generalizable parts of the theory explithis is ensured through
summary chapters.

5. Research findings

On the basis of my research, critical events imitieg the meaning of work may be
divided into two groups. The first group consistscases which subjects characterize
with the following terms:” breaking points and siani disappointments” (case Léna
2),’that was a more serious turning point” (cased®,’that negative thing” (case
Bencel),”Here | was faced with an unpleasant ssepricase Csillal),’so that was a
negative, definitely negative thing in my life” @aMelindal). These cases all relate to
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some kind of unpleasant event or surprise. Thenskgooup consists of cases which
subjects characterize as follows:"these feedbaak® @bsolutely positive to me.” (case
Bence2),’so, to me, it was a very very pleasanprisg” (case Csilla2),”in fact, there
was just one more pleasant surprise” (case CsillaB)then came this positive
[happening] (case Melinda4),”l had a really googhexience” (case Viktor2). These
cases all relate to some kind of pleasant evestiprise. During the processing of the
data | adopted the hypothesis that there may bereifces in the effects of pleasant and
unpleasant surprises. Therefore, | went along thighabove grouping and analyzed the
effects of critical events to the meaning and megininess of work. My hypothesis
was based on George and Jones’s model (2001) whtegmut that different cognitive
activities are in keeping with positive and negatmotional reactions.

Basically, when | presented my results | followkd thanging of the process and dealt
with contentual aspects therein separately. | cliisekind of data presenting because |
found that answers to research questions closegrnngle and cannot be easily

separated. In the next paragraph | indicate whedearch question refers to which

chapter. Inter-related research questions are mhealtontarcted way.

The study of process:

* How the meaning and meaningfulness of work has gi#rfior the subjects: what
processes and steps have been involved? Whatddwoe influenced the change in
the work meaning?

» | give a summary of this process in Chapter 5.hd @ detailed presentation in
Chapter 5.1.2.

* Making a difference between the meaning and me&unimgss of work and the
study of change are dealt with in Chapter 5.3.2.

 The summarizing Chapter 5.3 deals with both conotdnand process-related
aspects.

Contentual study:
 Have the meaning and meaningfulness of work charfgedhe individual in
guestion? To what extent?

* In the research | found and processed a case iohwtemporary and lasting
change had occurred, and with no change in the woekning. In Chapter
5.1.2.6 the lasting character of change is dedlt imimore details.

* Making a difference between the meaning and me&uimess of work and the
study of change are dealt with in Chapter 5.3.2.

« What kind of patterns of change meaning can betiitksif?

» Contentual questions are dealt within the studghainge in two sub-chapters: in
Chapter 5.1.2.5 patterns are explored, whereadaptér 5.1.2.6 emphasis is put
on the lasting character of change.
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* The summarizing Chapter 5.3 deals with both conotdnand process-related
aspects.

5.1. Unpleasant surprises

In my research | found that unpleasant surprised taken a negative direction
compared to the individuals’ expectations and dskee individuals’ self-esteem. In
most cases negative surprises had also led torgehia the work meaning.

5.1.1. summary description of the process

The figure below depicts the process and the oglakiips between the various steps.

Figure 15: The change process in work meaning asresult of critical events®
Influencing factors: Reinterpreting types:
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Each critical event commenced with some kind ofnéwbat was unexpected for the
individual. Situations found to be “different” anchexpected are described in various

19 Based on the research
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ways by researchers dealing with the study of seakmg (Weick — Sutcliffe —
Obstfeld, 2005): contradiction, malfunction, suspti flustering, uncertainty,
opportunity or chaos. In my model, based on LoliB30a,b) | chose to describe this
“different” situation as surprise.

Critical events are always accompanied, to somenéxby tension, which is in keeping
with the cognitive dissonance theory proposed bstikger (2000/1962). George and
Jones (2001) pointed to the phenomenon of cognitidsonance in their model
depicting the process of schema change. When exyang critical events, individuals
strive to reduce tension to a level that is acddptto them and to reinforce their own
positive self-image and self-esteem.

As a result of the surprise, individuals recountexv in some cases they came to
question their own beliefs and expectations. Irtiligis generally wish to know, and
find reasons for, why the unexpected situation gecliand why the expected outcome
did not materialize. Several factors influenced theéividuals’ interpretation of the
unexpected situation and what meaning they givé:t@l) status and power of the
individual eliciting the surprise, (2) norms adhker® by the organization and the
individual, (3) information obtained from otherdoservations and interpretations, (4)
information obtained from others: seeking inforraatfrom others.

The tension experienced by the individual tendeedse through the change in the
interpretation of the situation and/or through arge in their situation serving to
reinforce their self-esteem and positive self-imadadividuals shifted their
interpretation of the situation in the following y& (1) reinterpreting their job; (2)
reinterpreting their tasks; (3) reinterpreting theworkplace relationships; (4)
reinterpreting their role; (5) reinterpreting the@lationship with their profession; (6)
reinterpreting their relationship to work as a -ilemain; (7) reinterpreting their
relationship with the organization; (8) reinterjmgt their own self-image. Each
individual may have experienced one or severahege types of reinterpretations — and
reinterpreting the situation was necessary in evasg to ease the tension. Webster and
Mertova (2007) also describe this when discussingva understanding and a new view
of the world (p. 73). One exception to this notisrthe case of Balazs2, which shows
that if the degree of surprise is not significanbegh to lead to some kind of change,
the individual is able to reduce the cognitive disnce within a short time and does
not need to reinterpret or redefine the situatmmla so. This is actually typical in the
lives of most people, and it is in fact reinterprgtwhich is considered extraordinary.

In approximately one-half of the cases, the diffiérgypes of reinterpretation and the
actions of the individual to realize these stegb tl® an easing of tension within the
individual. In some of these cases, reinterpretatgsulted in solutions without needing
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radical changes. In some cases, individuals desgrén easing of tensions resorted to
more radical actions to change their situationy tleé the organization or switched to a
different job within the same organization or asubsidiary. In the other half of the
cases, reinterpretation did not successfully behgut the necessary easing of tension,
meaning that the situation still carries withinfutrther potential changes, making it
unstable.

| examine the change in work meaning and the changéeliefs separately. |
approached the meaning of work from two perspestivexamining the change in
mechanisms and orientations in each case. The oagde divided into two distinct
groups according to the durability of the changengorary and unstable changes vs.
lasting and stable changes — these are the divldieg between the two groups. Both
groups include cases where the individual's belgfsut the organization changed and
where their beliefs about coworkers changed. | alale to identify cases where the
meaning of work did not change.

5.1.2. Detailed presentation of the process

5.1.2.1.A surprising event

The cases produced various surprising situatiohs. most characteristic pattern was
when individuals had a certain expectation aboukywe.g. the kind of service they are
going to give will be welcome. The role of expeitatis amply dealt with in literature
(Weick — Sutcliffe — Obstfeld, 2005).

It is worth having a closer look at individual cage see the roots of controversy. The
first group involves cases where external cond#ibad been changed unexpectedly or
more suddenly than anticipated:
* achange had been noticed in managerial expecsation
» top management did not share decision-making withdl®a management (case
Bencel),
» the general manager ended established supportitensy (case Léna2),
» processes had been standardised and five of hikbgees were dismissed (case
Norbertl)
» functions had been centralised and several of thene taken away from her
(case Hajnall)
* managerial decisions could not be tuned to theioealues:
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* her imediate manager was dismissed (case Melindal)
» the general manager ended established supportitensy (case Léna2 )
* her own position had been transferred to somemeeaid she had been offered
an other position (case Melinda2)
* she had been given a lot of extra work (case Hajnal
e unexpected negative feedback:
* negative performance evaluation (cases Norbertihét?)
» status questioned (case Csillal),
» clients did not appreciate their efforts (case$viddi, Viktorl),
» left out from social events (case Rital)

In the second group the individual experiencedwason different from the anticipated
one. The situations do not involve actual changegdfer to the differing expectations
about themselves:

* managerial responsibility was too much for her édaénal)

* managerial tension was too much for her (case a8

* reacted too sensitively to downsizing the workfofcase Melindal)

The above groupings imply that most of these ssinmgi cases can be put down to a
change in the environment or to the differing exaeans. Most of the surprises were
due to managerial decisions about organizationaradipn which all reduced the
individuals’ sense of importance: this way theyt féhat their contribution to
organizational purposes had been diminished. Amatberce of surprise for several
individuals involved managerial decisions that doabt be tuned to their set of values.
Unpleasant surprises were caused not only by mandge colleagues as well. Other
causes included formal feedback, managerial pedonos-evaluation, negative or
offending comments or reactions on work or a pergamother instance of unpleasant
surprise was caused when individuals found therasdlv a critical situation and acted
differently from the way they would have expecteai themselves.

5.1.2.2.Encountering tension

Experiencing controversies resulted in tensioniridividuals and when it had become
unpleasant they tried to ease them. These casalséndifferent occurrences of tension:

swearing, foul ,what the hell am | doing here” ,one and a halfigeaf sheer drudgery”
language (case Csillal)

"it was a stupid thing to do ", "we all went berke(case Bencel),
"how silly of me” (case Melinda3),
"they were just fired like shit” (case Melindal)
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high words and . "let’s just leave it there, alright ?” (case Haljh),
heated tone "l just hated it” (case Hajnall ),
"this battle must be fought in any way” (case @di)l

When they were telling their stories emotional tensappeared again, although these
incidents had happened one or more or even fifyeams earlier. It can also be stated
that tension in many cases had become lastingtieger longer influence on them.

"this really bugged me” (case Bencel), "there wasiae heap of wrath” ,"Bollocks!”
case Csillal ), "we got irritated” (case Bencel)i Wwas horrid, | felt really awful ”
(case Szilvial), "I felt down-trodden” (case Ritalybreaking points and
disappointments and the like” (case Léna2), "a ffaimevelation” (case Viktorl).

The range of emotions is rather wide e.g. the fean something bad, anger, wrath,
sadness and disappointment because something dithppen the way the individual
had expected. When studying upgraded tensionwbish referring back to the theory
of cognitive dissonance (Festinger, 2000/1962:B%)e, the author points out that the
intensity of dissonance changes with the degre@mpbrtance of involved factors.
Every unpleasant situation the subjects talked taban one way or another — had a
negative influence on their self-esteem or selfgemahich are very important from the
individuals’ point of view. Therefore, they try pwotect and strengthen it, as it counts as
a rather strong motivating factor (Gecas, 1991; sBo®t al., 2010) which,
understandably, justifies heated reactions dutiegrterviews.

The heated, tense nature of these situationstisefuemphasized by individuals who, in
some way or another, hadd been living in high tamdor a longer period or faced
sudden emotional upheavals which then lead toargabtential illnesses.

.l got a tumor (case Csillal),

.l gotill [...] had gastric ulcer” (case Viktorl),

»,NoOwW I'm bound to have gastric ulcer” (case Bencel)

»,My blood pressure jumped up to 170, | just felbig pressure on my chest, | couldn’t
go through the electrocardiogram examination” (cadelinda3).

All this confirms that the need to ease tension hadpecial importance for the
individuals, lest they should be harmed in some .w@grtain unpleasant incidents
induced the individuals to find an acceptable wagt twould ease tension and settle
contradictions for them.

5.1.2.3.Questioning own expectations

After being given some information some of the widlials reached the point where
they admitted questioning their own beliefs andesetations. This kind of questioning
and losing of confidence had a primary effect oeirtlself-esteem and self-image —
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more probably on those people who, in critical aians, tend to put the blame on
themselves.

“They could actually make me hesitate whether micemanagement exhibit no need
for my work in this respect, well then what thelha | doing here”(case Csillal)
“Then | really thought they might not like me at.aWlaybe I'll have to behave
differently in the future.”(case Rital)

“that wasn’t of too much use, either, and that madny of us quite uncertain”(case
Bencel)

.Because of that, | sometimes feel I'm not muliio@dl-conform. Yes, this really is a
serious problem for me now.”(case Norbert2)

One of the subjects (e.g. case Léna2), did notasayord about losing confidence.
Instead, she made a firm statement about how ghadtaeven thought about accepting
the situation and how she dashed on to changemieniiately. She insisted so firmly to
her initial expectation that she did not even cadoeldok for any supporting information
for her case — she simply put the blame on the ganand the organization. Viktorl
case was another case of this kind, so we may seppat they tend to blame others in
critical situations. In the above two cases anthi case of those who tend to blame
others in critical situations the step of questigniheir own expectations had been left
out.

5.1.2.4.Creating an explanation

Individuals in the sample collected further infotioa in their own diverse ways to

explain deviation from their expectations. Whenirigy to explain situations the

maintaining and protection of their self-esteemtlog consolidation of their own

standpoint played an important role. Individualdl bhbeen affected by several factors in
the way they interpreted unexpected situations.

The status and power of the person causing surprise

The status and power of the person causing surigres® important aspect as they affect
the way the subjects interpret the situations dmel meaning they give to them.
Wrzesniewski et al. (2003) also call attention taoistaspect. Obviously, the
interpretation of the situation is affected by slubject’'s own status and power as well.

.they said, I'm too much for this organization, their opinion, the company doesn't
need HR services of such quality, they believed’itnue professional expert, but |
should go somewhere else. Right in my face. Andltted the CEO, like okay, shall |
pack my things then?” (case Csillal)
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The above feedback came from top management, #a €asnstrued she no longer had
a place in the organization. If these comments hadn made by a subordinate
colleague, she would probably have reacted diftgren

A negative feedback from a superior has a diffeedféct from those given by other
people:

.But he honestly told me, as well, that if | cay like this, then | might have to leave
the company pretty soon.” (Case Norbert2)

In the cases of negative feedback from the supergaghs in more heavily. Naturally,
this aspect should be interpreted in the contertrgédnizational culture.

It should also be noted that these problem stomestly involved higher status
managers, which confirms that power and statusiwieigonsiderably in these cases.

Norms followed by organization and individual

Organizational and individual norms (i.e. the wagividuals would like to be treated)
both formulate the individuals’ expectations andiéhan influence on what kind of
situations are considered unexpected and how treejoabe interpreted. The following
example highlights organizational norms, customd, lzasic principles:

»,And as the headcount expanded, at one point Icedtithat they were talking about
activities | wasn'’t invited to, and | really feltigerable, why they didn’t tell me if they
had always invited me before, after all.” (caseaR}t

As for individual norms, i.e. the way individualould like to be treated the following
examples are given:

.l don't really like the, so | don't think it wasppropriate, the management approach”
(case Bencel)
.you think, how dare he criticize me” (case Csil)al

Information from others. Observations and interpretations.

Attributional theory may help when we examine haformation coming from others
affects the individual's own interpretation. Accongl to this theory individuals are
'naive scientists’ (Heider, 1958 in Forgas 200289&elley, 1967 in Forgas
2002/1985), who use available information to intetunexpected events while making
their own characteristic bias on the way. One ftypself-service bias may be observed
in the research i.e. people readily suppose that thwn attitudes, opinions, values,
behavior are practically the same as the majorgyfgudes, opinions and behavior. In
other words, they like to think that they are 'nativor similar to other human beings.
This 'false consensus’ bias (Ross, 1977 in Ford#2/A985) had come up in many
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forms during the interviews. When interpreting tlkigid of contradiction subjects
considered the case 'normal’ or 'abnormal’:

»90 it is completely normal [...] but still,” (Casedjhall)
Lthat this is the normal way of things” (Rital)

The similarity in colleagues’ or other people’s heior had surfaced in several cases:

“It's interesting, lay-offs are in the air these ylaat this company. Everyone started to
work, because everyone is frightened.”(Case No#)ert

.the people who really wanted and who were realyea they felt the exact same way,
that is, no, and | talked with them a lot aboutstlaind | saw we weren't getting
anywhere.”(case Bencel)

Quite probably, the above cases also involve péegl biases. Everybody or at least
those who they consider similar to them must belaeesimilar way. All this supports
the reinforcement of the individual’'s own self asases tension. These self-protective
biases, therefore, help individuals to maintain asifpve self-image of themselves
(Forgas, 2002/1985).

There are other solutions to be found: Rita exathiher own conduct in similar
situations and came to the following conclusion:

“and that | have a lot of activities, too, that bd't invite the director of whatever to,
‘cause | just don’'t want him to be present. Or itat adequate that he participate, and
then | could already deal with it.” (case Rital)

In each case individuals looked for self-supportingprmation or perceived the
environment to be familiar. These examples helfpeunt to strengthen their position
and — by serving as a model — they offered potealti@rnatives for finding a solution.

Information from others, seeking information from others

This group consists of cases where individuals éookor support from a highly-
esteemed manager in the organization: "l had tlokibg of the General Manager ”
case (Csillal) or when they turned to their coliessg ,the people who really wanted
and who were really able, they felt the exact sarag, that is, no, and | talked with
them a lot about this and | saw we weren’t gettingwhere.”(case Bencel).

Another group consists of cases where individuatsetd to family members: "At home
| told my husband about it and he knows that | wonéver, in any way...” (case
Szilvial),”if he (the husband) doesn’t say so, hot going to take one step ahead”
(case Hajnall). Support to ease tension came feomlyf members. All this kind of
information was directed to maintain and strengthiem positive self-image of the
individual. To sum up, we can ascertain that irdlisals in critical situations look
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specifically for that kind of information or intagtation which can strengthen their self-
esteem and positive self- image.

It had also occurred that the individual is notyeruch surprised and manages to ease
tension during the interpretation process. CaseaZ3@l demonstrates a smaller
contradiction where at first Balazs questions s @urposes and basic principles, too.
Then he goes on to argue that this is the way hdicd peace with himself and ‘fill up
his tank ’ with positive feedback , he is able @éduce cognitive dissonance on his own,
therefore, there is no need for a change. Crittalations that bring about changes
differ from case Balazs2 in that explanation ielitss not enough to ease tension — the
individual needs real change.

5.1.2.5.Reinterpretating the situation and taking action

Apart from giving an explanation, individuals wermble to ease tension by
reinterpreting and/or changing their situation. yiveere motivated by their will to

strengthen their self-esteem and positive self-Bnagan uncertain, tense situation.
Certain types of reinterpreting the situation (erginterpreting position, tasks,
relationships) may be be matched with specific $ypé job crafting highlighted by

Wrzesniewski — Dutton (2001). Compared to job angftthe most dominant factor in
the reinterpretation process is the individual'sidea self-affirmation.

Reinterpreting the job

As part of reinterpreting the situation individualéen reinterpreted their own jobs. By
“job” 1 mean the group of “work tasks and interacs” (Wrzesniewski — Dutton,
2001:179), i.e. job tasks and work relationships @&so regarded as part of the job. In
order to protect and maintain their positive sel&ge in the new situation individuals,
first of all, reinterpreted the value of their jods essence, these changes may be
identified with the type of cognitive job craftirfg/rzesniewski — Dutton, 2001).

Léna still wants to create values and supportémigw conditions.

. was still able to find my place in the first qalacement program, and understood the
economic reason behind it, but when the next yedrl[won't sniff around in people’s
files to find their soft spots, if | will, then thaill be to develop them, to help’em move
forward,” (case Léna2)

Csilla reinterpreted her job. The deputies of Glsttstd a battle against her which she
had to fight. She had to reinterpret her job, tasis relationships to be able to convince
them. She took up the fight with the support of general manager. Her job had
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become a battlefield where she had to fight anutegoret her relationship with the two
managers as well.

.But then as the CEO backed me, and said | wouldtive battle, | should do my work
accordingly, and he stood by me, then | said, olaig try.” (Csilla 1 case)

Reinterpreting the tasks

In one group of cases individuals reinterpretedr tjod tasks. By ,job tasks” | mean
“tasks represent the most basic building blockshefrelationship between employees
and the organization” (Griffin, 1987:94). In essenteinterpreting job tasks and work
relationships corresponds to the forms of job orgftvhich refers to the crafting tasks
and relationships. In the examined cases therébbed a time sequence in job shaping
l.e. in one case, tasks were reinterpreted fiesti€d_énal) and task-related relationships
came later — or vice versa: the individual reintetgd relationships first (case Csillal)
and related tasks came later.

After reinterpreting her role Léna began to shape fasks: managerial tasks were
reduced, professional tasks were increased.

“And then, also in the company, | started to folltvat, you know, to step back and
have someone else take care of the operationakmsatf the company’s management,
[...] I got more involved in the projects themselvibmt is, to deal with the human

audits, now, that was one such serious turningtgofoase Lénal)

Reinterpreting the relationships with coworkers

In another group of cases individuals reinterpretesir work relationships. By “work
relationships” | mean interactions in the job inxed (Wrzesniewski — Dutton,
2001:179). Previously, I have mentioned the timgusace in reinterpretations.
Reinterpreting a job had surfaced in a case wheeeirtdividual reinterpreted her
relationships only (case Szilvial). When doing,tkise also had to reinterpret her role
as a HR manager and ask herself what she can dxacher colleagues.

.Well, I've been doing this for quite long now, sow these things, I'm immune to
them, but in the beginning, and actually not orilg beginning, but for quite long
afterwards, so even after several years it coutd $® frustrating that a lot of people
are just plain impossible to do good to, or you 'taon the one hand, that there’s
nothing that you, as part of HR, could do that vdobié equally good for everyone, and
they won't, those who'll come to me won't be thesowho are happy about what
happened, but those, who aren’t.”(case Szilvial)

Apart from reinterpreting her job Léna went on ackie with the circle of tasks and
involved parties she is in contact with. As a resiilthis, she cut back on keeping in
touch with her solicitor and accountant.
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“have someone else take care of the operationatersaabf the company’s management,
so that he is the one to arrange for the accounkanyer, | don’t know, to keep the
office running,” (case Lénal)

Csilla also reinterpreted her relationship with twe managers: she took on fights and
supported her team as well to do so.

.90, very strong self-discipline, self-control, ddhto permanently, and artificially, keep
up my enthusiasm, | had to display to my team dikaty folks, we're fighting back.
Cause they were insulted, too, they had their phit all through me. The two deputies,
many times they talked to my people in a tonewilaat like terrible.”(case Csillal)

When finding herself in a new situation Rita reipteted her own role, her
relationships with her job and her relation to eajues. She now considered herself a
manager and fully undertook the managerial jobfirat, she strove to be liked, later —
to be acknowledged.

»In the beginning, when | was just starting outlwliR, | wanted, or | wished everyone
would love me, each one of my coworkers, and thejolmwould be so easy. [...] So |
decided the goal wasn't to make everyone like m,thee goal is to make them
recognize me, and that’ll be more than enough.’séRital)

A special case in reinterpreting relationships eew one deals with his/her superior,
which, after all, represents the closest ties viftb organization. When we earlier
referred to 'forging an explanation’ it was pointedt that the power and status of the
person who causes surprise has a great significamdes first case Norbert informed

us about the deterioration of his relationship whie manager. He reinterpreted his
relationship with his manager and also with theaaigation and decided to distance
himself from both as much as possible. This leaaliBmation from the organization and
he began to set purposes and priorities for himggtout wanting to meet either his

manager’s or the organization’s expectations. Hatedato quit and looked for a new

workplace. He searched continually but failed taifa new job.

.l was constantly trying to find a way to flee walach that | find, the appropriate, thus
not performing at the maximum, but still have s@mergy left, but in a way that | can
still sell it. Well, | would leave.[...] Yes, this fe with them. Good. Should finish
work, and then | can go home.”(case Norbertl)

In the second case he said that after a chandpe imanager’s person and getting a new
performance evaluation he committed himself todiganization and the new manager.
He reinterpreted performance criteria and from tloen he was keen on meeting
(managerial) expectations.

.Now there and then, my primary goal was to imprexg commitment.” ,| changed
my attitude. It's just that, as | see it, no mattem well | perform now, such an opinion
is hard to turn around”(case Norbert2)

Reinterpreting the role
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In some cases individuals reinterpreted their onle.rBased on Ashforth’s (2001)
definition | define role as the individual’'s perced position in the social structure of
the organization (2001). This definition puts theeadest emphasis on the structural
aspect. The perceived character of the positiorenings that perception involves the
social aspect as well (Wrzesniewski et al., 2008),other people’s expectations from
employees in a given job. Reinterpretation of thie mppeared in two distinct forms:
that of their own role and/or that of HR’s role.dase the individual reinterprets his/her
own role only and in another case reinterpretatibawn role is combined with that of
HR’s. Melinda’s case is an example for narrowingvdorole interpretation. After
reinterpreting her job, tasks and relationships dbeided against taking up tasks or
position where she would have to deal with dowmgjzpeople. She gave a new
definition to her role in the organization: she temhto switch to the areas of HR
consultancy and development where she could keépofodownsizing tasks. This
reinterpretation and her newly adopted HR role mid affect the role of HR in the
company.

.that was the point when | decided, this was anaongnt thing, that | would leave this

area and wouldn’t do the HR partner job”(case Melai)

Bence’s case is another example for a combinedergiretation of own role and HR. In
the aftermath of a gradual change within the ozmion he perceived changes in the
role of HR (and every other departments’) whickcbeld not identify with and went on
to give a new definition to the role he would hdied to fill in. He felt HR had
become merely an executive body. He, on the otaed hwanted to work in a strategic
position. He wanted to work in a HR area that hasdiative role and exerts influence
on decision-making and not to do merely implemeantasks.

“And the other thing is that | hate this type of H&e. That is, that HR would be only
about me being some sort of second-order caretakbn is told, after the great
decisions have been made, afterwards HR is toldk® care of the operational aspects
and then HR takes care of the operational asp&usl'd like to take part in decision
making, that is, being like, doing an HR where V¥éa part in the decisions. So that if |
say, we're expanding the company, then | should feeoncept, | should be able to
have a word in along what lines the company shbeléxpanded, and when | dismiss
him, then | should understand why it's done and thahouldn't just be, like, we need
to downsize now and you need to take care of thad things. “ (case Bencel)

It may also happen that change in relationshighiesto change in the organization. A
change in relationships had made Rita realize ttah then on she had become
considered a manager by her colleagues and thigyeha position is the reason why
the relation towards her had also changed. Onbr #dfis change in relation could she
really look at herself as a manager.
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~lt was somewhat later that | got to understandttbar relationship had changed, that
| was a manager now. They don’t look at me the saayeanymore, they themselves, as
a group, regard me as a part of the company’s mansnt now.”(case Rital)

Reinterpreting the relationship with profession

| identified another type of reinterpreting the uaiion i.e. when individuals
reinterpreted their relationship to the professiBase on Abbott’'s (1989) definition, |
define profession as work types. | found an examangien the individual reinterpreted
her relationship with the HR profession, formulatedew concept about it and owing to
this, eventually she found herself a new professiMealinda decided to quit HR work
and continue her career in IT. The fundamentaloeags that she no longer wanted to
fill in a position where she had to downsize peopleviously, she had worked in IT so
she decided to go back to that profession.

.l said, I'd rather leave, and then | rather optédr becoming a consultant and trying
to build an image for me as a person who would bespecialist in info-
organization”(case Melinda2)

This was followed by distancing herself from thgamization, loosening ties with it and
actively looking for another job.

Reinterpreting the relationship with work as a lifeedomain

The most significant change in the reinterpretapoomcess had been brought about by
the reinterpretation of work as a life-domain. Byoftk as a life-domain” | mean the
role work plays in our life as a distinct princigdeparated from other life-domains, e.g.
free time, studying, family. (Rosso et al., 201@plsto et al., in manuscript; Pratt et al.,
forthcoming). | found an example where the indiatueinterpreted her relationship
with work as a life-domain. She compared it to ofife-domains and formed herself a
new concept of work. Melinda’s illness made helizeathe value of her own health
and the value of time spent with her family whidtcdme more important for her than
time spent with work.

»50 What I'm saying is that it's better if a womhas other plans, too, then she can act
more low-keyed, she can settle with less. Thaf imu know what | mean, that is |
knew, that it's okay, when he offered it, that haope with it, and that's a good
feeling, you know, when you see you can cope titou know you are, well, not vain,
but maybe that's the right expression, maybe | d¢ald it, and okay, but I'm more
important than that, this, and that, and the fambwt if | could start over again, I'm
sure this is what | would change, that is, | wottidi@ke on some much. It was too much
and life’s too short for that.”(case Melinda3)

This was followed by distancing herself from thgamization, loosening ties with it and
actively looking for another job.
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Reinterpreting the relationship with the organization

When reinterpreting the new situation in certaisesaindividuals reinterpreted their
relationship with the organization. Relationshighathe organization is a special subset
in work relationships and interactions (Wrzesniewskutton, 2001:179) with a special
focus on the organization. In several cases indalgl reached the point where they
were unable to ease tension in the given conditiaitisough the steps they had taken to
reach that point were different. Bence tried tongeathe conditions.

. was still trying, | was still trying to changehings and then such a, when | got to the
moment when, like, oh, that's something | can'tng® that I, well, need to do
something no” (case Bencel)

First Léna had formed herself an acceptable rgirgéation of the new situation but

when conditions changed again and possibilitieevesided she reached that point. On
the whole she did not try to change the conditiaie simply put the blame on the

organization.

Jthis is a very dry, executive function, with noegtions asked, that is, the culture
didn’t allow for any counterarguments,”(case Léna2)

Hajnal also reached the point where she could ngdobaccept the situation. She felt
conditions in the organization could not be chandetkrestingly enough, she did not
mention any attempts of hers to reinterpret either position or the conditions. It

seemed as if she had taken organizational expeasafixed or as if any kind of

reinterpretation would have weakened the importaider position.

When individuals reached the point when they fedtytcould not change the conditions
and were unable to accept the situation, they bégafistance themselves from the
organization and loosened ties with it. At thatrppdhey became more open to offers or
started looking for work actively.

Léna became more open to an existing offer.

»And then meanwhile, they had been trying to pedsuae to leave for organization B,
for about half a year, but | felt so attached t@anization A that I, well, | didn’t really
want to leave, but by then, my scope of taskslyini@lped over into such a direction,
that | would have had to execute completely nomsermeasures, that then | said, okay
let’s try this”(case Léna2)

Bence got an offer.

.when | got to the moment when, like, oh, that'msthing | can’t change, that I, well,
need to do something now, so right then, maybe gwabe not, but something
intervened and it was right then that | receivedddfier, that is, | didn’t have to wait to
become so frustrated that no one ever would takiEeenof me anymore, after all, a
frustrated man isn't someone, so no one would warttire a frustrated man”(case
Bencel)
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Reinterpretation of relationship with the organizatin each case went along with
changing beliefs about the organization itself:iviibals thought it was not worth
working there either because they did not wantadhe& available job and/or there was
no need for what they were able or willing to offer each of these cases change was
preceded by the individuals’ perception that thes@s no point in working there
because they could not experience the key mechaniimese critical situations, which
essentially made their job meaningful.

Reinterpreting the self-image

In nearly half of the cases individuals had changselr image and beliefs about
themselves. By “self-image and beliefs” | meanwlay individuals defined themselves
at work or their work identities (Wrzesniewski — tiun, 2001: 180). | found two
different patterns for reinterpreting work identitg) Individuals redefine their existing
role and themselves in it. (2) They become alighdtem the role and commit
themselves to another role and redefine a new vwieritity accordingly.

According to one typical pattern, the individuadeéines his/her existing role and

themselves in it. Typically, one characteristicstloé role become more emphasized
than before. Case Bencel, may serve as an exaangdl@d. He realized that in fact he
would like to be in a responsible, leading HR posit His belief about himself had

changed i.e. how much responsibility he was willingake.

.90 this was the negative thing that reassured Ina¢ what | need is to be able to make
decisions and | do assume responsibility for thdeeisions and | really try to be a

strategic partner, not just someone whom an assisédls, and that wasn’t meant to be
an offense against assistants, that I'd look dowrassistants or so, but | do think this
isn't the way things should’'ve happened’(case Béhce

Case Lénaz2 is another example for this patterrritka situation made her realize that
in fact she would have liked to be in a developapporting HR position where certain
functions are excluded.

According to another typical pattern, individualscbme alienated or distanced from
their role, commit themselves to another role agfthe their work identity accordingly.
Case Melindal may serve as a good example forithitye new situation she realized
she was too sensitive to do the tasks of her poséig. downsizing, therefore, instead
of a role in human partnership she would prefedi@ as a HR developer.

,S0 still, maybe | invested much too much emotiothis thing, but that was the point
when | said | wouldn’t take an HR partner managgob, particularly not under a
manager like that” .(Melinda 1 case)

Another example for this pattern is case Lénaliteal situation made her realize that
she could no longer reconcile company leadershipb WR work and in fact she would
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rather be a HR professional and not a CIO. From tireshe had considered herself a
HR professional and not a CIO or a businesswoman.

When giving an overview of the phenomena of reprieling a new situation we can
conclude that individuals had to deal with one e types of reinterpretation in each
specific case which proved to be a requisite tocedension in each case. An exception
to this is case Balazs2 which shows that if suepissnot so great, the individual can
reduce cognitive dissonance in a short time byngién explanation to the situation and
there is no need for further redefinition. This myde is an important counterpoint
because it happens more often in everyday lifeemi@interpretation is rare, unique and
memorable.

5.1.2.6.Change in beliefs, values and in the work meaning

In this chapter | deal with another aspect of cleamdy primary purpose was to identify
the lasting character of change in the work meanitsgstability or mutability, the
content of work meaning and the directions of cle&hgith an added emphasis on how
beliefs and values change.

Beliefs and values as sources of the meaning amdhingfulness of work and values as
elements of mechanisms had great significanceemebearch for the meaning of work.
(Rosso et al., 2010:96). Drawing on the study omB@970:2), by “belief” | mean a
perception of a relationship between two things between something and its
characteristics. In the present research the commdepalues” is used in the following
sense: ,broad tendency to prefer certain statesffalirs over others” (Hofstede,
1980:19). | approached the meaning of work from &mgles: | examined the change in
mechanisms and the change in orientation in theifspeases.

As we have already mentioned the common elemertioth critical incidents and
surprising cases is that the individual could nqiegience the mechanism which gave
meaning and meaningfulness to their work — or éfytisould, only in a limited degree.
These limited experiences always threatened théiymself-image and self-esteem,
which accumulated considerable tension. In reactmrihese situations individuals
chose actions and interpretations that would s#reg self-esteem and positive self-

D increase=greater degree of experience, decreaas#lesdegree of experience
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image. According to the permanency of changes ceaasbe put into two clearly

distinct groups: temporary changes and lasting gbsinA characteristic feature of
temporary changes (in 6 cases) is that the meafimgork changes only temporarily,

for a shorter or longer period of time. In the sasé lasting change (in 8 cases) the
meaning of work goes through lasting change.

Another grouping of cases refers to whether they ir@ught about stable or unstable
change for the individual. In half of the cases §ircases) individuals were able to
reduce tension by various types of reinterpretatiand actions aimed to materialize
them, which then resulted in lasting change. In esavh these cases (in 3 cases)
reinterpretation resulted in a solution without tieed for radical change. Talking about
reducing tension one of the subjects said 'so Wes settled then’ (case Rital) — this
way reinterpretation made the situation acceptédider. In some of the cases where
reducing tension had been involved (in 5 casesemaxical steps were taken: quitting
the organization, switching to another positionhwitthe same organization or in a
subsidiary company. In the other half of the cgge$ cases) reinterpretation had not
brought about an acceptable solution, therefore sttuation bears further potential for
change i.e. it remains unstable.

5.1.2.6.1. Temporary and unstable change in the work meaning

Nearly half of the cases may be put in this grotigdgses). Typically, the meaning of
work changes only for a shorter/longer period ohei The common feature in

temporary and unstable changes is that the indnsdibeliefs had changed but at the
same time their values and beliefs about themsebmgained intact. Another common

feature is that cognitive dissonance is sustaingdan be followed clearly in Norbert’s

cases. It seems, that the explanation that malesrtianization/manager responsible
and denies Norbert’'s own responsibility and the thia¢ does assume responsibility and
commitment — prevail simultaneously, and thus irdtension and create cognitive
dissonance. Consequently, it cannot be statedthesme had been a real change in
Norbert's case since both conditions can be natéieasame time in his story.

As beliefs are concerned individuals had changed theliefs about job and/or tasks
and/or work relationships. On the basis of chamgeeliefs we can identify two further
sub-groups: beliefs about the organization ancetselibout colleagues. In the first case
surprise for the individual was caused by the gdneanager , division manager or the
HR manager (in the case of second level HR manpdetsing the reinterpretation
process of the surprising situation the individgalanged his/her belief about the
manager or the organization. Here | would referkiacthe significance of the power
and status of the person who causes surpriseelesetond case surprise is caused by a
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smaller or larger group of colleagues and not tgesor. Under the influence of the
surprise situation the individual changed his/redrdh about colleagues.

Change in beliefs about the organization

In this group of cases individuals thought it wat worth working in the company

either because they did not want to do the demanadekl and/or there was no need for
what they were able or willing to offer. Norbertight it was not worth performing

well because his superior or organization did mpgtreciate his efforts. He reinterpreted
his relation towards the organization by distandinmgself from it and looked at it as a
source of income until he found an other workplace.

.l was constantly trying to find a way to flee walach that | find, the appropriate, thus
not performing at the maximum, but still have s@mergy left, but in a way that | can
still sell it. Well, | would leave.[...] Yes, this ime with them. Good. Should finish
work, and then | can go home.” “Until then it's jus living, or there’s no other
ground, I've been looking and applying for variopssitions all the time.”(Case
Norbertl)

As a common feature we can identify the fact tha@ach case it was the manager who
initiated, said or did something surprising or dting which then made the individual
change his/her belief about the manager and thenaragtion as well. Apart from other
factorts, this change affected two mechanismsmnbehanism of significance and the
mechanism of self-esteem which individuals couldegzience in a limited degree only
when they found themselves in surprising situati@bjects in this group were unable
to experience the key mechanism in a degree theydwmave liked after the change.
Therefore, the change brought a relatively unstadkition for them which still
included tension and a potential for another chahigebert’s first and second case and
Hajnal's first case belong to this group where ¢hé& a continuing element of
uncertainty, transition and unstability in the widuals’ stories. This comes across quite
clearly in Hajnal’s following words:

»50, but this really is still in the process of tag§ shape, pretty much. We'll have to see.
Might well happen that the next day, | get entibgdsome job opportunity, what do |
know. But, but then it really needs to be an exgitbne”(Case Hajnall)

or as Norbert put it:

And what also plays a role is that later, | woukklto start some sort of own business.
Stand on my own two feet. | realized that this waark in the long run, | won’t work
for this company in the long run. | will have tdheir become self-employed or start up
something new using my own resources.(Case Nojbert2

Change in beliefs about coworkers
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In this group of cases individuals had learned thatertain conditions there was no
point in expecting appreciation from colleagues.cémmon feature here is that
individuals expected that their work would have sokind of positive effect on the
organization and they would get some kind of rewardappreciation from their
colleagues. Szilvia expected her help and extr&kwmwmibe appreciated, Viktor thought
they would accept his arguments for the allocatbrbonuses and Csilla hoped she
would be thanked for her work, her area of work hadpersonal significance would be
appreciated.

It can also be seen that individuals had not reckihe expected appreciation for years
or in some cases they had even been attacked.idtepeen carrying on tension for a
longer time until the situation changed: eitherytapparently accepted the situation or,
eventually, conditions had changed. Szilvia toddrger time to accept the situation.

.Well, I've been doing this for quite long now, sow these things, I'm immune to
them, but in the beginning, and actually not orilg beginning, but for quite long
afterwards, so even after several years it coudd $® frustrating that a lot of people
are just plain impossible to do good to, or you 'taon the one hand, that there’s
nothing that you, as part of HR, could do that vdobké equally good for everyone, and
they won't, those who’ll come to me won't be thesowho are happy about what
happened, but those, who aren’t.”(Case Szilvial)

Viktor also talked about a longer period:

“As | said, insofar as I'm trying to be more tolera or at least acquiesce and accept
that certain people hold different values than | dad that | have to respect that, to
acquiesce, and maybe even resort to making useaffar all, that must obviously have
an important role in their motivation. So if someas motivated by having a bigger
and fancier car, if this under certain conditior®) the other side, you know, | as a,
have to ensure the consistence and transparenbgra#fits within the company, but if
they are motivated by having this brand of car east of that brand, and this big

instead of that small, well then okay, | acquieskien this is important to them and this
is what I'll have to provide to them, because thisvhat they are motivated by. Fifteen
years ago, | couldn’t have accepted that this i@ ltlkings work. Now | can accept that
this is the way it is. This.” (Case Viktorl)

Viktor's words still bear a kind of hidden tensiotite several uses of “have to’s”
indicate that after so many years he still has bben able to accept this situation.
Although he says he tries to be more tolerant, fiilowing quotation includes
contradictioning approaches (“I'm already over tpatt, so I, I'm not completely over
it”).
“l was taken aback by this thing so badly, thatdsiike okay, | have to go home now, |
couldn't, that is, | just got stomach cramps anki mbw I'm already over that part, so I,
I’'m not completely over it, so, for example at tmanagement training I've just told

you about, what the various role plays and disaussirevealed was that | have a
certain system of values, which is very importaninie, and | come across as a very
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tolerant, friendly and nice person, exactly as l@aggl don't feel that someone’s about
to tread on those values. And then | see red atl &tting like a madman. So, it seems
| still don't have this thing perfectly under cooltrand, by the way, | might actually not

even want to, so maybe | don’t always want to actidp with a dispassionate, calm

smile, when things that | consider important, likespect, openness, cooperation,
responsibility, when | see that someone practicigihores these, maybe even ridicules
them, treads on them, and consequently, treadeenfellow men. Even today, | find it

hard to tolerate something like this, but still rhemuch better than 15 years

ago.”(Case Viktorl)

Viktor and Csilla talked about heated fights wittlleagues to convince them. Szilvia
did not mention such an instance.

.Well, for example, in the beginning, | had a Idtdisputes concerning, for instance,
company cars, like what size of car we need and whaneed it for and what it means,
that car, that it's a status symbol, and that | deecar of this size, or a car like this or
that” (Case Viktorl)

.50, very strong self-discipline, self-control, ddhto permanently, and artificially, keep
up my enthusiasm, | had to display to my team d¢kay folks, we're fighting back.”
(case Csillal)

Csilla was lucky because conditions had changed stv&l managed to convince
colleagues by her perseverance.

-and then after a while they somehow got it that guite good, after all, to have such
high-quality HR in place. And then after one anldadf years of many-many truly cruel
conflicts, all at once they told me, they came ¢éoata celebration, and apologized for
those one and a half years. And that now theyas®kthey really need me, and | should
please forgive them, they truly appreciate me, ktd have a drink, and they gave
hugs and kisses, and everything’s been fine emeesi(case Csillal)

In the cases of Viktor and Szilvia the feeling a€k remained, the expected effect or
appreciation were absent, which would have beeig@ifisant factor in their self-
esteem. Szilvia and Viktor reacted differently bistlack of appreciation. Szilvia also
said it caused tension to her but did not mentignchanges she had made to reduce it.

“how can people have so much malice, and then tivene a couple similar incidents,
so I've been toughened by now, but this really weas much. | can see it on my
colleagues, who are much younger than | am, and mgvassistant here, and earlier,
too, that they experience this sooner or latert §es, there’'s so much malice coming
back to us from people, 'cause you know, it's wamy rare that they’d come and say
‘thank you’, there are some, but that's the rarseaWhen it affects a lot, say, a lot of
people from the shop floor, then that's the raree;ebut if someone ever happens to not
like something, and then they even suspect sonmefsdisguised intention, now we're
quite sure to hear about that, and that can hurveoy-very badly, so these can be so
frustrating each time.” (case Szilvial)

As we could note in his previously quoted words t¥ikhad to endure a continuing
sense of lack and tension which is obvious fromnttaay uses of “have to’s” and the
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reference to a painful discovery. All this confirtiet this change had brought only a
temporary and relatively unstable solution.

“And then it was rather painful to realize that shis not really the way it is, so no, if |
can achieve results and induce changes, if | carthdd with certain people, that's
already the sort of success you have to be extyehagdpy about. But with a relatively
large group of, say, 150 people, that | could braigput relatively remarkable changes
in how they think about what a person’s tasks arehow a workplace community or
any other community functions, how one should ldaimdividual and community
interests, what responsibility and commitment meath that, | really don't feel as if |
had achieved truly serious results in the past Lb6years.”(case Viktorl)

Therefore, he looked for a job where he would He tlbbmake the desired changes.

»20 the point is, what I'm trying to say is thavé already had one such impetus before,
that here | come and save the world, right theappened to start working for a
government body, which lasted full two weeks attugye So what emerged there was,
once again, that the world is not exactly ready#b redeemed by me, so thank God it
turned out pretty quickly there, so this misunderding, we cleared it up at once, and
then | left, too, a.s.a.p. So this, it seems toel@rning in, say, 10-year cycles, that is, |
expect the next such wave of inspiration of mirertive around 20xx.”(case Viktorl)

All the above three changes may be considered hiestue to a fortunate change in
external conditions Csilla’s situation had becontable i.e cognitive dissonace
disappeared. Szilvia and Viktor still carry on aymag degree of cognitive dissonance
and unstability at the same time. We can see naivftr these individuals the most
difficult thing to accept is the lack of apprecaatiof their work and that their colleagues
do not give them the appreciation they expect irtage situations. Each of them

thought it fundamentally important to exert infleenon others: either by supporting
them or by making changes in organizational or gk levels. Significance

mechanism involves the individual trying to achieWes key purpose. | deal with

significance mechanism in detail in a later chaptérmy dissertation, under the
summarising Chapter 5.3.

5.1.2.6.2. Lasting and stable change in the work meaning

Another, larger group of the cases (8 cases) reptéasting change in the meaning and
meaningfulness of work. Here we can see the lastimghge in mechanisms and
orientations: one mechanism or orientation had lggeen a higher value, whereas an
other one had become less important. The commduoréeave may identify is that in

every case there had been a change in the indIsidogliefs and sets of values and
their self-image, beliefs, self-definition, i.e. woidentity had changed as well. The
change in self-image reflects the lasting and stalature of change. In the case of
beliefs we may identify a greater degree of chartban in the cases of
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temporary/unstable change. Apart from changingebehlbout job, work tasks and work
relationships individuals also changed their bsligbout their role in the organization,
about their profession or about work as a life-dimma

On the basis of change in beliefs we may identifgther three sub-groups: individuals
changed their beliefs about the organization or dbeorkers or about themselves.
Change in belief about the organizationhad been preceeded by an instance when
surprise was caused by the general manager, divisibead of department or a head of
HR (in the case of second level HR managers) amdhttividual changed his/her belief
about the manager or the organization after they teanterpreted the surprising
situation. (See case Bencel, Léna2 and in Melincisss). In these cases change had
always been preceeded by the individuals’ percgitiiat there was no point in working
there because they could not experience the keyanem in these critical situations,
which essentially made their job meaningful. Whedividuals reached the point when
they felt they could not change conditions and werable to accept the situation, they
began to distance themselves from the organizatr@hloosened ties with it. At that
point they became more open to offers or startedihg for work actively and got
themselves an other job or position.

In the case ofthange in belief about coworkerssurprise was not caused by the
superior but by a smaller or larger group of caless and the individual changed
his/her belief about colleagues. After the surpgssituation had come about the
individual’s relationship to colleagues had changeda’s first case belongs to this

group.

Among cases with lasting change we can find onerevireividualschanged beliefs
about themselvesonly and not about their manager or colleaguesiedihe influence
of the critical situation they evaluated and chahgeorities and thus changed work
identity as well. The first cases of Léna and Baldelong here.

5.1.2.6.3. No change in the work meaning

There was one case where no change could be igenfifor Balazs meaningfulness of
work basically involves reaching purposes, impletimgn changes and getting
appreciated for it by other people or by himselal&s2 case shows a contradiction
where he questions his purposes and basic priscifge and argues that for him this is
the way to find peace with himself, and he cansggiport from positive feedback. This
argument enables him to reduce cognitive dissonaadee does not need a change to
that end. If we compare this case with Balazs'schse, the latter involves a bigger
contradiction i.e. purposes and basic principlesrar longer compatible, Balazs has to
make a choice between the two. He gives priorityptwposes and modifies basic
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principles in order to reduce tension incurred logrdtive dissonance. Baldzs2 case
shows a situation where the degree of surprisetism great that it should lead to some
kind of change, cognitive dissonance can be redsbedly by an explanation suited to
the situation. Balazs (case Balazs2) did not rganée his situation — no change was
involved.

5.2. Pleasant surprises

Another large group of changes involves pleasarirses. Pleasant surprises diverge
in a positive direction from the individuals’ expations: in seven out of ten cases they
increased the individuals’ self-esteem and leaa ¢bange in meaning. In this chapter |
am primarily concerned with effects made by pleasamprises as compared to those
incurred by unpleasant surprises with the main exsighon differences, i.e. | deal with
differences in more detail. Before the more dethdealysis | give a brief summary of
the specific elements of the process. Three ofetledmments show a greater deviation
from negative cases, they are closely related amdliaked together by the same
triangle in the figure (see Chapter 5.1.1) whicbve reinterpretation of the situation,
change in beliefs and values and - as a consequetitange in the work meaning. |
examine these elements in detail in two sub-chaggamilarly to chapters dealing with
unpleasant surprises).

In the cases of positive surprises there was onéyinstance for tension and only one
case where own expectations and beliefs had beestigned. In cases where surprise
lead to changes individuals probably questioned theectations as well but they had
not mentioned it in their stories.

Individuals usually would like to know, search feasons why the unexpected situation
had come about instead of the anticipated oneositipe situations they were not very
keen to know who was responsible for what had haggerather, they were primarily
involved in how to interpret what had happenedmiost cases pleasant surprises were
interpreted as positive feedback and affirmatioasés Mihalyl, Mihaly2, Viktor2,
Bence2, Szilvia2). Csilla’s positive cases are vamjilar to these: for her, positive
surprises meant value judgement and affirmationllé2s Csilla3). There are different
cases too where surprise did not change the ingisd self-esteem, either because he
felt ambivalence about the situation (Norbert3, éot4) or because she thought the
appreiciation she received was not realistic (Mizi).

Under the influence of positive surprise they cleghthe interpretation of their situation
in several cases (in 7 cases) without changing thesition (they did not quit the
organization). Similarly to the unpleasant siuatiomeinterpretation leads to the
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reinforcement of positive self-esteem and self-immagNearly each type of
reinterpretation can be found in positive casesels There was one exception: (6) The
reinterpretation of the relationship of work asfa-lomain — refers to so many aspects
of life that it is probably quite rare — even irgaéive cases, there were not positive case
for it in the sample. At the same time, we miglsioafind an example for it in cases of
pleasant surprise.

Similarly to the approach to negative cases | gethl the change in the work meaning
and the change in beliefs separately. Positivescas®y be clearly divided into two
groups: changes were made (all stable and lastingd changes were made. In positive
cases there were no examples for unstable or tempohange and probably they are
rather unlikely because pleasant surprises causeth hess cognitive dissonance. This
is confirmed by a lower level of tension, easingsten took shorter time, cases became
shorter, subjects did not have much to say abartlsubjects are, and have always
been more concerned with negative cases. The rdasdims is probably that they did
not consider pleasant surprise as a threat tcesetem.

5.2.1. Reinterpreting the situation and taking action

In several (seven) cases unexpected positive serprade individuals reinterpret their
work identity, self-image and it reinforced theielfseteem. Interestingly, several
subjects linked positive cases together and gasmn tthe same interpretation. (Csilla,
Mihaly, which is four cases out of ten), while witiegative cases it was only Szilvia
who gave similar explanations to her negative sitna (I processesed one, which is
one case out of fourteen).

The following types of reinterpretation can be ifged: (1) Reinterpretation of job, (2)
Reinterpretation of tasks, (3) Reinterpretation refationships with coworkers, (4)
Reinterpretation of role, (5) Reinterpretation dlationship with profession, (7)
Reinterpretation of relationship with organizatidB) Reinterpretation of self-image.
Let us examine in sequence what are the differemtethese reinterpretations as
compared to those referring to unpleasant cases:

(1) Reinterpretation of job, (2) Reinterpretation d tasks, (3) Reinterpretation of
relationships with coworkers.

In these types of reinterpretation cases indivislusldertook extra tasks that originally
did not belong to their job. In several cases thigjht be explained by their

determination to prove their skills to a trustingpsrior (cases Csilla2, Csilla3, Bence2
), in one case the individual wanted to reach hepgse (which, for her, equals with the
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meaningfulness of work) (case Szilvia2). An impottadifference here is that
individuals undertook extra tasks by themselvegheir own initiative, and not in order
to reduce tensions of cognitive dissonance whighima could be considered a pressing
matter.

(4) Reinterpretation of role.

Pleasant surprises lead to changes in the maggfritgses (seven out of ten): individuals
reinterpreted their own role or HR’s role, whiletire negative cases reinterpretation of
role lead to change in eight out of fifteen casberefore, there is some difference in
proportions in negative and in positive cases. difference in positive cases lies in the
direction. In negative cases individuals can nentdy with their own role or HR’s role
and that is why they decide to quit: HR partnersbip (case Melindal), implementing
role, downsizing HR role (case Léna2), implementiolg (case Bencel), and these
were all instances where the individuals changed tteliefs about the organization as
well. In cases where the individuals’ beliefs abthé organization did not change —
both directions can be noted: distancing and augjtor approaching and undertaking.
For example Léna (casel) was unable to identifis Wwér existing role: she could much
better identify with the role of an HR expert. llositive cases there is a marked
direction of approaching, undertaking, commitmebistancing and quitting do not
appear.

(7) Reinterpretation of relationship with the orgarization

The difference between the two main groups of $seprlies again in the direction of
reinterpretations. Instead of distancing, ther @ive to commitment. As an interesting
difference we may note that in the majority of negacases reasons were linked to the
organization and more people beacame distanceditbed|the organization, (eight out
of fifteen cases). In cases of positive surprisepprtionally, we find much fewer cases
(one out of ten cases) where the individual linkeel situation to the organization and
under the influence of the situation actually comteci himself to the organization
(Bence2).

(8) Reinterpretation of self-image.

Among the cases of unpleasant surprises | found diff@rent patterns for the

reinterpretation of work identity: (1) individualeinterpret their existing role and
themselves in it, (2) individuals become alienatistanced from their role and commit
themselves to an other role and redefine work ideatcordingly. In cases of pleasant
surprise the first pattern can also be found: ftljviduals reinterpret their existing role
and themselves in it. There is no example for tineropattern: in accordance with the
reinterpreting the role and the relationship witigamization — the reinterpreting the
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work identity also strengthens commitment to thle.r&xamples for this are the cases
of Mihalyl and Mihaly2 where the individual reinéad himself by thinking that
positive feedback also referred to decisions herhade in the past, (although it could
not have been a conscious effort on his part agshtould not be foreseen clearly at an
earlier time). Under the influence of positive fbadk Mihdly strengthened more and
more his work identity as a HR professional andstileconsiders himself a successful
man i.e. a successful HR professional. Similarlg, had become more and more
committed to the role of a HR manager.

.90 | can say, | can really say that | don’t regrdiat back then, when HR, when it
turned out like this, that | went with the flow fomhile, ‘cause when they put me there,
to head the financial department, | didn't know tthavould pretty quickly, say, be
reassigned to HR, or more accurately, that HR wdédeassigned to me. This wasn’t
the result of conscious planning. [...] So it's pyesiure that if | had stuck with any
other position, any previous position of mine, aad taken this path [HR], then, then |
couldn’t, couldn’t possibly call myself a, well ceessful man, whatever has happened”
(case Mihalyl)

Another example for the above instance is caseovZkiwhere the individual identified

positive feedback with both himself and his rolg. #is, he reinforced himself and
thought it was worth supporting his colleagues aeeeloper HR manager, therefore,
he became more committed to the role of a develdpemanager.

5.2.2. Change in beliefs, values and change in the work raeing

Positive cases may be divided into two distinctug depending on whether any
changes were involved (all lasting and stable ceangr no changes were involved. As
| have mentioned earlier we did not identify ungtadnd temporary changes in positive
cases and probably it would be impossible.

Positive cases which show the lasting change inwtbek meaning have the same

characteristics as negative cases — in this resyedid not find differences. In the case
of lasting changes we can see the changing of mesha and orientations: one

mechanism or orientation had become more valuetevani other one had become less
important. As a common feature we may identify aclecase a change the individuals’
beliefs and sets of values, their self-image, Eeldout themselves, self-definition i.e.

work identity. The difference is that change ini&letloes not concern colleagues or the
organization but, mostly, themselves.

There are instances of no change even among posiises. In the case of unpleasant
surprise we saw that if it does not go beyond theividuals’s expectation, the
individual can reduce cognitive dissonance withoeéding a change. In the case of
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pleasant surprise change is absent when the in@ilgdgnore the potential for positive
reinforcement offered by reinterpretation. | hawairfd several examples for this.
Norbert (cases 3, 4) reacted to surprising positeerback by bringing up earlier,
personally painful negative feedback. Melinda (cabe reacted to instances of
surprising, positive feedback by making some kifalgections against each one. In
none of these cases did the individual interprer@gal or positive feedback in a way
that would have given more meaningfulness or siggmice to their work and by which
their self-esteem could have grown.

In sum, | encountered the following differencesampared to unpleasant surprises. In
positive cases, cognitive dissonance was far lotids:is evinced by the lower level of
tension and by the fact that individuals were dblease the tension more quickly. In
the majority of cases (in seven cases), individualsved pleasant surprises as
reinforcing them and shifting their own self-imaigea positive direction as a result.
Lasting changes were accompanied by various reietions which represented all
types, except the reinterpretation of work as e-dibmain. As a result of positive
surprises, the individuals voluntarily took on admfial, new tasks and became more
committed to the organization, their role and theofession. Pleasant surprises either
brought about lasting change or did not lead tangbal did not encounter temporary
changes. Pleasant surprises led to no changes whenindividuals ignored
interpretation possibilities to reinforce theirfse$teem inherent in the situation.

5.3. Summarizing the changes in work meaning

In the previous chapter, | have reviewed the chargeess of work meaning and its
various sub-types. In this chapter, the categmidbe reinterpretation of the situation
are compared with the change in work meaning, db ageconclusions drawn from
pleasant unpleasant surprises.

The figure below depicts the categories of thetegpretation of the situation with the
change in work meaning.
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5.3.1. The durability, permanence and extent of the change

We may conclude that in response to surprisingasdos, the individual tends to
reinterpret several factors related to their workl &ituation — and, as a result, the
meaning and meaningfulness of their work also ceanghey formulate a new opinion
and belief of these reinterpreted factors. In theecof temporary and unstable changes,
this reinterpretation and change in beliefs hadidowith the individual's job, tasks,
workplace relationships and their relationship wikie organization. In the case of
lasting and stable changes, the individual alsaotegireted their beliefs about
themselves and, at the same time, also redefirdrtie within the organization or the
role that their profession or work plays as an intgget component of their life. All of
these indicate an ever-greater rethinking and nejanges in the life of the individual.

Lasting changes only occurred if the individualnterpreted their beliefs about
themselves and the role they hold in the orgammatt did not lead to lasting changes
if the individual was unable to identify with thethanging role (case of Viktorl), had
an ambivalent relationship with the manager (cas®&arbert??) and thus did not
rethink their work identity or were unable to idéntvith it (case of Csillal). The case
of Melinda — who also reconsidered relationshighviier profession and work as a life-
domain — is worth looking at in greater depth. br harrative (case of Melinda2 and
Melinda3), she did not touch on a reconsideratiimeo role within the organization. At
the same time, reconsidering her new professiontlaadignificance of her work was
accompanied by a reconsideration of her tasksajabrole, accepting a more or less
radical change in these. Melinda did not discussehaspects of the change; it is
conceivable that she thought this to be self-exaitany.

In the case of temporary and unstable changes,awetlsat individuals — to varying

degrees — were unable to experience in their wadgpmechanisms which would have
imbued their work with a sense of meaning and &ance. This led to a drop in the
significance they made of their work and of thalf-®steem. One feature common to
all temporary and unstable cases is that the degndissonance continues to be
present: in the narratives recounted by the indiaisl this cognitive dissonance is

2 This case is in conflict with the way Norbert imteets pleasant surprise (cases Norbert3, 4).ifn th
case, following the new boss’s performance evalnathe talks about commitment and taking
responsibility. When we analyse cases Norbert3Nomthert4, it seems that blaming management and the
organization and at the same time refusing his msgponsibility lives side by side with his commitme
and taking responsibility. These two approachedraditt each-other and cause cognitive dissonance
Therefore, we cannot say that change had happendibribert's case because both conditions can be
detected in his story. In fact, he has an ambival#itude towards his manager and organization.
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characterized by contradictions and tension. In ¢hse of temporary changes, the
mechanisms changed, but the orientations did nate® on all of this, we may
conclude that temporary changes are indicated rmpogeisely by the change in the
mechanisms; in fact, a negative change in the nmsing clearly indicates as much, as
the figure shows. Lasting changes brought abouhgém in both the mechanisms as
well as the orientations.

5.3.2. Self-esteem and significance: the meaningfulnesswbrk

Among the various mechanisms, two play more pronineles: self-esteem and

significance. We have already discussed self-estésra result of unpleasant surprises,
individuals feel their self-esteem may be in dandkey felt themselves to be less
important and less valuable and lost their conftgerBy transforming the situation

and/or their interpretation of their situation, ith@urpose was to reaffirm their own self-

esteem and their positive self-image. Cases innglyleasant surprises are similar as
far as the interpretation of the situation is coned: individuals tended to use their
interpretation to reinforce their self-confidencalgositive self-image.

So far, we have not dealt with the role of sigmifice, although it is similarly critical
and is, like self-esteem, generalizable for alle Thechanism-category purpose shows
that work may acquire a sense of significance siglhaving a purpose (Rosso et al.,
2010). Among philosophers, it was primarily Fra(k®88/1946) who emphasized the
significance of purpose in the life of the indivaduin Frankl’'s view, no human being
could survive for long without purposes — purposes simply that fundamental.
Researchers differentiate among a broad spectrymurpioses: from intrinsic purposes
and motivations all the way to extrinsic or spigily motivated purposes (Rosso et al.,
2010). In the cases examined, we saw that eachididil had some distinct purpose
which they were hoping to reach and experiences, @ssentially, provided the primary
meaningfulness of work. Each of these purposemisctuality, related to a specific
mechanism. For Rita, the meaningfulness of work prasided primarily by amicable
personal relations (interpersonal connectednesshanem); for Melinda, this was
coping with difficult tasks, proving herself and cseeding (competence-proving
mechanism); for Léna, it was helping and servirtget (perceived impact — service
mechanism). We were able to identify similarly fantental purposes for each
individual. We also saw that surprising situatiofts, the most part, posed a threat to
experiencing these purposes. That is why indivels@idove to create a situation that is
more favorable to them and that would allow themexperience their purpose, by
formulating a new, different interpretation andrthgorking to realize it through their
actions. When their own personal purpose was imat@ble with that of the
organization, they left their workplace.
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We encountered two examples where the individugeegnced such far-reaching
changes in their lives that it changed their fundatal purposes. In the case of Rita
(case 1), her desire at amicable personal reldtipss(interpersonal connectedness
mechanism) was replaced by a desire at recognfieli-esteem mechanism). In the
case of Melinda (case 3), coping with difficult kesproving herself and succeeding
(competence-proving mechanism) was replaced byléisee for realistic requirements
and realistic tasks (control-autonomy mechanisng.aAgeneral pattern we saw that
cases where lasting changes were processed, tdanfiemtal purpose became more
important and valued: this was the case with Bentéha2, Baldzs2 and Bence2 (as
well as all cases indicated by an upward-pointimgva in the Significance column of
the figure, apart from the cases of Rital and M8). We also encountered examples
where the case and the change did not have to thotlne meaningfulness of work or
their fundamental purpose: this was the case wéhall, Melinda2 and Viktor2 (no
arrow is shown in their case in the Significanckiom of the figure). Viktor's cases are
worth examining more closely, however. Essentiatlygppears as though Viktor had
dual purposes: one has to do with a major effedtraalizing a significant change, but
this was met with failure. This is shown in the edgktorl and is connected to the
perceived impact-career mechanism. The other parges to do with personal
development, which is a new purpose for him (hei@pated in a leadership training
course just prior to our interview and formulatad tpurpose for himself there); this is
shown in the case Viktor2, and is connected tqtreeived impact-service mechanism.
Both purposes operate in parallel: the developmenpose was announced within the
organization, and he proved successful in its zaabtn. This was reinforcing in nature
to him. His purpose of realizing major changes watsannounced, it was accompanied
by failures, and this filled him with uncertaintpcgtension. If we compare these two
purposes: the purpose at realizing changes loseg 6 its significance, but is still
more important than the development purpose. This weinforced by the fact that
Viktor stated, in connection with development, thatcreates value for others — he does
not say that this is what lends meaningfulnessisowork. Viktor's cases depict a
transitionary phase of changing fundamental purgoseoint where no change has yet
taken place. They also show, however, that eaclvithcal may only have one
fundamental purpose. This is further confirmed bg tases of Melinda3 and Rital,
where they describe changes to their fundamentaloges.

We also see an example of a mechanism which thusafé not been included in the
literature, and have two cases to support its Bogmce. This new mechanism is
striving for financial security. The literature (8o et al., 2010) defines mechanisms
through which the sources of the meaning and sagmte of work influence the
meaning and meaningfulness of work. We see fromtilwecases that if striving for
financial security becomes important or, alterrelfiybecomes less important, the work
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of the individual acquires new meaning and a nevammgfulness. We see examples
supporting both options in the cases examined.cHse of Norbert (Norbert2) shows
that the meaning of work changes when the indiMideals threatened in their
workplace. Work is transformed into a workplacéntdd on to and the guarantor of the
individual’s livelihood and financial security. Tlrase of Melinda (Melinda2) depicts a
situation where the individual's desire for finaacisecurity decreases: instead of
financial security provided by her job, Melinda oses a type of “psychological
security.” She herself wants control to ensure shat does not end up in a situation that
would be humanly unacceptable for her. This isaliggh by an increase in the control-
autonomy mechanism. If we examine striving for fical security — as a new
mechanism — we see that it is unable to fulfill toke of the fundamental purpose of
work: it is unable to imbue work with meaningfulse# this is the criteria we choose to
focus on, striving for financial security cannoll this role. At the same time, the
examples above show that work acquires a new mgaminugh the process of striving
for security. Thus, if we take a broader approaciméchanisms — as a meaning of work
— then striving for financial security may alsodmnsidered a mechanism.

At this point, it is worthwhile to return to theff#irences in definition, and distinctions,
between the meaning and meaningfulness of works T&ioften ignored by the
literature (Rosso et al., 2010; Wrzesniewski, 20T®rough an understanding of the
individual’s fundamental purposes within their wodad of the significance of work,
the two processes are easy to separate. We sathgicases examined, that each
individual had some kind of principal purpose whitley were hoping to experience
and which lent a meaningfulness to their work. Base my research, we are able to
formulate the following, more precise, definitiohtbe meaningfulness of worlkhe
individual experiences the meaningfulness of work mmarily through the
fundamental purposes of their work, through the sigificance of their work — this

is what the individual strives to experience throuf their work. This definition is

worth expanding upon based on my research.

* (1) Fundamental purpose The individual may have several purposes withrthe
work, but only one fundamental purpose, and thegkypoimarily to experience this
one. Thus, there is a kind of priority order amahg individual's purposes.
Examples of these include the cases of Viktor, widepicted a transitionary period
in the change in the fundamental purpose; the catégelinda which depict a
change in the meaningfulness of work and incorgoaashift in priorities between
work and other components of her life; and the a#sRital, which describes a
change in her fundamental purpose. This statemisot means that the same
purpose may carry great significance for one persohmay not be priority number
one for another individual. Fundamental purposéess,t differ from person to
person.
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(2) Social impact Although this is not included in the definitiothe cases still
show that the meaningfulness of work may changesnigipg on the individual’s
social environment and the social impacts they ent&. The cases of Melinda and
Rita serve to underscore this.

(3) The importance of the purpose The purpose is so critical for the individual,
that they would be willing to take on serious ris&sexperience the purpose or if
they encounter serious difficulties meeting thatppse. Its significance is reflected
in the fact that if the individual is unable to liea that purpose, they may
experience frustrations or even illness. This ikgaping with Frankl’s (1988/1946)
statements regarding the importance of the purpose.

(4) The purpose as a process and an experiencédlhe purpose may,
fundamentally, be linked to a specific mechanismthe sense that this is not
something to reach or be reached — it is to berexpeed, is an experience and is a
process.

(5) The difference between meaningfulness and meanindt follows from the
definition that if something is not a fundamentargose, but is important for the
individual, it impacts not the meaningfulness adithwork, but its meaning. In other
words, the meaning of work can be every additignalpose or mechanism, or
content expressing the work, which is not the imtial's fundamental purpose.
Thus, the relationship, formulated at the beginngigthe dissertation, between
meaning and meaningfulness is valid: “meaningfidnissnarrower in scope than
meaning: everything has a meaning, but not evergthas a meaningfulness.”

(6) Enactment In the definition above, the phrase “what theivithlal strives to
experience through their work” denotes that if itihdividual encounters any kind of
obstacle when trying to experience their purposey twill strive to create a
situation more favorable for themselves — and tdifate the experiencing of their
purpose — by formulating a new interpretation aaldng action to realize this. The
action taken to realize the new interpretation risharmony with enactment, a
characteristic of sensemaking (Weick, 1995). Thecept of enactment emphasizes
that individuals are able to influence their surrdmgs. l.e. they define a new role
for themselves and proceed to realize it (caseséofil and Melindal), or they
change their roles (cases of Léna2, Bencel) —reitltlein the same environment or
under new conditions. As we saw in the cases ob&ltyrit is also possible that the
individual may experience significant tension ialiging their own purposes and
vision is met with obstacles.

(7) Perceived phenomenonin the definition above, the phrase “what thavitlal
strives to experience through their work” indicatésit it is a subject of the
individual’'s perceptions how they experience theppse through their work. The
meaningfulness of work denotes the extent of thegdeed sense of work — i.e. the
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extent to which the individual is able to experienthe meaningfulness, the
fundamental purposes of their work in their work.

If we examine the literature dealing with the meaghilness and meaning of work, we
see that researchers confuse, or at least do eatt $eparately, the concepts of the
meaningfulness and meaning of work (Rosso et 80102 Wrzesniewski, 2010). The
distinctions in the definition used above (item r&). between the meaning and
meaningfulness of work is in harmony with the diéfoms used by Rosso et al. (2010),
Wrzesniewski (2010) and Pratt—Ashforth (2003). Tbacept of subjective perception,
and the social determination of perception, empeasin the definition and in the
explanation are in harmony with the model of jolafting (Wrzesniewski — Dutton,
2001) and with the interpersonal sensemaking motialork meaning (Wrzesniewski
et al.,, 2003) — and with the model of identity lwhseodel of work meaningfulness
(Pratt—Ashforth, 2003). At the same time, in additto fundamental differences — as
shown above —, it has become possible to providedditional, more exact definition of
the meaning of work. This represents a new topichia literature, that | will be
expanding upon in the Discussion chapter.

5.4. Frameworks of the meaning of work: the model of meaing
of work schemas

Following the summary, let us return to one of filmedamental conceptual frameworks
of my dissertation — schemas, with a necessarysfaru theoretical generalizability
(Maxwell, 1996). As mentioned in the preceding ¢bgpwe are able to differentiate
between changes of various magnitude: the taskgtEbprofession-life-domain
represent an ever-increasing rethinking and ewveatgr changes in the life of the
individual. The various categories of reinterprgtithe situation may essentially be
understood as different perceptional and interpetal frameworks of the meaning of
work, i.e. as different schemas of the meaning ofkwIf we look at our definition of
the process of sensemaking (Chapter 4.2.1.2atédtthat we are placing social stimuli
in existing or emerging cognitive frameworks, iludes to the existence or change in
the perceptional and interpretational framework.

The model summarizes what perceptional and inte&foaeal frameworks the meaning
of work affects. In other words: what cognitive fraworks and categories the
individual considers when thinking about the megniri work. Is it the individual’s
task, job, role, profession, a part of their Ifggrkplace relationship, their relationship
to the organization and the individual in their wofFhus,work, as a perceptional and
interpretational framework is made up of several absely interlinked perceptional
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and interpretive frameworks — the meaning of the totality of all of these tesathe
meaning of work.

The model of the meaning of work schemas confirha it is possible to identify a
certain hierarchical structure among the various perceptional and interpretationa
frameworks comprising the meaning of work. Togetiveh the reinterpreting of the
job, the individual also reinterprets their tasksilla (case 1) transforms her tasks
according to the new situation and agrees to takéhe fight. Reinterpreting the role
also includes having the individual say no to tloeirrent job, tasks and/or relationships
or seek out or take on a new role: e.g. take oranagement job vs. a specialist job
(case of Rita 1) or take on a specialist positimsa management job (case of Léna 1),
or seek out a job which does not entail tasks thmel/undesirable (case of Melindal).
Reinterpreting the individual’s relationship to ith@rofession includes having the
individual change their understanding of their eatrprofession: they may choose a
new profession in the place of their current ong imiay rethink their role, job and tasks
(case of Melinda 2) or may become committed tortberrent profession (HR), role,
job or tasks (cases of Mihaly 1 and 2). Reinterpgetvork as a life-domain includes
having the individual change their fundamental us@mding of the role their work
plays in their life, as well as of their professitimeir role within the organization, their
job and their tasks (Melinda 3).

Based on the process, we can see that reintempristinsituation is primarily affected
by relationships with managers and coworkersand how the individual makes sense
of the situation depends on their own thought pgses and interpretations. Social
relationships are the instigators of the change abei also affected by the change: as a
result of an unexpected event, the individual mapterpret their social relationships
when reinterpreting the meaning of their work.

The temporary and unstable change in work meangnglve considered tHest-order
change inwork meaning schemas; one unique feature is ttlawfing the change, the
schemas may carry internal contradictions (Fisk&aylor, 1991; George — Jones,
2001). In the case of the lasting and stable chamgeork meaning, the fundamental
character of the meaning of work schemas is catiedquestion. This may be referred
to assecond-order changewhen the individual must reframe (Bartunek, 1988prge
— Jones, 2001) their expectations and their viethefworld. In terms of the change in
the work meaning, the second-order change is diftefrom the first-order change in
that the individual's work identity changes, andhigarly their interpretation of their
own role also changes.

The figure describing the model (Figure 17) showstwelements of the meaning of
work change as a result of the change. Based oregsarch findings, a lasting change
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in work meaning occurred in fourteen cases, invgvidurable changes to the
individual’'s mechanisms, orientation, beliefs aredssof values. In these cases, the
individual’'s self-understanding also changed, ama aesult, so did their understanding
of their role. In some cases, the change coverdhtlividual's profession or work as a
part of their life. These are indicated in the fgusing darker colors. As a result of the
hierarchical structure, we also know that if thdiwdual changed their understanding
of their role, this is accompanied by a reinter@tien of their job or tasks. Based on my
research, it is not possible to draw clear conohssion the change in meaning of social
relationships: in the majority of cases involvingsting changes, individuals
reinterpreted their relationships with coworkerdtwir managers. In some cases — but
not in all — this change was accompanied by a eginétation of the individual's
relationship with the organization. The model atsdls attention to the fact that a
lasting change in the work meaning occurred iféeh@as a change to the individual’s
beliefs about themselves and their roles.

Figure 17: The model of meaning of work schemas
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It is worthwhile to review the literature when examg the concept of the meaning of
work schema. In their manuscript, Lepisto et alnpout (p. 12) that the literature is not
consistent in terms of thievel of abstraction of the concept of work There are

interpretations where work is seen as a task, aojoh profession; the authors cite
several examples of each approach. Some researdéinged work on the level of

tasks: “tasks represent the most basic buildingksloof the relationship between
employees and the organization” (Griffin, 1987:84_gepisto et al., manuscript). Others
defined work on the level of the job: “a set ofit@ements grouped together” (ligen —
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Hollenbeck, 1992: 173 in Lepisto et al., manusgrgt “work tasks and interactions”
(Wrzesniewski — Dutton, 2001:179). Citing modelsl approaches, the model of job
enrichment defined work on the level of the job ¢kdaan — Oldham, 1976), as well as
in the model of job crafting (Wrzesniewski — Dutt®001; Berg et al., 2010). Other
researchers approached the issue from the lewbeqgirofession, which they viewed as
types of jobs (Abbott, 1989 in Lepisto et al., msenpt). In the “Meaning of Work”
(MOW) project, examining the centrality and cent@é of work, work was interpreted
more abstractly, using the following definitionh& degree of general importance that
working has in the life of an individual” (Quintdla, 1991:85). Similarly, a more
general interpretation of work was used in reseamlering work orientation, relying
on the following definition of orientation: “belisfabout the activity of work in general”
(Rosso et al.:98). Lepisto et al. (manuscript) feadrout that these latter two approaches
consider work on a more general and abstract lenel,not on the level of a task, job or
profession. The authors refer to this more gereval as work as a life-domain, similar
to leisure time, studying or family.

The results of my research add further detail éoghestion of thabstraction level of
work, and add additional content to this approach im &neas. Firstly, the case studies
add to the interpretation levels of work: the legéltask-job-profession-life-domain is
joined by an additional level, that of the rolec&edly, these levels may be divided into
two broader, closely linked groups: the task-jobugr and the role-profession-life-
domain group. The change in the interpretation aé-profession-life-domain may
bring change to the meaning of work and the orteariaof work; the change in the
interpretation of the task-job does not changeniganing of work, except in cases
where it is accompanied by the changing of the aslevell. Based on research results,
we may be able to draw the conclusion that theisefe of the individual, their work
identities and roles is closely interconnectedsTdanclusion is in harmony with what is
stated in the interpersonal sensemaking model ok weeaning: in it, authors point to
the fact that the meaning of job, role and the nmgpif self are closely linked and
affect one another (Wrzesniewski et al., 2003) pmatly affect the meaning of the
work of the individual.

At this point, it is worthwhile to return to the meept ofwork orientation, which Pratt

et al. (forthcoming) and Lepisto et al. (manusgrilmked to the purpose of the
individual as far as work, as a life-domain, is cemed. Based on my findings, we may
conclude that the purpose of work as life-domaitots high-level in nature: even less
radical, but comprehensive changes led to chamge®ik orientation and the meaning
of work. We have several cases to illustrate thig.(the cases of Bence, Léna, Mihaly
and Csilla). Based on the above, we see that atientis not on the level of life-
domain purposes, but on the level of roles. Thignal with the authors’ definition of
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work orientation insofar as orientation being cdesed a disposition. My own research
underpins the relative permanence of work orieotaéimong the individuals: | saw that
parallel with the changes in work orientation, thediefs and values of the individual
also changed. In light of my research findingdsitvorth examining the definition of
work orientation as proposed by Rosso et al. (ZR)0:*beliefs about the activity of
work in general.” The authors treat this separafi@gn beliefs related to specific work.
It is necessary to add to this definition, basednenmodel, that these beliefs pertain to
the following aspects: role, profession, work diseadomain and the self at work.

In our comparison of the literature, it is impoittao cover the model of job crafting
(Wrzesniewski — Dutton, 2001). As a result of thafting of the job, the authors believe
the work identity of the individual (how the indduals define themselves in the course
of their work) also changes, as does the meaningak as defined based on the
definition provided in the comprehensive review Igied by Brief and Nord (1990b).
The meaning of work (Wrzesniewski — Dutton, 200180} “individuals’
understandings of the purpose of their work or whal believe is achieved in their
work.” The conclusions of my own research both supthis definition, but also differ
from it. As a common element, we may state thatlésting change to occur, it is
necessary for the individual’'s self-definition ahdliefs about themselves to change.
The difference is that in the definition formulateg Brief and Nord (1990b) does not
precisely explain the “individuals’ understandingisthe purpose of their work” and
what exactly the authors mean by “what they belisvachieved in their work.” This
may pertain to purposes having to do with task, jole, profession or life-domain —i.e.
it can apply to the fundamental purposes (sigmiteg behind the individual's work,
since all of these can be said to be the purpdsieio work or what they wish to reach
through their work. In the cases examined, we s®t ¢ach subject had some kind of
priority purpose which they strove to achieve stbérved as the primary purpose of
their work (Chapter 5.3.2). Based on the reseawehsee that lasting change also came
about when the fundamental purpose of the indiidicanot undergo a quality change:
e.g. the cases of Bence, Csilla2, Csilla3, Melindd&linda2 and Léna. It is possible
that Brief and Nord, as well as Wrzesniewski andt@y did not look to define the
purpose on this level. Based on the meaning of v8oHema, | propose the following
new definition: the individual’s understanding bétpurpose of their work, or what they
believe they can achieve through their work; thisppse may be related to their tasks,
their job, their role within the organization, therofession or the role their work plays
in their lives. The meaning of work may undergditas change if the work identity of
the individual changes, or if the purpose relatedhe role of the individual in the
organization and/or their profession and/or thee rtleir work plays in their life
changes.
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5.5. Discussion

In this chapter | put the findings of my researchtlee map of literature with regard to

the meaning of work and point out how my resultstdbute to professional discourse.

Then | give an overview of this contribution to tbentent and process of the meaning
of work. Subsequently, | compare it to the sensengggrocess. | also examine how it

relates to HR role models. Finally, | deal withptsctical relevance and usability.

5.5.1. Literature on the meaning of work

The studying of critical events proved to be a ulsapproach both in discovering the
meaning and meaningfulness of work and also i tfeinges. By using this approach
we were able to focus on several characteristidufea of the meaning and
meaningfulness of work and their changes that otbsearches have not managed to
identify. No researcher so far has attempted tdystuitical incidents in this context,
which may give a novelty value to the present work.

Individuals were affronted with critical incidents the company of other people at the
workplace. In each case the incident was causdtkrelby the manager of the

organization, the superior or colleagues. On thasbaf our findings we can assert that
the meaning and meaningfulness of work is influenbg colleagues or the social
environment of the individual at the workplace. @ndhis influence the meaning of
work for the individual, i.e work orientation anldet meaning mechanisms of work may
change. We can go even further: under the influerfceolleagues and the social
environment individuals may change their perceptdrwork tasks, job, colleagues,

managers, organization, their own role, professiad their work as a life-domain.

Consequently they may go on to change all theseorfacand look for another

workplace, and profession or adopt a new way ef lif

Among the main trends that study the meaning ofkwuy research belongs to the
group which emphasizes intersubjectivity, namelyclltonsiders the meaning of work
as subjective and acknowledges the influence of gheounding community on

individuals when they construe a meaning of work ttlemselves. This group of
research consists of the following models: sociaformation processing model

(Salancik — Pfeffer, 1978), the model of job craft({\Wrzesniewski — Dutton, 2001), the
interpersonal sensemaking model of work meaningz@afriewski et al., 2003), the
model of the meaningfulness of work from identigrgective (Pratt — Ashforth, 2003).
My research also adds a new aspect to the intexsiilg approach to the meaning of
work since it shows how the influence of the comityumay lead to a change in
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workplace or profession or even to the radicaltezpretation of the meaning of work.
These issues have not been dealt with in literatarir.

When we look at literature it seems that the cohogphe meaning or meaningfulness
of work is used wrongly by the scholars (Rossolet2810; Wrzesniewski, 2010). In
my extended definition of theneaningfulness of work(Chapter 5.3.2) | tackled the
difference between the meaning and the meaningfslné work (point 5), which is
compatible with definitions by Rosso et al. (20M8)zesniewski (2010) and Pratt —
Ashforth (2003). The subjective, perceived charastehe meaning of work (point 7),
and the social embeddedness of perception (poirdre)in keeping with all those
models which point out the intersubjective chanacfehe meaning and meaningfulness
of work. Rosso et al. (2010) have already emphdsdize significance and importance
of purposes (point 3) in their publication but nention have been made of the change
in purposes or the process of enactment (e.g.erpietation, change in workplace) or
consequences (e.g. illness). The processional, riexpe-like character of the
meaningfulness of work as a purpose (point 4) Has heen absent in literature,
although the concept of work-meaning mechanism ¢Ba@t al., 2010) includes it as
well. The phenomenon of perception and the enadtofadeas (point 6) is highlighted
by the model of job crafting (Wrzesniewski — Dutt@®01). This model emphasizes
individual liberty, endorses personal initiativesehable individuals to shape their job.

Another new aspect of my research in the attempat@ a better understanding of the
meaningfulness of work is the assertion that tliBvidual has a primary purpose, is
keen on to experience it and therefore is willingake even higher risks. In my view,
by using the method of critical incidents we webéeadentify this anchor-like character
of the meaningfulness of work, i.e. the individstitks to reaching a primary purpose
which he/she is not willing to give up. The prima&tyaracter of purposes with reference
to the meaningfulness of work was published bytR¥afl. (under publication). The
authors here presented three new orientations wthiely consider as the primary
elements in making work meaningful. This publicatithowever, does not deal with
empirical cases. Personally, | have not yet ménédas conceptual approach (supported
by empirical research) to the meaningfulness ofkwdhe primary status of purposes
sheds a new light on previous results in literatlwet us just take a case where the
organization would like to make work more meanihdéu its employees. Obviously,
we have to adopt a different approach if each iddai has only one single purpose
he/she wants to reach or if we suppose there niglsieveral of such purposes. At this
point, however, we should call attention to theitenof research. The present research is
a qualitative one and as such its greatest strelmgghin its internal generalizability
(Maxwell, 1996) but there is no reason to suppbaeih many aspects the findings of a
valid qualitative research may not be valid in otbentexts as well. Since the number
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of subjects is relatively low (eleven persons) dhe research sample — due to the
primary scope of interest — is quite homogenousn@gars, professionals with higher
degrees, employees) it is appropriate to supperatiove statement with a significanly
different samplen (e.g. employees with lower quaifons, skilled or unskilled
workers, enterpreneurs, people working in unplelasamditions). | think these findings,
supported by further research, may contribute tdedter understanding of the
meaningfulness of work.

By the studying of the process of giving meaningwork | created the model of
meaning of work schemasvhich is a new kind of approach among similar resess.

| pointed out that the meaning of work is unseplardtbom the different perceptional
and interpretational frameworks. Of these | havenidied the following ones: the
frameworks of tasks, job, role, profession, workaasfe-domain, relationships with
coworkers, relationship with the organization, &nel work identity or self-image. The
above model reflects the hierarchical structure pefceptual and interpretational
frameworks which add up the meaning of work. Furtiae, it calls attention to the
fact that lasting change in the work meaning hacumed when the individuals had
changed their beliefs about themselves and their oMes. Conclusively, it seemed
appropriate to complete and specify literature’scapt of “orientation” and also to
create a more general concept of the “meaning ok'wo

The concept ofvork orientation was defined by Pratt et al. (under publication) and
Lepisto et al. (in manuscript) as something beloggio the individual’s purpose
concerning work as a life-domain. On the basifefrheaning of work schema we may
conclude that the above linking involves too higleael becausee change in orientation
and in the meaning of work had also occured in<a$dess comprehensive changes.
Taking the above notion into account we can seevtbek orientation should be linked
to role-specific purposes.

The comprehensive volume of Brief and Nord (1996k)onsidered a milestone in the
definition process of theneaning of work Building on the definition of this work |
propose a new definition which includes the varigesceptual and interpretational
frameworks of the meaning itself and the resultg ttoncern the change in the work
meaning as well.

5.5.1.1.Mechanisms and orientations

It might be worth referring to works on the topicasientation which have been or will
be published (Wrzesniewski, 1999; Pratt et al.,enrublication) and which accepted
the possibility ofchange in orientation These works, however, did not deal with the
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nature of change so, in this respect, this notmmts as a novelty in literature. In the
majority of my samples | managed to identify longgm, lasting change in orientation
which always went along with change in work meckanias well. As a common
feature | found that in each case there had bedramge in the individuals’ beliefs and
sets of values and their self-image, work idertiag also been changed.

The studying ofwork-meaning mechanismsis a novelty in literature. After
formulating the concept of mechanisms there hach bee further research in this
conceptual framework. Apart frodasting changein mechanisms, we were able to
identify temporary, unstable changeas well. As a common feature of temporary,
unstable cases we found that cognitive dissonareeaits, which can be inferred from
contradictions and tension in the individuals’ &er At temporary changes we may
note that mechanisms change but orientations doAtdasting changes we may note
the permamnent change in mechanisms and oriendatidre common feature to be
identified is that in each case there had beeraagshin the individuals’ beliefs and sets
of values and they also changed their self-imagarkvidentity. The change in self-
image shows the lasting and stable character aftihage. In respect of beliefs we may
identify a greater degree of change than in temgpuastable cases. Apart from beliefs
about job, tasks and work relations, individualsoathanged their beliefs about their
role in the organization, profession and work difeadomain. This kind of grouping of
lasting change is also a novelty in literature.

We also found an example for an otlmeechanismwhich had not been dealt with in
literature and its significance is supported by wases. This new mechanism involves
the drive for material security. As we could alngaée work is given a new meaning by
this drive as a process. Thus, if we interpret rma@ms in a broad sense — as part of
the meaning of work — the drive for material setyurnay also be considered a
mechanism.

In a currently published study Rosso et al. (20@@ntified mechanisms and placed
them in a comprehensive meta model. In this wody timdicated the further study of
interference and dynamics of mechanisms as theefulivection of research. The study
of the change in mechanisms and orientations inresgarch enabled to examitne
interference and joiningof mechanisms,and orientations which, as such, is another
novelty in literature.

Each case of critical incidents involved a certdegree of tension, which confirms
Festinger’s theory of cognitive dissonance (20002)9Individuals in such situations
tried to reduce tension to an acceptable levetremgthen their positive self-image and
self-esteem which critical incidents had put ingaaly. On the basis of findings key
role is played byself-esteemand another, outstanding role is playeddmynificance
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which had been changed along with several otheharesms. In the literature of the
meaning of work self-esteem (Wrzesniewski et al03® Wrzesniewski — Dutton,
2001), and significance (Wrzesniewski et al., 20B8att — Ashforth, 2003; Grant,
2008b) had been given outstanding importance. Abave seen before, individuals try
to counteract the reducing of both self-esteem @edsonal significance. They
attempted to choose a new situation or interpretetisting one in which the above
factors would eventually turn into a positive diren.

5.5.1.2.Researches on the change in the work meaning

In this chapter | compare my results to those weldy other researches on the change
in the work meaning. Two key studies in this fiekhve been published by
Wrzesniewski and Dutton (2001) and Wrzesniewskil e2003). These authors defined
the meaning of work in a different way from ming.ithe meaning of work was not
identified with orientations and mechanisms — thegre defined on a more general
level. Both studies primarily focused on the chamgehe work meaning with less
emphasis on contentual issues, so none of thenedirdontentual changes in the
meaning of work to individual steps in the procdsshe study that deals with the job
crafting we find examples for the linking of theopess and contentual issues (p. 182)
but a comprehensive, type-specific identificatisnmissing. As for the interpersonal
model of sensemaking contentual issues were indluthe their model by the
identification of ’job — role — self’. Yet, they Hanot explored either the contentual
patterns of the meaning of work or the patternjob“ role — self’. The study of the
process in the change in orientations in my researade it possibléo identify both
contentual patternsandthe processitself. The process of critical events identifibe
meaning of work i.e. the changing directions, peremey of specific orientations and
mechanisms along with the identification of chagastic types and groups. In this
respect the present work contributes to the pubdigiesearches dealing with change in
the work meaning.

The process showing the phenomenon job craftingz€dfiewski — Dutton, 2001)
primarily draws on three individual demands as rabig factors: need for control, a
need for positive self image and the need for hum@mection with others. As a
commom feature we may identify desire for posigedf-image as a demand. Building
on my research we may identify another, fourth desnthat incurs the alteration of
work: the individual’s demand for reducing cogngtiissonance (Festinger, 2000/1962)
— a phenomenon which surfaced at critical incideAtsother identifiable difference is
that individuals in critical situations may altéetr jobs, may initiate further changes by
which they reinterpret not just their jobs but aldweir relationships with the
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organization, profession and work as a life-domahil this goes beyond the
phenomenon of changing job. The following figureowk identical and different
factors.

Figure 18 : Comparing the job crafting and the pro@ss of critical events

Process of job Process of critical
crafting events

Incurring needs

Need for control +

Need for positive self-image + +

Need for human connection with others +

Need for reducing cognitive dissonance +

Reinterpreting of the situation

Reinterpreting the job + +

Reinterpreting the tasks + +

Reinterpreting the relationships with + +
coworkers

Reinterpreting the relationship with role +

Reinterpreting the relationship with profession +

Reinterpreting the relationship with work as|a +
life-domain

Reinterpreting the relationship with the +
organization

The interpersonal sensemaking model of the measfingprk (ISM) (Wrzesniewski et
al., 2003) and my research examine a similar pe@ss both of them focus on
sensemaking: both are event-based and are indoyrexternal stimuli. At this point we
may refer to the process that job crafting whichturn, is demand-based and — caused
by individuals.

From one aspect the interpersonal sesnsemakinglnmieligrets stimuli in a broader

sense than the process which examines criticatsis. My research does not include
non-verbal stimuli — all subjects talked about aérktimuli only. If we consider other

aspects we find that it is the process which examiaritical events that interprets
stimuli in a broader sense. Wrzesniewski and cokegexamined personal stimuli
among participants. Current study also includedeng@neral stimuli e.g. a manager’'s
decision or when the individuals reacted differngfitbm the way that would have been
expected on the grounds of belief they had fornmmitthemselves.

With regard to the process, sensemaking identitiese steps in the interpretation
process: (1) notifying interpersonal cues, (2) elintg affirmation or disaffirmation (3)
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motive work. This is followed by the linking of erpersonal stimuli with the meaning
of work and, consequently: the modified meaningt us begin the comparison of
processes with looking at similarities. As a commi@ature we may identify the fact
that ISM also underlines the significance of unetpé or surprising stimuli in the
sensemaking process. The central motif in realigifiymation or disaffirmation of
condfidence is whether the unexpected event reducegreases the individual's self-
esteem. The significance of self-esteem is empbddsin my own research too.
Differences may be identified in the following stkedSM’s process identifies fewer
elements in the process: it does not emphasizsigmficance of tension and the the
significance of reducing cognitive dissonance i filirther steps of the process. It does
not identify questioning of own expectations inessf losing confidence. Neither does
it identify reinterpreting of the situation and théferent types thereof. In ISM the
meaning of work appears as the reinterpreting efcttntent and value of “job — role —
self”. It is dealt with at the topic of beliefs,luas and the change in the work meaning.
On the basis of its subjects’ stories ISM idensifiaffirmation, disaffirmation and
ambivalent stories. In my research | could difféiege between two types of stories
only: a reinforcing, positive one and discouraginggative one. The following figure
shows the identical and different elements.

Figure 19: Comparison of the interpersonal sensemakg model of work meaning and the process

of citical events

Interpersonal Process of critical

sensemaking model events
Interpersonal cues
Positive + +
Negative + +
Verbal + +
Non-verbal +
Beliefs about self +
Interpretational process
Recognition of interpersonal stimuli + +
Experiencing tension +
Recognition of affirmation or disaffirmation + +
Questioning of own expectations +
Motive work + +
Crearing an explanation +
Reinterpreting the situation and taking action +
Linking of interpersonal stimuli with the i +
meaning of work
Modified meaning + +
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5.5.2. The processes of sensemaking

In the theoretical part of my dissertation | highlied two of these processes which
serve as frames of reference from the point of vadwnmy research. My approach,

however, differs from both because apart from ttoegss itself it deals with contentual

aspects as well.

Weick and collegues (Weick — Sutcliffe — ObstfeRD05) discern four different
elements of the process in their publication: (ljfdbing from expectations, (2)
Recognition, labeling, categorization, (3) Creatjlgusible explanations (4) Taking
action. With one exception these process elemeamtsatso be identified in the process
of critical events: | did not earmark the elemerit recognition, labelling and
categorisation (2) because subjects did not menti@m. In all probability, these
elements are beyond the territory of consciousmaeskthat is why subjects had not
mention them in their stories. Apart from the abowentioned ones the process of
critical events identifies other elements, e.g.eeigmcing tension, questioning of own
expectations, reinterpreting of the situation aakirig action, changing of beliefs,
values and the meaning of work. Each of these stepscharacteristic of surprising
situations which had brought about greater, momnanable changes in the individual’s
life, whereas the process elements identified bycWet al. may be characteristic of
surprising situations with smaller change as wEfle process of critical events calls
attention to the fact that surprising, unexpectégagons incur tension and jeopardise
the individual's self-esteem. As one of the sevemainmcharacteristics of the
sensemaking process Weick (1995) identified idgrddnstruction. He suggests that
sensemaking is induced by a failed attempt of jsslification and it serves the
preservation of a positive, consistent self-imafjethe same time he may not stress
properly the significance of self-esteem and tmsiten caused by cognitive dissonance
and the jeopardising of self-esteem, which act eatalyst in the whole process.

For my research Louis’s model (1980) had a genwidefinitive value as it gave the
initial framework for it. The context in the twosearches, however, were different:
Louis examined novices from the angle of socialsatHe collected their surprising,
unexpected events which were conspicuous at the dincollection but it is doubtful if
they had a lasting effect. In my research | codldctritical events that had happened
years before and had a greater effect. The focsdifeerent too: Louis emphasized
surprise and its interpretation by the individuabWy and by whom interpretation is
influenced), whereas | focused on interpretatioon(tand by whom interpretation is
influenced) and its effects (how it changes themmepof work) as well.

Louis separates the idenification of surprise thtee parts: change, contrast, surprise. |
consider this as one entity of 'surprise’ since soypjects did not emphasize any other
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element of the perception. Sensemaking is presdmith processes. In my research this
element may be identified with 'making an explaoati because Louis interprets
sensemaking in a narrower sense: he calls retrigpeexplanation sensemaking
(1980a). Behavioral response may be idenified veaking action. Expectations and the
change in the recognition of the situation, on ¢tiger hand, may be associated with
'reinterpreting the situation’ and by the 'changebieliefs, values and the meaning of
work’. While Louis did not elaborate in details tins element, in my approach — by the
identification of characteristic patterns - it iv@n a great emphasis. In Louis’s process
the emphasis on the significance of tension andjtiestioning of own expectations are
absent. The following figure shows the identical adifferent elements (differing
terminology is indicated in separate columns).

Figure 20: The comparison of Louis’s sensemaking nael and the process of critical events

Louis’s sensemaking model Process of critical events

Change (+) | Surprising event

Contrast (+) | Surprising event

Sensemaking + Creating an explanation

+
+
Surprise + + Surprising event
+
+

Behavioral response + Taking action

Expectations and the change inthe (+) + Reinterpreting the situation

view of setting

Expectations and the change in the (+) + Change of beliefs and values and
view of setting change in the work meaning

+ Encountering tension

+ Questioning of own expectation

55.3. HRrole models

When | had to consider choosing samples | hinted #mong HR researches the
approach concerning HR role models is probablyntibst relevant for my dissertation.
This chapter deals with the reference points torblR models.

The area of HR is characterised by a number ofradittions and sources of tension,
amply highlighted in literature as well. Accorditgliterature HR professionals have to
carry the following burdens: how to identify withet humane side or the control side
(Legge, 1995), or how to fight for their own pasitior prove their work is necessary
(Nkomo — Ensley, 1999; Farkas — Karoliny — PoorD@20 Of these two sources of

tension the latter typically appeared in criticabiations, i.e. the battle to defend the
status quo or assert acknowledgement. The poietieevhether company management
acknowledges the HR manager, whether they conpetgple-related issues as strategic
questions, or whether they involve HR managers enision-making. This issue is
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closely related to strategical vs. operative dinmnf Ulrich’s (1997, 1998) role
model.

At situational level this issue appears in thedwihg way: How much control HR is
given by management or does HR get involved insi@ecimaking? Contradictions in
the HR role appeared in the following critical sitions:

In the case of Léna2 a new manager’s new kindaafdeship concept meant downsizing
with less an less support for dismissed employBgsoutplacement programs were
finished as well. Léna’s belief about HR’s role heldanged. Up to that point she
considered it as a developing, supportive bodyhm drganization. Accordingto her
interpretation, HR role involved a kind of initiag and developing function, which, by
this change had become a purely implementing rdietwdid not allow for asking
guestions, only for executing decisions. On theeothand, HR had become a
downsizing function that puts an end or cuts batk@viously developed systems and
initiatives and abuses people’s weak points. Léterpreted her own role as a supporter
and developer and could not identify with an impdeting, downsizing HR role.

“there was no need and they blocked the service sfdhis entire area. It turned into
such an executive function of a purely administexthature, and of course, back then
there had been a great-great need for me to beetteerd help, and do my job, but that
just went away.” (case Léna2)

In case Bencel decision-making procedure at thepaognhad changed and the second
level management had been ignored. Consequentty, wWere unable to influence
decisions and they did not even get any justificafior it. In this case change did not
affect HR only. Nevertheless, Bence conceived aaehfor taking up a strategic role
for himself.

»And the other thing is that | hate this type of H&e. That is, that HR would be only
about me being some sort of second-order caretakbn is told, after the great
decisions have been made, afterwards HR is toldk® care of the operational aspects
and then HR takes care of the operational asp&usl'd like to take part in decision
making, that is, being like, doing an HR where V¥éa part in the decisions. So that if |
say, we're expanding the company, then | should feeoncept, | should be able to
have a word in along what lines the company shbeléxpanded, and when | dismiss
him, then | should understand why it's done and thahouldn't just be, like, we need
to downsize now and you need to take care of tyad things.” (case Bencel)

In the case of Csillal top management did not ackedge her as a HR manager and
neither did they consider HR as an important area.
“There | was faced with an unpleasant surprise,tlzes two deputies, Béla Nagy and
Katalin Kis wanted to boot me out, telling me ie flace, they said, I'm too much for
this organization, in their opinion, the companyedo't need HR services of such
quality, they believe I'm a true professional expéut | should go somewhere else.
[...]'ve never wavered in my faith in the significanand the value of this profession,
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that is, I'm so deeply convinced that it does integpresent value added, that they
simply can’t make me doubt it.”(case Csillal)

On the whole, out of 15 unpleasant surprises | doanly 3 which also involved the
strategic-operative dimension. In the other negatiases and in the cases of pleasant
surprises issues concerning HR’s strategic-operatle had not been mentioned.

In some further cases involving the strategicalraiige dimension HR’s role was not
questioned but the individual’'s own role was. Isedelindal she resented being left
out of decision-making and in this way she got iatgituation she could not accept
morally. Hajnal (case 1) said that earlier, as gigeoshe could complete much more
important tasks and assignments than now, as arierped manager. This reflects her
own subjective perception but it also indicates #saa HR manager she could not take
part in the formulating of company trends and dicgts or in making major decisions..
In the case of Norbertl the source of tensionds #ie general manager of the company
who did not appreciate Norbert's work, so he fatvilas continuously reduced to an
implementing, operative role. Compared to casesrevitR’s role is involved, the
above cases of individual role-taking have a défiitrelement, i.e. individuals did not
relate their own situation to HR'’s.

The individual’'s own role is questioned in a cadeere tension does not appear in the
operative vs. strategic dimension but in relatioriite roles of a change agent and that
of an administrative expert. In case Viktor 1 hignorole is being questioned and not
that of HR’s. This case involves an argument atalgicating company cars and its
repercussions. Concerning an issue of sharing lesnw&tor reinterpreted his own
role, job and work tasks. He managed to find a m@aningfulness of work in the new
framework, i.e. he felt he was much rather suppogeansure transparency and
consistency (as a keeper of rules or administraimert) than to convince colleagues
to accept values he thinks are important (changatag

,50 if someone is motivated by having a bigger &amttier car, if this under certain
conditions, on the other side, you know, | as ajehto ensure the consistence and
transparency of benefits within the company, buhéy are motivated by having this
brand of car instead of that brand, and this bigtead of that small, well then okay, |
acquiesce, then this is important to them and ithiwhat I'll have to provide to them,
because this is what they are motivated by.” (0di&éorl)

In most of the processed critical cases the quasgoof own role can not be associated
with the categories of Ulrich’s model. In these esagndividuals linked critical

situations with beliefs they had formed about thelres and asked fundamental
questions concerning their work identity, e.g. Aarhanager? If so — what kind? Am |
a HR professional? If so - what kind? To this grdagbong Szilvia’s cases, case Rital,
case Lénal, cases Melinda2, Melinda3, case Bermmzezs Csilla2, Csilla3 , cases
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Mih&lyl, Mihdly2, case Viktor2, Balazs’'s cases. Apfrom the above cases | also
found ones where own role was not even mentionage& Norbert3, Norbert4, case
Melinda4).

On the basis of all this, we may conclude that sofrtee critical cases of HR managers
also involve the interpretation of HR’s role but,the same time, there are far more
cases where the individual’s role is being quesiibrirhis notion is in keeping with
probably the most characteristic feature of senkergavhich underlines the fact that
sensemaking is grounded in identity constructioei@k, 1995; Pratt — Ashforth, 2003).

5.5.4. The practical significance of the research

Pratt et al. (under publication) and Pratt and Aghf (2003) paid special attention to
the meaningfulness of work and to the introductma linking of company practices

that support them. They highlighted three main fizas (Pratt — Ashforth, 2003),

which significantly affect the meaningfulness of neoselection, socialisation and

organizational culture. In their paper still ungemrblication they elaborated company
practices that support the three newly propose& waentations. They are convinced
that company practices which fit to individualsiestations are quite likely to enhance
the probability of finding work meaningful and vahle. If we accept the existence of
the five orientations, it becomes obvious that é¢hean be no universal, company
solution that would be able to give the same kihtheaningfulness to individuals with

different orientations. Therefore, it is worth worlf out several company practices, or
if an organization prefers employees with the samentation, it should operate that
specific company practice.

The new definition of the meaningfulness of worleated as a finding of research
supports the concepts of Pratt et al. (under patiin) and of Pratt and Ashforth (2003)
concerning the meaningfulness of work and its @pgibn in company practices. This
research finding points out that apart from the fivientations the individual may try to
reach further meaningful purposes. Exploring puegashould be continued in further
research, examining whether present results arério@ad by new findings. Research
findings may be used for the reconsideration o$texy company practices, similarly to
the line of thought followed in the previous paeggr. Retention of staff may be
improved by exploring what primary purposes reallgan for important staff members
(or even the full circle of employees). HR may thienable to take action or implement
measures accordingly.

The examination of the change in work meaning resveehat kind of company
practices — if any — have a negative effect onviddials, how their work may become
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devoid of meaningfulness with the consequence ifilog the organization and perhaps
eliciting the change in work meaning as well. Resillle company managers assume
responsibility for employees, too. Therefore, thegy special attention to make
employees feel valuable and useful at their wordgda i.e. they should perceive
meaningfulness in what they do. It is well wortlokong at the manager’s perspective
on these cases: What kind of factors should beideresi when making a managerial or
restructuring decision if one wants to retain worke and to see that employees
themselves find work meaningful? According to mydings individuals perceived that
their significance and self-esteem had fallen gteater degree before they eventually
opted for change. Individuals thought it was notrttwvavorking there either because
they did not want to do the demanded job and/aretivas no need for what they were
able or willing to offer. Those who went for quitty had reached the point where they
could no longer accept changed conditions i.e. tteayd not adjust new conditions to
their values and felt the things they were able anking to do were no longer
important for the organization. Managers may drhg ¢onclusion that before or after
making a managerial decision colleagues expect rdintaus, sincere an personal
rapport so that it would be possible for both gartio discover accidental differences in
values, or, ultimately, to make colleagues feelangmt.

These critical situations are of interest not dinbm a managerial perspective but also
from the aspect of coaching as they may even jbimanagers happen to employ
coaching. They also shed light on individuals’ tglj personal patterns of thinking,
schemas, limits which may have contributed to théividuals’ reaching the point
where they could not reinterpret the situation,ifothey could, they still bore a
considerable amount of tension. In my dissertatioad no intention to analyse specific
cases from this aspect, yet in certain cases tlaehcor the manager may hint at
schemas of perception and patterns of thinking yhit a sense, may form an obstacle
in the individual’'s attempt to reinterpret the aiion in a satisfactory way, without a
more radical change and find meaningfulness agahisiher work.

If we look at the process or the phenomenon itéi@ldlings of the research among HR
managers may be carefully generalised at sevenalspe as | have also dealt with this
aspect in Chapter 4.4. With regard to HR managemphasize the need to reshape
their approach. By looking at and reading their opnocessed cases (or if they
contributed — other cases, too) they may get a gnighe analysis of the effects of
negative company practices and by learn this inééaion method of the meaning and
meaningfulness of work — they will probably havdifferent attitude towards their own
company practices. Therefore, the present reseaaghhave an educational value or an
attitude- shaping effect on HR managers as well.
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The methodology applied in the research and thiysesof critical cases may be used
well for the determination of the individuals’ pramry purposes and they can also be
used for the reforming of existing company pradicéhis methodology may also be
ideal for personal development and coaching.

5.5.5.  Summarizing the results of the research

To date, no researcher has appliedahalysis of critical incidentswhen studying the
meaning and meaningfulness of work; this is thuseav approach. Through the
examination of critical events, | was able to hight several unique characteristics of
the meaningfulness and meaning of work, and ottt@ge in work meaning, which no
other study had managed to identify before.

Individuals encountered critical incidents in tleeial environment of their workplaces
— i.e. each event was initiated by the manageheforganization, a direct superior or
coworkers. Thus, based on the research, we aretaldtate that coworkers and the
individual's social environment in the workplace afect the meaning and
meaningfulness of the individual’'s work These may transform the meaning of the
individual’s work, including their work orientaticand its mechanisms. In fact, we may
go further to state that the individual — as a ltestitheir coworkers and their social
environment — changes how they perceive their taghs coworkers, managers,
organization, role, profession and the role thelr plays in their life. As a result, they
may change any of these and could even changesprofs or lifestyles. Literature
dealing with the meaning of work has not examingdilar results of the role the
individual's social environment in the workplace.

The definition of theneaningfulness of work— expounded and expanded based on my
research — covered the difference between the mgamd meaningfulness of work,
which matches the definitions used by van Rossal.ef2010), Wrzesniewski (2010)
and Pratt — Ashforth (2003). The definition highlig several unique characteristics of
the meaningfulness of work which have not beenudised in the past. The research
also points to another a novel notion by pointing that the individual has a primary
purpose which they seek to experience and for wkhely are willing to take even
serious risks. | believe that this result, suppbflig further research, could provide new
insight into our understanding of the meaningfutneswork.

Through the examination of the process of sensergaki arrived at thenodel of
meaning of work schemasthereby bringing a new perspective to the serfesudies
examining the meaning of work. | pointed out the various frames of the perception
and interpretation of work are inseparable fromrnieaning of work. Based on this, it
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seemed necessary to add to and detail the contepentation and the broader notion
of work meaning as they are used in the literature.

Studies examiningvork orientation allowed for the possibility of the change in
orientation, but did not however cover an examaratf thenature of this changei.e.
this is a new topic in the literature.

Examining the mechanismss new in the body of literature. Following therfarlation

of the concept of mechanisms, no research was ctewiuto date, in this framework.
Among the mechanisms, | was able to identify — dditoon to lasting changes —
temporary, unstable changesaffecting the meaning of work. | also found anrapée

of a mechanism which has not yet been discussed in the literatyst whose
significance is supported by two cases. The exammaf changes to mechanisms and
orientations in my research made it possible tolagpboth the examination of
interaction betweenrientations as well as mechanisms, and links between these; thi
is new in the literature as well. Based on my fngdi, self-esteempays a key role
among the mechanismsignificance also plays an important role, which also changes
together with several other mechanisms.

The research methodology employed and the resisit®wkred will be easy to use by
HR specialists and coach&¥acticing specialistsmay contribute, using the findings of

this study, new perspectives to support their eglles to shape their work more
meaningful. The results of the study and the meailogy employed may also be used
to revisit corporate practices: companies may betéain their employees if they

explore what it is that key employees (or all engpks) believe is the meaningfulness
of their work. By doing so, the company can implemappropriate measures and
actions in their HR practices.

5.5.6. Potential directions for further research

At this point | must call attention to the limit§ cesearch. The major strength of
qualitative research — owing to its nature — i tre can make internal generalizations
(Maxwell, 1996) but there is no reason to supposy the experiences of a valid
research could not be valid in other contexts.ussee how much my sample may be
considered typical, how suitable would it be fongelization. The number of subjects
is relatively low (eleven persons) and the reseaeshple — owing to the original focus
of interest - is relatively homogenous (people witbgrees, in leading positions,
employees, white collar workers and people of Hmaesprofession). Within the selected
sample | tried to interview subjects with the mdsterse and special backgrounds, i.e.
people with great upheavals in their career orramsual walk of life, people who must
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have weighed a number of aspects about the meamdgmeaningfulness of work

(e.g.Melinda). | also included novices, newly apped, quite young managers who
have a very different perspective on work than ¢hafio had spent 20-30 years in
managerial positions (e.g. Bence). | also wanteiddlude subjects who have/had only
a few or a very high number of subordinates. Caietly, we can only make

generalizations about the findings of the presesearch with regard to these limiting
factors.

In the light of the above considerations | proptise continuation and extension of the

research with the applied methodology, on a sigaifily different sample:

* beside or instead of highly qualified subjects bjscts with low qualifications

* Dbeside or instead of employees - enterpreneurs

e Dbeside or instead of people in normal working cbods — those in extreme
working conditions (e.g. in unpleasant working eanments, see Isaksen, 2000)

» beside or instead of white collar workers - blubazavorkers.

The following points deserfarther research:

* Further research is needed on the meaningfulnes®i: concerning my finding
about the individuals having a primary purpose thant to experience and are
willing to take even higher risks to do so.

* Purposes and the meaningfulness of work shouldifibelr explored with an extra
focus on how primary purposes may be grouped.

* The circle of schemas and frameworks of work megnivill new perceptional and
interpretational frameworks appear in a sample ahghly different from the
present one?

« The analysis of the cases from a managerial pergpeclhe extension of the
methodology in a way that would be suitable for tegision of organizational
practices.

* Further analysis of the cases from the prospedaiveoaching: Pointing at each
individual's own specific pattern of thinking, schas, limits which may have
contributed to the individuals’ reaching the poimhere they could no longer
reinterpret the situation or if the did, it stibte a considerable amount of tension.

In the present researtihave not dealt with the following relevant and very interesting

areas which | deem worthwhile to study in the fatur

* The meaning of work and the longitudinal tracingcofjnitive schema-formulation
may be an interesting topic. In this research | hadntention to follow through a
specific period of time (e.g in relation to switehiworkplaces or starting a new job)
or to follow the meaning of work as a process previously set period of time.
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The individual’s cognitive structure is unseparalilem commonly shared or

organizational cognitive structures or from thetwt@dl characteristics of the given
country. In this research | did not intend to exaenihe changes of organizational
cognitive schemas or the correlations between malticharacteristics and individual
schemas. | focused my research on individual scheamal the social influence

exerted on them. | also analysed the way indivelymdrceive these influences -
independently from other people’s perception (oizrtional or team members’).
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6.1. Interview outline

Topics to start with

* Introduction

* Review the purpose of the research

» Briefly outline the course of the interview

« Ask for permission to record the conversation; aeritial treatment of information

Demographics —fill in the table
Personal data:

Name:

Age:

Qualification:

Work experience:

Company Industry] Comp. Company Job Number| Years
size owned by of spent
(emplo subordin| there
yees) ates

Meaning of work (content)

e What does work mean to you?

e Why is it worth for you to work?

« What is it that is important/vital or that you lod&r/want to find in your work?

(give example)

Meaning of work (process)
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Has the meaning of your work changed since youtestaworking? (if he/she

switched to another profession, before/after mayrgortant) How did it evolve?

Were there any critical/unexpected/surprising ev@mtturning points in your work

or how you relate to your work?

* Was there any positive or not very positive or esgly negative experience that
surprised you or maybe even shocked you?

* Please, tell me what happened.

* What happened before and after that? Did anythimgnge? What is it that
changed?

Closure:

Is there anything important related to this topiattyou think we have missed?
Would you be willing to participate in a follow-umeeting? Would you like
feedback?

Could you recommend an HR manager?
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6.2. Cases

6.2.1. Unpleasant surprises

6.2.1.1.Temporary and unstable changes in the meaning of wio

6.2.1.1.1. Changes in beliefs about the organization and the amagers

Norbertl

Surprising event

Four years ago he received a negative evaluation.

»-and then my relationship with my boss went badll\Meclear speech] my boss, and
to me, he always only, how shall | put it, | gotimieg but nagging from him. | don’t
work enough, and my performance is bad. | simptn’disubmit to him. That is, |
didn’t recognize that he's my boss. He did feet,thad he paid me back for that on
every possible occasion. There, too, | got a baduah evaluation four years ago.”

Encountering tension

Anger.

Questioning own expectations

Creating an explanation

He puts the blame on his manager for the negatigkiation, does not acknowledge his
own responsibility, he ascribes the bad performawauation to his unwillingness to
recognize his boss, as if it had been some sodawainge from his manager’s side.

Reinterpreting the situation

He reinterpreted his job, his duties and how héllgithem. He repeatedly received
feedback that he is not required to do his jobhewaughly and diligently, to put his
creativity to work. He realized that there werengigant discrepancies between the
expectations of his organization and manager aondettof his own. Upon that he
decided that if his own way of doing his job wag good enough, he would distance
himself from the organization’s expectations, ignahem and only deliver the
minimum acceptable performance level. He protebisdself-esteem and his image of
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his own valuableness by prioritizing them over heed for creative work and by
regarding the organization nothing more than a jdb. concluded that through the
unfavorable developments in his relationship witk manager, the weight and the
significance of his work had also changed. He aoeadl that his work and its results
and consequences would carry less weight now.

,50 the standards changed quite a lot. In the bemig | felt very important, and
thought it would be us who would figure out thealabings, that it would all be up to
us. | see much clearer now, we get everything fr@adquarters. And by now, I've
come to terms with the fact that we have to exdatutieat there’'s no ifs, ands or buts.
In the beginning, | wanted to contribute a greatld® it and that cost me a lot of
energy.”

He reinterpreted his relation with his manager aitth the organization, he distanced

himself from both his manager and the organizaiiesrmuch as he could. He became

distant and alienated from the organization.

Taking action

He defined his own goals/priorities for himselfddnot want to comply with the
expectations of his manager or the organizationwkieted a new job, he tried to find a
new job. He was constantly on the lookout for g jolt did not manage to find one.

»There was this intermediary period, when | onlynted to meet my own expectations”
.l was constantly trying to find a way to flee walach that | find, the appropriate, thus
not performing at the maximum, but still have sa@mergy left, but in a way that | can
still sell it. Well, | would leave.[...] Yes, this ime with them. Good. Should finish
work, and then | can go home.”

,until then it's just a living, or there’s no otheground, I've been looking and applying
for various positions all the time.”

Change in beliefs and values

It was his beliefs about the organization and alhisitmanager that changed. Norbert
thought it was not worth for him to perform, becainss manager and the organization
did not appreciate him. He reinterpreted his retatvith the organization: he became
distant from it and only regarded it as a way okimg@ a living until he found a new
workplace.

His beliefs about his job, his tasks and his wakplrelationships changed.

Change in work meaning

Mechanism affected

Before the change: personal engagement, significacself-esteem deteriorateln
the beginning, he wanted to add to it a lot, pregax lot, wanted to really give his best
in his work, he wanted to create, but he repeatedbeived negative feedback in
response. For Norbert, the meaningfulness of wadidally resides in expressing and
developing his self, in actualizing himself througis work activities. It was the
meaningfulness of his work that this unexpectashsivon affected. Consequently, it was
only to a limited degree that he could experiete his work had a purpose, that it had
significance, because he could not contribute éodbrporate goals with what he was
fond of doing.
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.you need to take simplification to the extremesd avery-very visual and simple.
Which | don't really like, because it more or ldgbs that | should be creative, and
consider that the others also contributed somethatgp did something, | need to turn
everything into something dull. Do the simpleshgisi possible, in the most visual and
apparent way, with the least possible amount df tdake it well-organized, so that if
someone from the outside or from the managers Haslaat it, they should get the
point at once. And | was a bit prone to complicgtthings, to talk and to look at each
aspect in a more complicated way, to say that olkay has that effect and that has this
effect. They aren’t interested in that, it's ortg tend result that counts.”
.considering the meetings, | read a lot on what Isuz meeting is about in the
literature, | even prepared tables on how a meesihguld be conducted. | proposed it,
but then it wasn't even presented what this meetiag, so | made it for myself. |
thought this was important, and spent a lot of ggeon finding out about such
processes, or such competences, what sort of cemgeet how it should be, how
important it is to the company. They didn’'t car@abit at all. Very often, | was looking
into things and doing things that weren’'t even inigat to the company’s life. |
devoted enormous energy to presenting a spreadshetet how | should prepare a
presentation”
After the change: self-esteem improves slightlyAs a result of the negative feedback,
he could not experience a personal engagemens iwdrk, while he also perceived his
work to be of less significance, and as a consemp@i all these, his self-esteem
deteriorated. He reacted by reinterpreting histieiawith the organization, became
distant and alienated from the organization: healled the performance expectations
and interpreted them to his own liking, regardesiviorkplace as a source of livelihood
only and was constantly looking for a new job. Thted to somewhat improve his
self-esteem.
Balance. Lack of personal engagement, significanceelf-esteemHe still could not
experience that he could contribute to the orgdimzathat is, the significance of his
work, which would have provided the meaningfulne$shis work to him. All this
implies that this change brought about a tempoeany relatively unsettled solution,
also confirmed by the fact that he was constamtbking for a job and considered the
situation to have been temporary.

Orientation affected

Norbert could not experience the craftsmanshipntaien in the given organization,

adjusted his relationship with the organization, faged to find a new workplace,

therefore he now works under a job orientationhis brganization. Which, however,
does not mean that his orientation is changingy tivdt it is not his primary orientation

that he can experience at this workplace. This sas&s us that work orientation has
both an organization-level interpretation and a emoabstract, general-level

interpretation that relates to work as a life-damai

Summary interpretation of the case
For Norbert, the meaningfulness of work basicadlgided in expressing and developing

his self, in actualizing himself through his worttigities. It was the meaningfulness of
his work that this unexpected situation affected.aresult of the negative feedback, he
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could not experience a personal engagement in bik.wHe reacted by constantly
looking for a new place to work, regarded his wdakp as a source of livelihood only
and worked in that organization under a job origomta Which, however, does not
mean that his orientation is changing, only thas imot his primary orientation that he
can experience at this workplace. What this casestus is that work orientation has
both an organization-level interpretation and a emoabstract, general-level
interpretation that relates to work as a life-damai

Norbert2

Surprising event

The second negative performance evaluation, thenpiat negative outcome of which
(i.e. that he might lose his job) was also mentibg the manager.

.this evaluation, that was a pretty strong reflexti Especially of the fact that if | do
something, then | can do it extremely well. [...] Aralhonestly told me that. But he
honestly told me, as well, that if | carry on likgs, then | might have to leave the
company pretty soon.”
Meanwhile, the context — both the organizationalimmment and the manager — has
changed.

»LAnd we are becoming more and more of a multinalpbecause with the previous
company, it had the advantage that they wantechtd & down, in the long run, it

turned out by now. That's why they didn't pay ditanto it, that's the reason for a lot

of things we did. Now during the last two yearsweebeen in focus again, that we
deliver very good results, because there are imvests. [...] We receive attention, then
we have to produce again, we have to perform. Téw director, he wants to show
them.[...] That one had the advantage that they diday attention, but then again, it
was uncertain. Now we have the attention, so nawvpgrformance above all. They
made an investment, of course they want the returaust it to pay off.”

Encountering tension

Uncertainty and fear.

-What is, well the negative experience, that is amaual evaluation, when | got such a
bad mark.”

.I'm afraid, after all, because | would like in thieng run, | have a family and two
boys, two children”

Questioning own expectations

Norbert became uncertain as a result of the negatraluation.

.Because of that, | sometimes feel I'm not muliio@dl-conform. Yes, this really is a
serious problem for me now.”

Creating an explanation

He perceived the behavior of his coworkers to Ieilar to his own, which acted to
slightly reduce the tension, for the others weraidf too and the others worked hard,
too.
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,IU'S interesting, lay-offs are in the air these ykaat this company. Everyone started to
work, because everyone is frightened.”
His reaction to the unfavorable performance evalnats different than it was the
previous time. Now, he does acknowledge his owpamesibility, as well, instead of
regarding his bad relationship with the managehawe been the only cause of the
performance evaluation and the negative feedback.

.1t bugged me. It really got to me that | am capalolf doing it, but | still didn’t do it,
and someone else noticed, too. Until then, | tholiglould weasel out of it. For me, it
was like okay, | give it to them, they have othérgs to do anyways, they won’t notice,
I'll get away with it. And then it was like absadiyt clear that they do notice, and | do
see the difference, as well.”

.50 the manager reflected on it, | got an evaluafithat if | carry on like this, then,
that won't be too long, my career won't last vewpg.”

Reinterpreting the situation

The weight, the significance of his work changetbtigh the increased managerial

attention and control over his work, compared ghevious period. Upon the potential

consequence his manager had warned him aboutabsessed the possible outcomes
and reinterpreted his job, his relationships, hsk$ and how he performed them. He
perceived a larger degree of uncertainty withindhganization in general as a result of
the changes, and he perceived a larger degreeceftamty personally, as well, because
of the performance evaluation.

JAttention is directed at us. We receive attentittben we have to produce again, we
have to perform. The new director, he wants to stioem. That is, he is young,
dynamic, squeeze out even more. For this is odehaltreadmill, after all. Everyone
sees it that way, so the managers, too, everyoskaking like what comes tomorrow?
Will they be the one to be replaced? What will leapplt has the advantage that your
workplace is less uncertain, but because of tlnaty squeeze even more out of us. That
one had the advantage that they didn’t pay attentiut then again, it was uncertain.
Now we have the attention, so now it's performaad®ve all. They made an
investment, of course they want the returns, wanotpay off.”
He reinterpreted his relations with his manager wedorganization, and re-committed
himself to the organization and the manager. Haegireted the performance criterion:
until then, he did not take his manager’'s expemtativery seriously, but afterwards, he
adjusted to the manager’s expectations, he waateteet them.

.Now there and then, my primary goal was to imprawe commitment.”
His self-image changed: he re-defined his relahgn$o responsibility (for details see
the section on beliefs).
In the summary interpretation at the end of theeca® will see that the change is not
unambiguous, that there is a contradiction.

Taking action

He adjusted his performance, his tasks (checking)has relations (relations with the
other managers).

.l changed my attitude. It's just that, as | seenb matter how well | perform now, such
an opinion is hard to turn around”
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»50 there | decided I'd only release high qualitprk from that point on. Or won't
release it at all. | decided | would double anglte check what | release, and | decided,
that, then.” .| changed it, that | wouldn’t want tieave, but try to do my very best. To
meet the quality in my head.”

Change in beliefs and values

His beliefs about himself changed. In the previpasod, Norbert thought that it was
not worth for him to perform, because the orgamratid not recognize him, and he
could afford to do so, as they were not really keg@n eye on him. His new boss
made the consequences of his behavior clear to leninad to face his responsibility.
The threat of losing his job and the fact that faes the one to sustain his family acted to
change his image of and beliefs about himself, lisdfeeling of responsibility grew
stronger.

~And now we’re sort of trapped, because my wifatibome on maternity leave, so she
can't support us, financially. | have to surviveotwr three years. This also played a
role after the annual evaluation. The baby is caniwe were already planning the
second, he was already on his way, | really shelilek it over that it's not entirely up
to me. Because | have my family. This also playsaleawith the annual evaluation, it
drew a line that yes, if | carry on like this, thigl be the consequence, if | continue like
that, then there still is a chance for that, butyloa no, there isn'’t. [...] Yes, I've turned
a bit more responsible. I've been thinking morepoessibly since then. It brought me
back to reality. Like, after all, | work for a cowrapy, and their expectations are
enormous. And | can'’t just hang around all dayt jds something here and there. And
that really means a lot.”

His value system changed. Providing for the segurit his family became more

important to him.

His beliefs about the manager and the company etqras well. Norbert thought it

was already worth for him to perform in order teegehis job. Nevertheless, he still

regarded it as a source of livelihood only.

In the summary interpretation at the end of theeca® will see that the change is not

unambiguous, that there is a contradiction.

Change in work meaning

Mechanism affected

Before the change: significance, self-esteem decseaThe recognition received at
work is a key issue to him. For Norbert, the meghilmess of work basically resides in
expressing and developing his self, in actualizimgself through his work activities. It
was the meaningfulness of his work that this unetquk situation affected. His self-
esteem deteriorated as a result of the negatiiferpgnce evaluation he received from
his boss. Because of the warning that he might ibmigsed, his job became more
important to him, uncertainty increased and conti®treased, which had a negative
impact on his self-esteem.
-What is, well the negative experience, that is &maual evaluation, when | got such a
bad mark. That affected me very negatively. [...$ Wad when | feel such a bad
rejection, or when | get an, so that [unclear sggeexternal motivation, that | didn’t
do something, or that | forgot or did something Wreng way.”
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.'m afraid, after all, because | would like in ¢hlong run, | have a family and two

boys, two children, we have to get by, but we fea@viss franc loan, but I'm not as

desperate as | would've been frightened two orahrears ago, if they had fired me.”
After the change: significance, self-esteem incre@asAs a result of changing his
attitude, he became more successful, which had@dhle effect on his self-esteem.
Paradoxically, his work gained in significance hesmaof the possibility of losing his
job and the setting of more specific objectivest ik, because he saw how and what he
contributes to.

“And this might be partly thanks to the more comerebjectives | was provided with
after the annual evaluation,[...] There were no irdars. But, after all, it is important
to me that | can reflect that yes, now I'm makimggpess. Since then | got a lot, we
jointly agreed on indicators by which | can monitayself, as well. Well, it may be sort
of conspicuous. | can evaluate myself and, wedln thcheer up that yes, we're making
progress. There is a kind of feedback for me. Mt &rom the manager, but through
the numbers, too, that they're going up, going déwn
Balance. Lack of significance, lack of self-esteerstriving for security increase.The
change in attitude fails to restore his self-estéerause of the constant fear of losing
his job, and because of continued negative feedibackis performance — far less
frequent than before, though, and accompanied kne mositive feedback. Securing a
living, striving for financial security become moiraportant; this, nevertheless, is not
included among the mechanisms in the literatureictWbluggests that the solution this
change brought about is still just a temporary aeldtively unstable one. In the
summary interpretation at the end of the case, Wk see that the change is not
unambiguous, that there is a contradiction.

“And what also plays a role is that later, | woultke to start some sort of own
business. Stand on my own two feet. | realizedtthatwon’'t work in the long run, |
won't work for this company in the long run. | wilave to either become self-employed
or start up something new using my own resources.”

Orientation affected

In this case, the job orientation becomes moreifsignt to Norbert. In the summary
interpretation at the end of the case, we will ge# the change is not unambiguous,
that there is a contradiction.

Summary interpretation of the case

This case is in contradiction with how Norbert mreted pleasant surprises (cases
Norbert3 and 4), for here, he speaks about his dgomant and feeling of responsibility
following the performance evaluation of his new $oblaving examined the cases
Norbert3 and Norbert4, it seems that the two exilans — the one that makes the
organization/manager responsible and denies N&shb®sn responsibility and the one
that does assume responsibility and commitmentevair simultaneously, and thus
induce tension and create cognitive dissonances&urently, it would be false to say
that the change has completed in the case of Npdmeboth states can be observed in
his stories. His relationship with the organizatesrd his manager is, as a matter of fact,
ambivalent.
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Hajnall

Surprising event

The regional tasks of her job brought about a faxra work, overtime and travelling,
and there was an organizational change taking @iattes time, as well.

“Oh, but | think I've already told you that | worllein a regional project, which, as a
matter of fact, extended my working hours seveagitch week. And this is rather, well,
this doesn’t appear anywhere, it's not a plus, heseaafter all you do what you have to,
but actually it is a plus, as there was a lot ofrkvavith it, and there is no one who
would do your everyday tasks instead of you. Sowave already discussed this.
Things just keep piling up.”
“Well, it is, that there were some things and othdahat I've mentioned, this
organizational change, which means that Hungary badn independent, here, what
went on here, that is not any more completely,dezided here. That is, my role here
would have changed pretty much, or | would havetbatb some regional thing, so this
was quite foreseeable for the long run, after afid me, upon that, actually this was the
very point when | said that this is already sonmghi wouldn’t, because | wouldn'’t
apply for it, as a candidate, to this regional gasi, but then again, in the long run, |
wouldn’t actually like to do this here, or from lkewither, because the tasks of this job
here would surely change, too”

This heavy workload, at the same time, caused aflobnflicts with her husband and

with herself for not being able to devote enougtetio her family.

“of course | don't specifically remember those tnthen, what | do know is that my
husband told me a zillion times that he would leéwe Lake Balaton on Friday
afternoon, and then | could try and catch up tarh&Vell, okay, this is just a joke now,
but after all, this was sort of awkward, to be thee they always had to wait for. And
then on Friday evening, | arrive home drop-deaédirand then on Saturday at noon,
then it's like okay, | should do the shopping, déimein the weekend is over. So, and for
long, | tried to discipline the kids at 9 in thee@ing, which | don’t think was completely
unfruitful, as they turned out quite alright, buely a little more time.”

“Well, so, this was the thing, this was for whigihat | had had sort of enough of, and
it wasn't actually me, but | think my husband, tdbat is, if he hadn’t told me, | may
not have made the move, if he hadn’t said thatt(iddMike a bit higher quality of, that
is, he would like to go to the theater in the emgrsometimes, which had been out of
the question until then, and now we're enjoyingaitmuch that now you can sometimes
go to the theater in the evening. We did go to aced now and again, 'cause you
know, they start at half past seven, not sevenpsHaut, those were simply, | was
always nervous like hell whenever we had ticketstlie theater, 'cause | knew |
couldn’'t make it on time, and, or something woudgen, or have to go on a business
trip, or what do | know what happens. So it wasthe forgot about it, | couldn’t make
it, or was abroad, it was these, the options. Walthy, this is obviously a bit of an
exaggeration now, but this is what the situatiors e basically.”

Encountering tension

Rage, anger, fear.

“I had had sort of enough”
“l was nervous like hell”
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Questioning own expectations

Creating an explanation

Her husband supported her in the decision.

+If he [husband] hadn’t told me, | may not have reatie move”
She clearly puts the blame on the organizatioriHier situation, and believes the cause
of the problem to reside in the system, in the @wots: this is what the operation of the
organization necessitates, there is no attractisiervfor the future, in terms of neither
organizational position nor material compensation.

“So it is completely normal that | always said thawould work, dedicate my life and

body and so on, but still, there are a couple @idh, parents’ evening at the school of
the kids, or whatever else, and | would like tahere, there’s nothing wrong with that,

that is, no one ever thought that | shouldn’t gat bktill, the case usually was that
something somehow happened to be drawn out, amduitd’'ve been truly awkward to

leave at that very point, so, but you know, these everything collapses like that and |
really hated that in the end”.

“and well, on the other side of the coin, what's therspective, that if you work on the
client service side, then you will eventually beearpartner, but if you don’t work on

the client service side, you'll never be a partrgo. that was the other thing, that why
should it be others for whom | do all the [silencejhereas | could do it for myself,

too.”

Reinterpreting the situation

She reached a point where she could not toleratsithation any more. She perceived
the organizational conditions not to be alterabiéerestingly, she does not talk about
having tried to reinterpret her job, reduce or atljuer tasks, as if she had regarded the
organizational expectations as given, as unalteraks if a reinterpretation of any sort
had reduced the significance of her job. She repneeed her relationship with the
organization: she became distant from it.

She reinterpreted her job: she did not feel thatvinerk was important, exciting or
inspiring any more. The relatively long durationh&fr employment, the lack of novelty
and that period of excessive workload equally haalain that.

She reinterpreted her relationship with the mareagérthe organization, and became
distant from them.

Taking action

Actually, it was much earlier that she realized thark is less important to her than her
private life, and thus wanted to live accordingly.

“That, how my attitude to work changed, if I'm gegtit right that that’s your question,

| somehow think that | did become more consciousulhat, that, so I'm easily
carried away by the, that maelstrom of work, orwhshould | put it, so, but actually |
think that you mustn’t, you cannot, and | do reatly, and when | left the company this
was a part of it, that you should be able to paysattention to other things in life, and
work is just as important, but it mustn't suppresgerything else, my family, my
children, my friends, sports, whatever.”
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She had actually phrased that for herself long feefshe just could not always
accomplish it in the everydays.

“I wouldn't like this, | hope this won'’t be the aasbut this has always been a priority of
mine, even if when she was five, when it was dgtuadifferent whether she’s 10
minutes late from the kindergarten, so even if $miaall that consistent about it then,
or, well, there were things, there were some dailorities that did maybe take
precedence over it regularly.”
“I was still pretty young when | already got into thing like, requirements,
requirements, you try to meet them, and then aftetile you start thinking about it,
that you don'’t actually have to sacrifice anythirigr no one will say 'thank you’ for
that. So this is something, you have to be matumerhuch to yourself, that there are
priorities and you should keep to them.”
She adjusted her actions to her value system fdifte between the values held vs.
followed). As a consequence of all this, she chdniger job, her employer, with a
somewhat longer interim period. She resigned fr@mjbb, and then they revised her
job in cooperation with her managers for an intgpeniod.

“and that was when | said that, well, | practicaligsigned”
“So, so we discussed it, that this is not my pieteake in the long run, though
obviously, | wouldn't want to take French leave”

Change in beliefs and values

Her beliefs about the company and its managemeangdd, as well. Hajnal changed
her beliefs about the company, she saw that it medsworth for her to work there,
because she was not willing to assume the taskbéndecause of their nature, nor due
to the workload) she would have been required tdopm. She reinterpreted her
relationship with the organization: left to work fomewhere else.

Change in work meaning

Mechanism affected

Before the change: self-concordance, personal engsment, significance, self-
esteem deteriorate Lots of overtime and the company’s expectati@mslered it hard
for Hajnal to keep to the basic priorities she batfor herself, therefore she had many
conflicts, internal and marital, as well. For Hadjnhe meaningfulness of her work
comes from her personal excitement and enthusiakite she gets absorbed in her
work, and performs interesting and exciting tadkarly on in the interview, when
recalling her work experience as a beginner, shaioreed the interesting nature of her
work 15 times within three paragraphs. The meaningss of her work was only
affected by the situation insofar as she did notgiee her work to be important,
exciting and inspiring any more. The relatively doduration of her employment, the
lack of novelty and that period of excessive woakl@qually had a role in that.

“Well, sure, the enthusiasm definitely faded awtgraa while, | mean of course, well,

if, yes. Sure it faded away, it was a differentiggtobviously, a different, how should |

put it, somehow, that, what | said earlier, thataabeginner you felt you're involved in

everything, that you knew about everything, and ffwa’'re close to where the real

things happen, well, let me put it this way, | cott really say | feel the same way now
(silence).”
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After the change: self-concordance, self-esteem nease In her new job, she can
better experience that she is able to reconcil&kwad family life, which fills her with
joy.
“That is, if he hadn'’t told me, | may not have mdde move, if he hadn't said that he
would like a bit higher quality of, that is, he vidudike to go to the theater in the
evening sometimes, which had been out of the questitil then, and now we're
enjoying it so much that now you can sometimes gjoet theater in the evening.”
Balance. Lack of personal engagement, significanceglf-esteem.What we can
observe here is a temporary change, which affé&tssignificance, self-concordance
and self-esteem mechanisms. Concerning her owmpeises however, she did not talk
about the interesting nature of her work or exgitiasks, but only mentioned work-life
balance and the security of her work. It seemgylikgat working in her own enterprise,
she cannot experience it to the same extent tleatvsluld become personally excited
and enthusiastic, and that she would perform isterg and exciting tasks, even though
these are the things that provide the meaningfalmésher work. All of the above
suggests that the solution this change brought talsoyust temporary and still a
relatively unstable one, as also underpinned bydlh@wing quotation.

“So, but this really is still in the process of tag§ shape, pretty much. We'll have to see.
Might well happen that the next day, | get entibgdsome job opportunity, what do |
know. But, but then it really needs to be an exgitne.”

Orientation affected

In this case, the orientation does not changs, tiheé craftsmanship orientation that the
surprising event affects. Hajnal could not expereert in the given organization, her
switch of jobs was an attempt to restore that.

Summary interpretation of the case

For Hajnal, the meaningfulness of her work basycathme from her personal
excitement and enthusiasm while she gets absorbefier work, and performs
interesting and exciting tasks. It was the meanilmgiss of her work that was affected
by the situation: she did not perceive her worlbéoimportant, exciting and inspiring
anymore; the relatively long duration of her emph@nt, the lack of novelty and that
period of excessive workload equally had a rolethat. The solution this change
brought about is just temporary and still a rekfvunstable one, because she could not
experience it to the same extent that she woulidarinteresting and exciting tasks.

6.2.1.1.2. Changes in beliefs about coworkers

Szilvial

Surprising event

She worked out a beneficial solution for the prmnsof a sort of education allowance,
and some of her colleagues reacted by accusingfi@ving gained on it.
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“Still in the job before the previous one, theresmd such a thing like educational
allowance, as it is now, that now it can be prodides a tax-free benefit, or as a tax-
efficient benefit, but we didn’t have it at thediinvorked there, and the management at
headquarters decided that yes, we should provisgeessort of support to those who
have school-age children, [...] but you know it didoost them anything, 'cause they
got, got vouchers worth like 20,000 forints andytlteuld redeem it in his shop. And
well, who came was not, so who came to see me Wwérerones who said that wow,
this is awesome, and we're very happy to have vedelP0,000 forints, this was, I
guess, around '97, so it was actually worth motantit is now, but those who came to
see me were the ones to whine about how expehssyghat they can’t buy that pen,
but only a pink pen, only a blue one, and what #éadw what else, so why don’t they
have a wider choice, and that I, that somebody asgjme — must have gained on it,
that we entered a contract with this specific parsostead of enabling them to just
walk into any one of the shops downtown and spehétie.”

Encountering tension

Feeling aggrieved and insulted:

“this really was like very bad, | was really trulyurt by this part. The other parts as
well, by the way, why they always see the negatdes but this, like, personal insult,
this really was so embarrassing*

Questioning own expectations

She did not question her image of herself, but wveaig much shocked by the incident.

“now that is, it really doesn’t even cross my mirdeven feel shocked when it's
someone else about whom it turns out that theypaedelike, 2 forints for something,
but me, it really wouldn’t even cross my mind, #meh they accuse me of that*

Creating an explanation

She told her husband about the issue, and asketbhsuapport.

“At home, | told my husband, who knows that | wosldely never, under no
circumstances, “
She clearly held her colleagues responsible far, e put the blame on them for it,
she felt the accusation was unjust.

“And then | was just standing there like, how diisf well, come to people’s minds to
begin with, so, that yes, that is, how can peopleehso much malice, and then there
were a couple similar incidents, so I've been targdd by now, but this really was too
much. “

“The other parts as well, by the way, why they alsvaee the negative side, but this,
like, personal insult, this really was so embarmagsbut then | buried it in myself like,
after all this isn't about me, this is about thehhat is, whoever makes such a surmise,
it's about them, and not about me. But this | cdorget, you know, this happened more
than 10 years ago, but it’s still like burnt intoayimemory. ©

Reinterpreting the situation

She reinterpreted her relationships and her expecsaof workplace relationships: if
and when she does something good, she should petiegveryone to appreciate it. It
took rather long for her.
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She also reinterpreted her job, that is, her eldfout the HR position changed, she
regarded these situations and relationships aphér job.

“Well, I've been doing this for quite long now, sow these things, I'm immune to
them, but in the beginning, and actually not orilg beginning, but for quite long
afterwards, so even after several years it coutd $® frustrating that a lot of people
are just plain impossible to do good to, or you 'taon the one hand, that there’s
nothing that you, as part of HR, could do that vdobié equally good for everyone, and
they won't, those who'll come to me won't be thesowho are happy about what
happened, but those, who aren't. *

Taking action

She acted accordingly.

Change in beliefs and values

Her beliefs about her coworkers and the HR positbanged. Szilvia changed her
beliefs about her coworkers, she thought that thex® no sense in expecting everyone
to appreciate her efforts. She did not changediationship with the organization.

Change in work meaning

Mechanism affected

Before the change: perceived impact-service, sigiténce, self-esteem decreased
She did not manage to achieve the expected resultecognition, people did not react
as she had expected, what is more, they even atduse which made her feel
uncertain. For Szilvia, the meaningfulness of wavs basically provided by her
assistance to others, the development of othevgadtthe meaningfulness of her work
that this unexpected situation affected.

After the change: self-esteem slightly increasedshe managed to reduce tension by
having found a reassuring explanation for what lnegpened.

Balance. Lack of perceived impact-service, signifamce, self-esteemShe managed
to reduce tension by this reassuring explanatien,she did not succeed in achieving
the positive impact she desired, i.e. recognittbnpugh this change. In the long run,
she had to prepare for the desired recognition iammhct to often remain absent in
situations similar to this one; what she manageddbieve by this change was to
mitigate the extent of the decrease. This, howedidrnot induce in her a tension of a
degree that would have compelled a greater change.

“how can people have so much malice, and then tivene a couple similar incidents,
so I've been toughened by now, but this really woas much. | can see it on my
colleagues, who are much younger than | am, and mgvassistant here, and earlier,
too, that they experience this sooner or latert §es, there’'s so much malice coming
back to us from people, 'cause you know, it's wamy rare that they’d come and say
‘thank you’, there are some, but that's the rarseaWhen it affects a lot, say, a lot of
people from the shop floor, then that's the rareesebut if someone ever happens to not
like something, and then they even suspect sonmefsdisguised intention, now we're
quite sure to hear about that, and that can hurveoy-very badly, so these can be so
frustrating each time. “

Orientation affected
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There is no change in her orientation in this cdss,the serving orientation (perceived
impact) that the surprising event affects.

Summary interpretation of the case

For Szilvia, the meaningfulness of work was basicptovided by her assistance to
others, the development of others. This surpriswgnt affected the meaningfulness of
her work. She managed to reduce the tension bgetssuring explanation that she was
not the one who was responsible, but she did notemd in achieving the desired
positive impact, i.e. recognition, through this e, therefore the change resulted in a
temporary and unstable situation.

Viktorl

Surprising event

With immense effort, he managed to achieve thatesah the managers of his

organization who had not had a company car befou&lget one. He expected them to
be pleased, but instead, they were complaining tatheubrand of the car not being
prestigious enough for them.

“After all this, when we introduced and announchd tvhole thing, and said that okay
folks, it won't be tomorrow, but we’ll order thermdayou'll get a brand new car,

insurance, maintenance and so on all covered, ttentain people reacted like oh,
wow, great, thank you very much, this is really same, while with others, who came
to work by, say, bus just that same morning, tlatien was like what, just an Opel
Astra? In my position, in my status, | shall drareOpel Astra? “

Encountering tension

He was so deeply moved by the incident that hesgohach cramps.

“So, | could not at all...| was taken aback by thigg so badly, that | was like okay, |
have to go home now, | couldn't, that is, | just gitmmach cramps and all, “

Questioning own expectations

He had many disputes regarding cars even afterwards

“Well, for example, in the beginning, | had a Idtdisputes concerning, for instance,
company cars, like what size of car we need and whaneed it for and what it means,
that car, that it's a status symbol, and that | di@ecar of this size, or a car like this or
that”
It took quite long before he started to questiod &m revise his own presumptions
concerning his coworkers’ motivations and values.

Creating an explanation

He was surprised by the incident so much thatrat, fne got sick. He just could not
accept that for them, it is the brand that mattens, that if brand is what matters, than
that is what he will have to provide them with undertain organizational conditions.
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“Well, I went home, laid down for a while, took est, and then | said to myself, okay,
this was a lesson to be learnt. That is, the canamed the same as it was, obviously,
‘cause that was what we had signed for, so it agtiloe altered, so | just accepted that
the people who witness certain occurrences, theyad@ll share the same image of it.

Reinterpreting the situation

He reinterpreted his job, tasks and relationshipd how he should relate to his
coworkers’ values and motivations concerning beseffrior to that, he insisted on
convincing his coworkers that he was right; hedasore acceptive attitude now.

“As | said, insofar as I'm trying to be more tolera or at least acquiesce and accept
that certain people hold different values than | dad that | have to respect that, to
acquiesce, and maybe even resort to making useadfar all, that must obviously have
an important role in their motivation. So if someas motivated by having a bigger
and fancier car, if this under certain conditior®) the other side, you know, | as a,
have to ensure the consistence and transparenbgrgéfits within the company, but if
they are motivated by having this brand of car east of that brand, and this big
instead of that small, well then okay, | acquieskien this is important to them and this
is what I'll have to provide to them, because thigvhat they are motivated by. Fifteen
years ago, | couldn’t have accepted that this iw ltlkings work. Now | can accept that
this is the way it is. This. “
He also reinterpreted his role, job and tasks maddenefits were concerned. He found
the meaning of his work in this new framework: whg has to do is to ensure
transparency and consistence (keeper of rules -inglrative expert), and not to
convince his coworkers to accept the values thahiheself holds (change agent).
Putting the change through, however, carried muokersignificance for him than the
keeping of the rules. But we can clearly see th& teinterpretation of his role is
contradictory, that it has not settled: the expogss,try” and ,have to” give it away
that Viktor's acceptance of this situation is gtifirtial only.

Taking action

He acted accordingly.

Change in beliefs and values

His beliefs about his coworkers changed. Viktor nged his beliefs about his
coworkers, he figured that it was not worth waitfogthem to accept his value system,
and he found out how the organization could berfeditn their motivations being
different.

His beliefs about his job, tasks and role changed.

His beliefs about himself and his values did noarge: he did not become more
tolerant in general, it was only in a certain sgttihat he could accept the differences in
people’s values.

“l was taken aback by this thing so badly, thatdsaike okay, | have to go home now, |
couldn't, that is, | just got stomach cramps anki mbw I'm already over that part, so I,
I’'m not completely over it, so, for example at tmanagement training I've just told
you about, what the various role plays and disarssirevealed was that | have a
certain system of values, which is very importaninie, and | come across as a very
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tolerant, friendly and nice person, exactly as l@aggl don't feel that someone’s about
to tread on those values. And then | see red atl &tting like a madman. So, it seems
| still don't have this thing perfectly under cooltrand, by the way, | might actually not

even want to, so maybe | don’t always want to actid@p with a dispassionate, calm

smile, when things that | consider important, likespect, openness, cooperation,
responsibility, when | see that someone practicigihores these, maybe even ridicules
them, treads on them, and consequently, treadeenfellow men. Even today, I find it

hard to tolerate something like this, but still memmuch better than 15 years ago. *

Change in work meaning

Mechanism affected

Before the change: perceived impact-career, signdfance, self-esteem decreasdde
did not manage to achieve the impact he expecedhe change, people did not react
the way he expected them, therefore he began taufeertain, and he even got sick.
For Viktor, the meaningfulness of work residedhe tonveying of values, the putting
through of changes of great impact. It was thedasaningfulness of his work that
this surprising situation affected.

After the change: self-esteem improvedBy having found a way to reinterpret his role
in such a way that he could still serve the orgation’s goals, he could slightly
improve his self-esteem.

Balance. Lack of perceived impact-career, signifiaece, self-esteenmte managed to
slightly ease the tension by reinterpreting hig rahd job, but he still could not achieve
the desired change, the desired effect, therefarehdd to give up his goal of
effectuating some greater change. Keeping the nfltise organization does by far not
provide him with the same feeling of significancethe effectuation of changes. This
created further tension. All of this suggests thatsolution this change brought about is
temporary and still relatively unstable.

“And then it was rather painful to realize that shis not really the way it is, so no, if |
can achieve results and induce changes, if | carthdd with certain people, that's
already the sort of success you have to be extyehagdpy about. But with a relatively
large group of, say, 150 people, that | could bratgput relatively remarkable changes
in how they think about what a person’s tasks arehow a workplace community or
any other community functions, how one should lzaamdividual and community
interests, what responsibility and commitment meath that, | really don't feel as if |
had achieved truly serious results in the past 1b6years. “

Because of which he tried to find a job where itldobe possible for him to realize the

change, the impact he desired.

“So the point is, what I'm trying to say is thav& already had one such impetus before,
that here | come and save the world, right theappened to start working for a
government body, which lasted full two weeks attogye So what emerged there was,
once again, that the world is not exactly ready#b redeemed by me, so thank God it
turned out pretty quickly there, so this misunderding, we cleared it up at once, and
then | left, too, a.s.a.p. So this, it seems toel@rning in, say, 10-year cycles, that is, |
expect the next such wave of inspiration of mirertive around 20xx. “

Orientation affected
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There is no change of orientation in this cases ithe career orientation that this
surprising event affects.

Summary interpretation of the case

For Viktor, the meaningfulness of work basicallgided in the conveying of values, the
putting through of changes of great impact. It Weasbasic meaningfulness of his work
that this surprising situation affected. He managedslightly ease the tension by
reinterpreting his role and job, but keeping thieswof the organization does by far not
provide him with the same feeling of significancethe effectuation of changes. This
created further tension. All of this suggests thatsolution this change brought about is
temporary and still relatively unstable.

Csillal

Surprising event

Due to changes in the management, Csilla had #otfas senior managers who did not
accept her and wanted her to leave the organizafiba had the support of the chief
executive.

“There | was faced with an unpleasant surprise,tlaes two deputies, Béla Nagy and
Katalin Kis wanted to boot me out, telling me ie flace, they said, I'm too much for
this organization, in their opinion, the companyedo't need HR services of such
quality, they believe I'm a true professional expéut | should go somewhere else.
Right in my face. And then | told the CEO, likeygkshall | pack my things then? He
told me, don'’t even think of packing, now you Wdle to fight this battle. And then it
took one and a half years. This, you know, wadyeal unpleasant experience.”

Encountering tension

Rage, illness.

"l didn’t reveal too much of it, but | got myselftamor, which then had to be removed
surgically, but thank God it was a benign one, bt sure that it was all those bad
feelings | suppressed, so much — well, not rage okay, there was some rage — you
know, when bloody hell, you think, how dare haarie me.”

Questioning own expectations

Her beliefs about the deputies changed insofarhasrasalized that there were senior
managers who were reluctant to recognize her pats@tue and that of HR in spite of
the apparent results.

“They could actually make me hesitate whether micemanagement exhibit no need
for my work in this respect, well then what thekham | doing here”
She began to question whether she would be ableotwince them given the
circumstances, for she had already proved her wormumber of respects.

Creating an explanation
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She sought support, and her boss backed her.

“But then as the CEO backed me, and said | wouldtive battle, | should do my work
accordingly, and he stood by me *“
She clearly holds the managers responsible foo¢bharrences.

Reinterpreting the situation

She reinterpreted her job, her tasks as well asrélationships. She intended to
convince them. Enjoying support from the CEO, shekton the fight, the battle. Her
work turned into a battlefield, into a fight. Sheinterpreted her relationship with the
two managers.

“But then as the CEO backed me, and said | wouldtive battle, | should do my work
accordingly, and he stood by me, then | said, okdg try.”
She did not reinterpret the role of HR, her belasut the role of HR did not change.

“I've never wavered in my faith in the significanaed the value of this profession, that
is, I'm so deeply convinced that it does indeedasgnt value added, that they simply
can't make me doubt it. “

She reinterpreted her own role (for details, seestittion on beliefs).

Her image of herself changed: she re-defined fonbad, for attack (for details, see the

section on beliefs).

Taking action

She sought support. She did not fend off the despuand supported her team in
tackling theirs. She changed her relationship wWithtwo managers, as well. At first she
thought she would have to leave, but upon suppom the CEO, she decided to stay.

Change in beliefs and values

Her beliefs about the deputies changed insofarhasrasalized that there were senior
managers who were reluctant to recognize her pafs@tue and that of HR in spite of
the apparent results. She began to question whitiemworth for her to work for a
company where the deputies exhibit no need for wdteg has to offer. Csilla
questioned, but did not change whether it is werpecting the deputies to recognize
her: whether they will thank her for her work aretagnize her personal importance
and significance, and that of HR.

“But then | thought | must be able to convince thedtar all. *
Her beliefs about her job, tasks and workplacdimiahips changed.
She reinterpreted her own role: she had to kedpeupeam’s morale and enthusiasm in
order to protect the entire team from the attabksway.

“So, very strong self-discipline, self-control, ddhto permanently, and artificially, keep
up my enthusiasm, | had to display to my team dikaty folks, we're fighting back.
Cause they were insulted, too, they had their phit all through me. The two deputies,
many times they talked to my people in a tonevtiaat like terrible.”
Her beliefs about herself changed, she re-defiregelf as a ,peaceful warrior” in this
struggle, which necessitated self-discipline, selfitrol and artificially maintained
enthusiasm.

“And | didn't want to actively convince them thadd provide value added, but we
really agreed with the CEO that | would just gowarking, and then after a while they
somehow got it that it's quite good, after allhave such high-quality HR in place. “
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Change in work meaning

Mechanism affected

Before the change: perceived impact-career, signgance, self-esteem decreasghe
did not manage to achieve the desired impactreagnition, the senior managers did
not react the way she expected them to, and thrersefee became uncertain. For Csilla,
the meaningfulness of work basically is to provattbhe is able to exert significant
influence over the operation of the company, thisvhat allows her to experience that
her work is valuable. It was the meaningfulnesshisf work that this unexpected
situation affected. The criticism she receivedi tha senior managers did not recognize
her and attacked her, made her uncertain (e.gs ‘tet’), and thus her self-esteem
deteriorated. In her eyes, the significance of Hgls did not change.

“My love for my work has never suffered a setbdbkt is, in my love for this work,
I've never wavered in my faith in the significarssel the value of this profession, that
is, I'm so deeply convinced that it does indeedeasgnt value added, that they simply
can't make me doubt it. They could actually make hasitate whether if senior
management exhibit no need for my work in thisaespell then what the heck am |
doing here. But then as the CEO backed me, andlsaalld win the battle, | should
do my work accordingly, and he stood by me, theaid, okay, let's try. “
After change I. Balance. Lack of perceived impactareer, significance, self-esteem.
By taking on the fight, the battle, Csilla was adhy protecting herself and her self-
esteem. She fought for her importance to the orgdion — that is, her value added, as
she put it — to be recognized.

“l didn’t reveal too much of it, but | got myselftamor, which then had to be removed
surgically, but thank God it was a benign one, bt sure that it was all those bad
feelings | suppressed, so much — well, not rage okay, there was some rage — you
know, when bloody hell, you think, how dare hdaré me. But then | thought | must
be able to convince them after all. | didn't shawthat is, the CEO said that it was
nothing short of fantastic that of all this, notbicould be seen, but there was a lot of
suppression in me. “

She did not manage, however, to reduce the perrhgsresion, which even got her sick.

All this suggests that the solution this changeught about is temporary, if drawn out

rather long, and still relatively unstable.

After change Il.: Perceived impact-career, signifiance, self-esteem increas#.was
her endurance that solved the situation; with tistee succeeded in convincing the
managers through her endurance.

“and then after a while they somehow got it that guite good, after all, to have such
high-quality HR in place. And then after one anldadf years of many-many truly cruel
conflicts, all at once they told me, they came &oata celebration, and apologized for
those one and a half years. And that now theyas®kthey really need me, and | should
please forgive them, they truly appreciate me, ktd have a drink, and they gave
hugs and kisses, and everything’s been fine emee st

Balance.What we can observe here is an interim change,hniagts long, but is still

temporary and affects the perceived impact, thaifstgnce and the self-esteem

mechanisms.
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Orientation affected

There is no change of orientation in this casds ithe career orientation that the
surprising event affects, which Csilla could nopesience at the company in question,
it was the restoration of this orientation that @edurance and fight were aimed at.

Summary interpretation of the case

For Csilla, the meaningfulness of work basicallytasprove that she is able to exert
significant influence over the operation of the g@amy, this what allows her to
experience that her work is valuable. It was themegfulness of his work that this
unexpected situation affected. By taking on thétfigCsilla was actually protecting
herself and her self-esteem. She did not manageeve, to reduce the permanent
tension, which even got her sick; this indicatest the situation is temporary, if drawn
out rather long, and still relatively unstable.was her endurance that solved the
situation; with time, she succeeded in convincimg inanagers through her endurance,
thus it was them who changed their relationshifn\WMR and Csilla personally.

6.2.1.2.Lasting and stable changes in the meaning of work

6.2.1.2.1. Changes in beliefs about the organization and the amagers

Léna2

Surprising event

The novel management concept of the new managerae@smpanied by a series of
layoffs, where downsized employees were offered Bsd less support, and finally
even the outplacement program was terminated. $tsermeant to take an important
role in the process.

LAnd, well, such a traumatic experience at orgatima A was when the new CEO
arrived, last year, and pretty much destroyed ethéng. He’s a crisis manager with the
fundamental philosophy that fear is the one and/ @abl in the hands of a manager
that's actually possible to achieve results or wait@ people with,”

Encountering tension

Disappointment, anger.

“And then these were already rifts and disappointteevhere | had to say that here
and now, that development and supportive functfdidbbis lost. “

Questioning own expectations

Creating an explanation
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She clearly holds the manager accountable for deeircences, in her perception, the
organizational culture does not allow her to perfahe task in a different way, either.

Jthis is a very dry, executive function, with noegtions asked, that is, the culture
didn’t allow for any counterarguments,”

Reinterpreting the situation

She reinterpreted her relationship with the manafi¢ine organization, became distant
from him.

She reinterpreted the role of HR in the organizafffor details, see the section on
beliefs).

As the downsizing started, she reinterpreted herher relationships and her tasks and
role. During the subsequent waves of downsizingydwer, she did not manage to
reinterpret her job, tasks and relationships in ay what would have made them
acceptable to her, therefore she reinterpretedréiationship with the organization:
became distant from the organization.

.l was still able to find my place in the first qalhcement program” ,So no, the order

is to fire him, so | can fire him in the rough wag the choice is, or where the, say,

assistance part comes in is that | try to fire hima way that I still hold his hand and

lead him along a certain line, yet when that lisecut, ‘cause we don't need it, that is,

we don't need outplacement, ‘cause it's superfluthen the only thing that’s left is fire

that guy there, why?, because | told you so artigome plausible justification, too.”
Her image of herself changed: she re-defined Hatioa to development and assistance
(for details, see the section on beliefs).

Taking action

When she succeeded in reinterpreting her job, dhested her tasks and relationships
accordingly. When she could not anymore reinterpegtjob in a way that would have
made it meaningful to her, she began to look footlagr place to work. As a

consequence of all this, she moved on to a newgjoiew workplace.

»And then meanwhile, they had been trying to petdguae to leave for organization B,
for about half a year, but | felt so attached t@anization A that I, well, | didn’t really
want to leave, but by then, my scope of taskslyinigiped over into such a direction,
that | would have had to execute completely nomsem=asures, that then | said, okay
let’s try this and that's how | got back to the SKEttor again, in a somewhat different
role.”

Change in beliefs and values

Her image of herself, her self-definition changslde realized that she would like to be
an HR specialist who develops, supports and hedaplp, and certain activities are
hardly ,compatible” with that — so she had to say n

Her value system changed. Actually she realized hmoportant it is for her to help,
develop and support people.

Her beliefs about her job, tasks and workplacetimiahips changed. In the first phase
of the downsizing, she could still find a way tdghpeople: accordingly, she began to
relate to her coworkers in a different — expresslpportive — fashion, and performed
her tasks in a different manner, as well. Based/bat she said, this was the time when
assistance, development and support became the éb&xer work.
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Her beliefs about the role of HR changed. Previgusie regarded it as a function that
develops, provides services within the organizatidns interpretation of hers involves
a sort of initiation and constructiveness, which tdhange turned into, on the one hand,
a role of an executive nature, where you are nppased to ask questions, but only
required to execute decisions and, on the othed,Hato something destructive, which
discontinues and cripples initiatives and develapinpeograms, and takes advantage of
people’s weaknesses. She could not identify witis tbBxecutive-deconstructive
corporate role of HR, she interpreted her rolehas of a helper, a developer.

Her beliefs about the organization and the manabanged. Léna thought it was not
worth for her to stay, because her manager anartpnization do not appreciate her.
Léna changed her beliefs about the company: shedfthat it is not worth for her to
work there, because there was no need for whatahle offer. She reinterpreted her
role with the organization: started looking forennworkplace.

“there was no need and they blocked the service sfdhis entire area. It turned into
such an executive function of a purely administexthature, and of course, back then
there had been a great-great need for me to beetteerd help, and do my job, but that
just went away. “

Change in work meaning

Mechanism affected

Before the change: Perceived impact — service, sifjpance, self-esteem decrease
The downsizing was a context where it was moreadliif for her to find a way to help
her coworkers. After the termination of the outplaent program, she could not find
any opportunity at all to provide help. For Lér# teaningfulness of her work comes
from helping and serving others. It was the medningss of her work that this
unexpected situation affected. Consequently, shilawt experience that her work has
a purpose and significance, because she couldamttimute to the company’s goals
with what she felt willing to perform.

. was still able to find my place in the first galhcement program, and understood the
economic reason behind it, but when the next yéadito and would’'ve had to, ‘cause
there were things when | said I'm not doing thesfite people and managers without
any other reason but to make an example of themvjtbout even finding any reason at
all, that is, they couldn’t tell why, but the jokasvto go and find what they could be
fired for, ‘cause we need to make examples, but krmw, the justification wasn'’t
legally sound, so | said | wouldn't, that is, as AR specialist, | won’t sniff around in
people’s files to find their soft spots, if | withen that will be to develop them, to
help’em move forward”.
After the change: Perceived impact — service, siditance, self-esteem increas€or
her, the solution was to find another employer, ianter new job, she could experience
this help and service to a much larger extent, nttembers of the organization are
grateful for her work. This was, she could experesthat her work is meaningful and
significant, and has a purpose, and therefore shlel @lso experience its valuableness.

»0obviously you cannot build up everything, to gedrgp on everything at the same time,
and | started to do those, to build’'em up. And tamter, you know, this incredible
enthusiasm, that is, the managers are very gratéfid people are very nice, so the
reactions, to pretty much everything, are just awes, whatever idea | come up with,
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that goes off like a firework and the company isf éswas just about to burst with joy,
S0 it's a very receptive organization”
Balance. Perceived impact — service, significanceglf-esteem increaseWe can
observe a lasting change in the mechanisms hergube its significance to her
increases.

Orientation affected

In this case, the serving orientation (perceivedpdat-service) becomes more
significant in Léna’s eyes.

Summary interpretation of the case

For Léna, the meaningfulness of her work came fin@iping and serving others. It was
the meaningfulness of her work that this unexpesi@ghtion affected. When in the
course of the downsizing process, her company text&d the outplacement program,
she could not find any opportunity to provide hafgymore. For her, the solution was to
find another place to work. As a consequence oftradl, the help and the services
provided to others gained in significance in hezey

Bencel

Surprising event

The company’s decision making practice changeda assult of which second-level
management got excluded from decision making, treglno influence on it anymore,
and they were not even provided with explanatiengHe decisions.

“I don't really like the, so | don’t think it waspgpropriate, the management approach
that prevailed there, that they locked them up io@mn, two of them, two managers and
two assistants and then they made a decision oethimg there and then you were told
by someone unqualified how things should be dodetlzen an assistant told you how
she thought the, or how she thought, so the masagade the decisions there and you
didn’t have the opportunity to, say, tell them tigtway that well, this is silly, that is,
that they should’'ve taken another direction, beeaofthis, this, this and this...so you
were told by someone unqualified, whom you coutdy all, tell that you don’t think
it's right, but that wasn't of too much use, eithand that made many of us quite
uncertain®

“So something concrete related to this was, fornepke, when we were compiling this
decision-making-scope-of-responsibility list, aheére were some items there | didn't
agree with at all, that methodologically and, that as we tried to think it over
logically, there were 1 or 2 items in it that wegunst stupid, and then we handed it over
to her, who created, or managed the whole thingl, stre might even have understood
for a moment why we believed those decisions weomgyw but nothing actually
changed afterwards, that is, as we told the mamagéey just had a look at it and said
that you know, senior management said it was fiightway it was, and then the 2 or 3
of us kept ranting that dammit, | know this isndht, ‘cause it's illogical, and why,
why do we have to do it this way, and we didn’tualty receive a concrete response to

167



why we would be doing it that way, but only ansvies just because, and everything
will be fine, that is, and this is because of tloéqy, because of this and that, and well,
| did miss the professional arguments why it hasedhis way or that way. “

Encountering tension

Rage, frustration

“the second year, these problems were getting sbthat | said either I'll either get a

stress ulcer ‘cause | think this isn’t right thisyy resigning to it, well, | just couldn’t
do that, so | thought a lot about what and how weld do differently, it's just that |

saw that the people who really wanted and who weadly able, they felt the exact
same way, “

Questioning own expectations

Reports on what was happening inside him.
“that wasn'’t of too much use, either, and that maany of us quite uncertain”

Creating an explanation

He perceived the behavior of his coworkers to balar to his, which acted to slightly
reduce the tension, because others seemed totBbdris view on the situation.

~the people who really wanted and who were realiyea they felt the exact same way,
that is, no, and | talked with them a lot aboutstlind | saw we weren't getting
anywhere.”

He clearly held the managers responsible for tloeimences.

“but | do think this isn’'t the way things shouldWe&ppened, that is, that we couldn’t
take such an active part in decision making as whatild've been required by our
salaries or our statuses as managers. And | didmibt to work like a, well, a slacker,
‘cause like, I can go with the flow and then thieyikt make all the decisions for me
and then it'll all be alright somehow, so that made nervous. “

Reinterpreting the situation

He reinterpreted his job, relationships and tabkst, he could not accept the situation,
and tried to re-frame and adjust the conditionsitdke them acceptable to himself, but
failed. Therefore he reinterpreted his relationshith the organization, and became
distant from the organization.

His image of himself changed: he re-defined hisatr@h to responsibility and
management (for details, see the section on bgliefs

He reinterpreted his relationship with the orgaticrtds managers, and became distant
from them.

He reinterpreted HR’s role in the company’s lifee plerceived his function to have a
role of an executive nature in the given organargteand he could not identify himself
with that. He wanted to work in a job which is dfasegic importance. He wanted to
head an HR that is an initiator and has real imibgeon decision making, instead of one
that fulfills an executive role.

Taking action

He initiated changes, sought supporters who thoagdrig similar lines, and after a
series of failed attempts, he started looking foew job.
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“resigning to it, well, I just couldn’t do that, slothought a lot about what and how we
could do differently, it's just that | saw that theople who really wanted and who were
really able, they felt the exact same way, thahds,and | talked with them a lot about
this and | saw we weren't getting anywhere, and,vespecially that even the project
was delayed, that is, the project didn'’t start”

As a consequence of all this, he left for anotbbr for another unit of the organization.

“So these were the negative things there that disttmade me, that is, | think that
switch came just at the right time, ‘cause | hadmét become frustrated, that is, | was
still trying, | was still trying to change thingsd then such a, when | got to the moment
when, like, oh, that's something | can’'t changei th well, need to do something now,
so right then, maybe god, maybe not, but somethilggvened and it was right then
that | received an offer, that is, | didn’'t havewait to become so frustrated that no one
ever would take notice of me anymore, after aftuatrated man isn’'t someone, so no
one would want to hire a frustrated man. “

“Therefore when | was offered to manage more thainoaisand people, not just one or
two hundred, and not to have one subordinate, renthen it wasn’t even, well, it
was a question for one week, or one weekend ohlgt ivtook to straighten it all out
for myself what this means after all, but | didmésitate much, no, not that very much*.

Change in beliefs and values

His image of himself and his self-definition chadgke realized that he would actually
like to be an HR manager that assumes seriousnsijdies, that is in a position with
serious responsibilities. His beliefs about himsg#ianged, concerning the extent of
responsibility he is willing to take.

His value system changed. What he realized was, astter of fact, that assuming
responsibilities and control over the situation\agy important to him, as is the need to
do a job where he is involved in decision makingnach as possible.

His beliefs about the job, the tasks and the rota@HR manager changed.

His beliefs about the organization and its managkanged. Bence figured that it was
not worth for him to stay, because the managersitganization do not appreciate him.
His beliefs about the company changed, as wellcBaihanged his beliefs about the
company, he found that it was not worth for himwork there, because there is no
demand for what he has to offer. He reinterpreieddiationship with the organization:
started looking for a new job.

Change in work meaning

Mechanism affected

Before the change: significance, self-esteem decseaThe fact that he had no say in
the management’'s decisions, no control over thepemyis operation and that his
proposals were not considered prevented him fropemencing his impact on the
organization, and started to feel being at the gnefchis managers. For Bence, the
meaningfulness of work is basically provided by dutive contribution. This case made
him realize that a practicable means to this entbifiave some influence on the
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company’s operatioft He could not experience that his work was sigaificand had a
purpose, because he could not contribute to thegpaogs goals, all of which acted to
deteriorate his self-esteem.

“So this was the negative thing that reassured Ina¢ Wwhat | need is to be able to make
decisions and | do assume responsibility for thdeeisions and | really try to be a
strategic partner, not just someone whom an assisédls, and that wasn’t meant to be
an offense against assistants, that I'd look dowrassistants or so, but | do think this
isn't the way things should’'ve happened®,
After the change: perceived impact-career, signif@ance, self-esteem increasé&or
him, the solution was to find another place to waukd in his new job, he does have a
say in the decisions, he regularly coordinates wih manager. This way he can
experience that his work is significant and hasigppse, because he can contribute to
the company’s goals, and thus he can also experi@smwn valuableness.

“And the other thing is that | hate this type of H&e. That is, that HR would be only
about me being some sort of second-order caretakbn is told, after the great
decisions have been made, afterwards HR is toldke care of the operational aspects
and then HR takes care of the operational asp&usl'd like to take part in decision
making, that is, being like, doing an HR where Védna part in the decisions. So that if |
say, we're expanding the company, then | shoulc feeoncept, | should be able to
have a word in along what lines the company shbeléxpanded, and when | dismiss
him, then | should understand why it's done and thahouldn't just be, like, we need
to downsize now and you need to take care of tfad things. And | talk a lot about this
stuff with other managers, so | strive to talk witly boss, among others, with whom we
have dinner every second Monday, and then we faflutasuch things. About the
company in general, that is, not only HR matters, dverything else. Possibly about
the entire group, or about the two companies | mawk for. *

Balance. Perceived impact, significance, self-esteeimprove. We can observe a

lasting change in the mechanisms here, becauseweattaches more significance to

them.

Orientation affected

In this case, Bence starts to attach more sigmiéedo the career orientation (perceived
impact).

Summary interpretation of the case

For Bence, the meaningfulness of work came fromalitsve contribution, this case

made him realize that a practicable means to thasi€ to have some influence on the
company’s operation, which aspect, therefore, becarore significant in his eyes. For
him, the solution was to find a new job.

Melindal

% This had not become clear to him during an eaclise (case Bence?).
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Surprising event

Her boss, with whom she had been working for 20syjemas dismissed and treated in a
fashion she thought was unacceptable.

“When my ex-bosses, with whom | had been workingwell, let's see...for about 20
years then, and they tossed them out like a pieskifh and that was already too much
to fit my morals. “

Encountering tension

Her tension is given away by her use of vulgar leug.

“they tossed them out like a piece of shit, and tlhas already too much to fit my
morals. “

Questioning own expectations

She found that this type of HR work does not sett, hthe incident left her so badly
shaken that she figured she would be too sengdivie.

“maybe | invested much too much emotion in thisghi

Creating an explanation

She clearly puts the blame on the division manégehe situation.

“And the way he screwed the former division managed the former site manager, |
couldn’t tolerate that morally. “
Who, to top it all off, excluded her from the eatprocess.

“So the point is, what they did was that they didtven talk about it with us, “

Reinterpreting the situation

She reinterpreted her relationship with the divisimanager: became distant from him.
Her image of herself changed: she recognized harvainerability and sensitivity (for
details, see the section on beliefs).

She reinterpreted her job, tasks and relationsi8ps. decided that she would not take
on tasks, take on a job that requires her to déhl dismissals. She re-defined her role
in the organization, she wanted to work in HR depglent so that she would not have
any tasks related to dismissals.

“that was the point when | decided, this was andngnt thing, that | would leave this
area and wouldn’t do the HR partner job, “

Taking action

She switched to another job within the same orgsiuia.

Change in beliefs and values

Her beliefs about the division manager changed,figiueed it was not worth for her
anymore to continue working with him.

Her value system changed. It became more impoftartier that the work she did be
consistent with her value system and sensitivity.
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Her image of herself and her self-definition chahgshe realized that she is too

sensitive for the tasks — the dismissals — thathesr job implied.
“so still, maybe | invested much too much emotiothis thing, but that was the point
when | said | wouldn’t take an HR partner managgob, particularly not under a
manager like that. “

Her beliefs about her job, her own role, her relahips and tasks changed.

Change in work meaning

Mechanism affected

Before the change: control-autonomy, self-esteem cease She concluded that what
occurred was totally incompatible with her valuske was very much shaken by the
events. For Melinda, the meaningfulness of workidadly comes from coping with
difficult tasks, proving herself and achieving seg€ (competence-proving mechanism).
The situation affected the meaningfulness of herkviimsofar as she got excluded, left
to the mercy of others, could not control the ditraand she did not at all approve of
the solution. All this acted to reduce her selkest.

“When my ex-bosses, with whom | had been workingwell, let's see...for about 20
years then, and they tossed them out like a pieshitp and that was already too much
to fit my morals. You know, actually | can alsd tgu that as we performed the
downsizing measures at the site, one after therothe always found solutions that
were, well, morally acceptable, that is, we diddd anything like this, but we
consciously tried to see to it that it's someoneedirement age, who has a chance to
get along somewhere else etc., “

After the change: control-autonomy, self-esteem imease She took on a job where

her work was appreciated and where she did not teagleal with downsizing, by which

she managed to resolve the tension arising fronsithation.

“There | was in charge of HR development, afterghgect was over, | liked to do that,
it was a creative job after all, thank god it wasedief for me with this human factor, |
didn’t have to deal with matters related to the dsizing"
Balance.Control-autonomy, self-esteem increasé&Ve can observe a lasting change in
the mechanisms here, because she now attachesigumfeeance to them.

Orientation affected

In this case, the craftsmanship orientation (cdrsttdonomy) becomes more significant
to Melinda.

Summary interpretation of the case

For Melinda, the meaningfulness of work basicalme from coping with difficult
tasks, proving herself and achieving success. Tthat®n affected the meaningfulness
of her work, after all, she got excluded, lefthe tmercy of others and could not control
the situation, as a consequence of which her naeplsiychological security and control
grew. For her, the solution was to switch to anojble.

Melinda2
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Surprising event

In the course of an organizational change, the gemant decided to assign another
manager to her position. They nevertheless watécmsfer Melinda to a position that

suited her; the job she was offered, however, wassition where she would have had
to coordinate downsizing measures.

“That was logical, too, after all, he would’'ve waat me to stay by all means, but |
would've gotten the human partner position of donsB, upon which | said | wouldn’t
do it anymore, even if | have to live on bread avater, ‘cause that was a terrible
burden, and my job there would've been to coordinstich large-scale downsizing
measures, too, “

Encountering tension

She reports tasks of a similar nature having putuimeler serious stress on an earlier
occasion.

Questioning own expectations

Creating an explanation

She accepted the management’s decision concerairjgth

Reinterpreting the situation

She reinterpreted herself, her relationship with R profession and, hence, that with
her own role, and decided that she would not caetiworking in the HR field, but
would rather switch to IT. She reinterpreted hdatrenship with the organization,
became distant from it.

“l said, I'd rather leave, and then | rather optédr becoming a consultant and trying
to build an image for me as a person who would bpexialist in info-organization. “

Taking action

As a consequence of all this, she switched to aprefession and a new workplace.

Change in beliefs and values

Her beliefs about the profession changed. She Badtto a profession where she would
not run the risk of having to deal with downsizirf§he took on a consultant role,
instead of that of an HR partner, that is, herdéglabout her role changed, as well.
Her beliefs about herself, her self-definition ched: she realized that she would rather
like to be an IT consultant, an IT specialist, @&t of an HR specialist only; thereafter,
she considered herself both an IT consultant antdRaspecialist.
Her set of values changed. Doing a job that is isterst with her value system was now
more important to her than her security, her stdsce, which had formerly been her
priority.

“l wouldn’t do it anymore, even if | have to liva bread and water"

Her beliefs about the company changed, as wellindalchanged her beliefs about the
company, she figured that it was not worth for toework there because she would not
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want to take on the tasks that were available.r8imerpreted her relationship with the
organization: set off to find a new job.

Change in work meaning

Mechanism affected

Before the change: control-autonomy, self-esteem ciease To her, downsizing
meant something uncontrollable. For Melinda, theammegfulness of work basically
came from coping with difficult tasks, proving helfsand achieving success. The
situation affected the meaningfulness of her wodofar as she did not want to get into
a situation that would be inconsistent with hengiples and that would leave her to the
mercy of others, as it had happened on the prevamession. All this acted to
deteriorate her self-esteem.

After the change: control-autonomy, self-esteem imease She took on a job, a
profession that certainly would not require herdmal with downsizing measures,
thereby she resolved the related tension. By thiange, by quitting her job and
switching to a new profession, however, she assuseedus risks, which she would
not have been willing to do before, because shebkad striving for security.

“If 1 think something’s wrong, that’ll sooner or ter change in the organization, | just
felt so sorry for Eva, whether it was worth for hier settle for less, or leave the
organization, well, she doesn’'t have to go downtlad roads I've gone down. There
was success, too, brought about by my leavingahgany, | felt better, | don't like to
get stuck in a situation where | feel bad, morallleft, in spite of, even if | was much
worse off financially afterwards, because all beeanmcertain at once. While others
can keep on doing that — this is human nature*.
Balance. Striving for security decreases, controltdonomy increases.Striving for
security, for subsistence decreased, this itemowgelier not listed among the known
mechanisms in the literature. We can observe atpshange in the control-autonomy
mechanism here, because she now attaches morfcsigoe to it.

Orientation affected

In this case, the change affected her ranking of/alkeies: the job orientation lost, while
at the same time, the craftsmanship orientationntfobautonomy) gained in
importance.

Summary interpretation of the case

For Melinda, the meaningfulness of work basicalyme from coping with difficult
tasks, proving herself and achieving success. $tthva meaningfulness of her work that
the situation affected, after all, she did not wianbe left to the mercy of others again
because of downsizing measures, her need for pwgibal security and control grew
further, while her need for financial security dmsihed. For her, the solution was to
find another job.

Melinda3
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Surprising event

She took on a job as an HR manager; the condisbashad been promised were easier
than what turned out to be the reality, and sheeldged health issues because of the
stress.

“Well, in organization C | didn’t have them [secupeints to fall back upon], so when |
already felt | wasn't in control of the situatiomy@nore, and | couldn’t, say, ensure that
my work is backed by a strong network of relatigpsha strong background for
decision making, and well, that the CEO is suchaatdrd, and that such an HR
manager is my boss, then you just cannot put uip ivinymore, and after a certain
age, having worked like a dog all your life, theduygotta face the consequences, and
well, yes, | had to face them. My blood pressuyeasiketed to 170, | had chest pains, |
couldn’t complete the stress ECG, ‘cause my pukse s@ high, so, | felt sick, to put it
simply and briefly. | didn’t develop an organic elése, as it turned out after all, but it
took one and a half years for everything to rettormormal. So, there | acted stupid, in
the sense that | believed what he told me aboutdhditions®,

Encountering tension

Her inner tension is given away by her use of fanjuage: bastard, stupid. Her iliness
is also proof for the tension:
“I'm not ready to work in such an environment, thare, | suffered severe health
problems, too, ‘cause here, | worked like 10 tchb@rs each day during December, so
that we didn’t even dare look at it [blood presduss it was that bad, “

Questioning own expectations

She even questions her own values.
“I'm more important than that, this, and that, atite family*

Creating an explanation

She put the blame on the manager and also on hdmsdhlling for what the manager
told her about the conditions.

Reinterpreting the situation

Consequently, she reinterpreted her relationship thie manager and the organization,
and became distant from them.

Her image of herself changed, as well as her defmf her role (see the section on
beliefs).

Because of these, she reinterpreted her relatiovotk as a life domain and the role of
work as compared to other life domains: now shesbetl taking care of her family and

herself were more important than work.

“So what I'm saying is that it's better if a womhas other plans, too, then she can act
more low-keyed, she can settle with less. Thaf imu know what | mean, that is |
knew, that it's okay, when he offered it, that haope with it, and that's a good
feeling, you know, when you see you can cope titou know you are, well, not vain,
but maybe that's the right expression, maybe | d¢ald it, and okay, but I'm more
important than that, this, and that, and the fambwyt if | could start over again, I'm
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sure this is what | would change, that is, | wottidi&ke on some much. It was too much
and life’s too short for that. “

“I've already got to the point that | don’t take dno much work anymore, it's much

more important for me to provide a background foe family, to actively help both of

my children, if necessary, after all, they’'re wagybnd their teenage years now, when
they still wanted me not to tell them what to dot to get involved. And, well, my

husband’'s grown old, along with me, it's better fam, too, to bear a somewhat lesser
load, and not to have all the household choresttiena to when I’'m busy, or for me not

having to cope with all the man’s jobs when he'sybThis is the way it is now. “

Taking action

Upon a change in the organization, she quit her job

Change in beliefs and values

Her beliefs about herself changed, as well, abaw Imuch stress, challenge and
unfamiliar tasks she is willing to take, she redagd her own vulnerability and that she
has to take care of herself. She recognized her \avimerability which brought her
caring-mother-of-the-family role into the foregralymvho takes care of both herself and
her family, that is, her beliefs about her roleraied, as well.

There was a change in her value system. The lifeadlts other than work — her own
health and family — were now more important to her.

Also, her beliefs about the company and the manelganged. Melinda changed her
beliefs about the company, she figured that it was worth for her to work there,
because she would not want to take on the taskaviére available. She reinterpreted
her relationship with the organization: set oufind a new job.

Change in work meaning

Mechanism affected

Before the change: competence-proving, control-autmmy, significance, self-
esteem decreasd-or Melinda, the meaningfulness of work basicallyne from coping
with difficult tasks, proving herself and achievirsmiccess. In this unfamiliar and
difficult organizational environment, she lost aahtand she developed health issues
because of the stress. She could not experientd¢havork is significant and has a
purpose, because she felt exploited and deceiviéthig had a negative impact on her
self-esteem.

After the change: control-autonomy, significance, elf-esteem increase She re-
evaluates the role of work in her life: now, takiceye of her family and protecting her
own health provide the purpose and the significavfcker life, this is what her self-
esteem is built upon. By taking on less respont#slshe has more control over work-
related situations.

Balance. Competence-proving decreases, significanpceontrol-autonomy, self-
esteem increaseln this case, the competence-proving mechanisstsncsignificance
to her, while we can observe a lasting change enctintrol-autonomy mechanism, as
she attaches more significance to it now. As aenaitfact, it is the significance of her
work, her main work-related purpose that changdw tole previously held by
competence-proving was taken over by control-autond his is also confirmed by her
explanation of a later situation.
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“There are, there were points in my life, and thias one such point, when | said that
my work and that | could experience success, thatvet at all a decisive factor, it was
already pure rationality that made me, that makes take on certain tasks. I'm not
willing to take on unrealistic requirements, whitethe past, | was quite willing to, but
it has changed quite a lot how I relate to thatuYean find other ways to spend your
time, your time, | was very badly behind with tloeigehold and family and all, so, well,
why | told you these, | just thought you might finshteresting. Not because (silence),
so that you understand why I'm not that active, Whyit taking on certain situations,
but whenever | quit a situation, the reasons weiaarily personal. “

Orientation affected

In this case, it was her ranking of her values thanged: work as a life domain is now
less significant to Melinda. Concerning orientasipthe significance of the career
orientation (competence-proving mechanism) detatgal, while that of the
craftsmanship orientation (control-autonomy mecsmmiincreased.

Summary interpretation of the case

For Melinda, the meaningfulness of work basicalyme from coping with difficult
tasks, proving herself and achieving success. lis tmfamiliar and difficult
organizational environment, she lost control anel déveloped health issues because of
the stress. She could not experience that her wosdignificant and has a purpose,
because she felt exploited and deceived. All tlad b negative impact on her self-
esteem. As a result, the significance/main purpdsieer work changed from coping
with difficult tasks (before) to taking on realistirequirements, viable tasks
(afterwards). This case is an example for a chamgehe significance, in the
meaningfulness of work.

6.2.1.2.2. Changes in beliefs about coworkers

Rital

Surprising event

She was not anymore invited to after-work get-tbget of the type she had used to be
invited to.

“In the beginning, there was a time when there wadveut 10 or 12 of us, and if there
was some sort of gathering, everyone just let ereelse know. Then it really was
like, let's go to, for example, Potkulcs, and haveeer, or anything, after work. And as
the headcount expanded, at one point | noticedtthet were talking about activities |
wasn't invited to, and | really felt miserable, winey didn’t tell me if they had always
invited me before, after all. “

Encountering tension
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Questioning own expectations

First, she was inclined to put the blame on herself

“Then | really thought they might not like me af.allaybe I'll have to behave
differently in the future.”

Creating an explanation

Initially, she put the blame on herself, she triedfigure out what she should do
differently, but later she realized that all thisswelated to her becoming a manager.
She even considered her own practice, that shedatidisually invite certain managers
in a similar situation, either.

“It was somewhat later that | got to understandttbar relationship had changed, that

| was a manager now. They don’t look at me the saayeanymore, they themselves, as
a group, regard me as a part of the company’s manant now. So they don't
necessarily want me to be there when they’re mgkikes of each other or making fun
of the owners or anything like that, ‘cause thegt fbat these things now affect me, too,
‘cause I'm not a member of their circle anymoredAhen | got it, that this is the
normal way of things, and that | have a lot of witiés, too, that | don't invite the
director of whatever to, ‘cause | just don’'t wartnhto be present. Or it's not adequate
that he participate, and then | could already deéth it".

Reinterpreting the situation

Her image of herself changed: she re-defined héatioa to responsibility and
management (for details, see the section on bgliefs

She reinterpreted her relation to her role andidt@rnow she already considers herself
a manager, assumes the tasks of a manager andsdgarjob as a management job,
and not an expert's job. She reinterpreted how reteded to her coworkers. In the
beginning, she strove to be loved, but later todoegnized.

“In the beginning, when | was just starting outlwliR, | wanted, or | wished everyone
would love me, each one of my coworkers, and thejplmwould be so easy. Though |
have a rather strong influence on whom we hird, sie decision isn't made based on
whether | personally find the candidate likeablenot. Whether | would like them as a
friend? | think, people usually realize this pretgon. And therefore there are some
coworkers who aren’t perfectly compatible with r8e. | decided the goal wasn't to
make everyone like me, but the goal is to make teeognize me, and that'll be more
than enough. They should accept what | say, condide professionally justified or
well-founded decision, should have trust thatrifdke a decision this way or that way, |
do so in their behalf. That is, | started to striee a different type of relationship. And
then it seemed it would be much easier this wayn thaking everyone love me, and
then this all had an influence on other domainayyf life, ‘cause | managed to do
without it, that it wasn't necessary to make evag/tove me, and | believe you can
really enjoy life this way. It worked out for me,l@ast, | like myself to be this way, to
work and live this way. “

Taking action

This was what she realized in her HR work: for anse, she attended trainings and
courses to be able to meet relevant professioaatiatds.
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Change in beliefs and values

Her image of herself, her self-definition changsle realized that others regarded her
as a manager, so now she regards herself as a enattayg

It is her ranking of her values that changed. Befitve change, it was acceptance and
close personal relationships that were importamita, while afterwards, she was more

focused on performance, professional knowledgerecagnition.

It was her beliefs about her coworkers that chanBéd changed her beliefs about her

coworkers, she figured that it was not worth for teeexpect them to love her; instead,

she expected her coworkers to recognize her effshs did not change her relationship

with the organization.

Her beliefs about the HR manager’s job, tasks afelahanged.

Change in work meaning

Mechanism affected

Before the change: interpersonal connectedness, sificance, self-esteem decrease.
The small family enterprise started to grow and/thigeed more and more people with
whom she did not have such a good personal reitipnand she was appointed a
manager, as well. All this contributed to her beswndistant from her coworkers,
which prevented her from experiencing the famiiatl friendly workplace atmosphere
to the same extent as before. For Rita, the meanmggs of her work basically
originated from her loving personal relationshipthwvethers. It was the meaningfulness
of her work that this unexpected situation affected

After the change: self-esteem increaseShe changed her personal relationships, she
does not strive for close, loving, soothing relasibips anymore, but expects them to
regard her as a manager: recognize her perfornamtexpertise. She considers herself
to be more important, thus her self-esteem improves

Balance. Interpersonal connectedness decreasesngigance, self-esteem increase.
We can observe lasting changes in the mechanishesfamilial atmosphere and close
social relationships are not that important todrgrmore, because she found it harder to
experience these as a manager of a growing compdhat brought about the change
was that she now considers herself a manager, thetdsodo so, as well, and it is her
performance, her managerial work through which skperiences the value of her
work, which enhance her feeling of valuablenesgualty, it is the meaningfulness, the
significance of her work, her main work-related gmse that changed: the role
previously held by interpersonal connectednesstakaen over by self-esteem.

Orientation affected

Concerning orientations, the significance of theeea orientation (performance-self-
esteem) increased, while that of the kinship oagom (interpersonal connectedness)
deteriorated.

Summary interpretation of the case
For Rita, the meaningfulness of her work basicatiginated from her loving personal
relationships with others. She changed her pergefalonships, she does not strive for
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close, loving, soothing relationships anymore, bypects them to regard her as a
manager: recognize her performance and expertlse.cBnsiders herself to be more
important, thus her self-esteem improves. Consdtyyeghe significance of her work,
her main work-related purpose changed: the roleiguely held by loving personal
relationships was taken over by self-esteem. Tése ¢s an example for a change in the
significance, in the meaningfulness of work.

6.2.1.2.3. Changes in beliefs about oneself

Lénal

Surprising event

Experiences related to managing a company, which ndit turn out as she had
expected. This kind of management work involvedtaof responsibility, which she
found hard to tolerate. It was very time-consumitog, which was too much for her.
Therefore she could not devote time to the thimgsmissed, like actual HR work.

“so | had just finished college, in '97, spent oyear at a headhunter firm, and | was,
like, I can do that myself, just look, I'll showwa@nd | started my own enterprise, with
zero capital, but a lot of utopian dreams about hball would be perfect. “

“Then that, that it's, it wasn't necessarily thergee part of the job, but this, this
functioning as a manager, so | started the compahgn | was 25, and | had hardly
ever been a subordinate of someone, so it was thaté had to grow up, that I'm in a
management role, and how | should relate to theochers, and what is effective, what
is efficient, what makes them stay there, so Mexything, | had to find out for myself,
to experience myself, and then keeping, you knegpikg the company alive, that is, to
take care of people, to make sure the companyhegevenue, and the orders, to pay
for their salaries, well, that was, you know, theds a tough period, too, that wasn't
easy, no *“

“not like that, that | have my own enterprise t@koafter, maybe | invested too much
time anyways"

Encountering tension

She felt burdened.

-and that was, you know, too much, that is, | felon’t want this much”, ,you have to
prove it again and again, like, but | can do it amedt assured, you can leave it to me”

Questioning own expectations

Creating an explanation

The responsibility she bore put a very heavy loadcher. She did not feel satisfied in
professional terms by the managerial work she pad, she missed the expertness
and the assistance/service that HR work represdotdter. She realized that actual HR
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work, which was actually important to her, accodrita a smaller and smaller share of
her everyday duties, that she did not have the toné&. She did not blame anyone, she
accepted the situation and set out to find a smuti

.but | wanted to become an HR specialist, thatlid)ad this idea that this is the
profession | want to learn [...] so yes, | realizedtihat | won't learn this profession
here, that is, not by myself, not as an autodidgiten that my duties, meanwhile,
require that | meet the accountant, the lawyereptial new clients, so, | won't be able
to make it this way”

Reinterpreting the situation

She reinterpreted both her role and her job. Caormegrher job, she figured that she
would not be any less valuable by stepping baak fecertain managerial duties, that her
duties as a manager and as an HR consultant ceuldconciled and linked with each
other, and that certain managerial duties couldureendered to others. She opted for
working as an expert, and not as a manager, thathis changed her role in the
organization. She adjusted both her tasks and bekphace relationships accordingly.
Her image of herself changed: she re-defined héatioa to responsibility and
management (for details, see the section on bgliefs

Taking action

She increased the share of professional taskeatxpense of management tasks. She
also adjusted the circle of stakeholders she wkakp in touch with: cut back on her
contact with the accountant and the lawyer.

»LAnd then, also in the company, | started to folltvat, you know, to step back and
have someone else take care of the operationakmsatf the company’s management,
so that he is the one to arrange for the accounkanyer, | don’t know, to keep the

office running, and | started, | got more invohiedthe projects themselves, that is, to
deal with the human audits, now, that was one secious turning point.”

Change in beliefs and values

Her image of herself, her self-definition changelde realized that she would not be
able to reconcile the tasks related to managingdmepany with actual HR work, and

that she would actually like to be an HR speciadisti not a managing director, so
afterwards, she rather regarded herself as an lRgsional instead of a managing
director/businesswoman. Her beliefs about herskdnged, concerning how much
responsibility she was able/willing to take.

Her value system changed. She actually realizedtfteaambition to show the world

what she was capable of was less important tohzar the feeling of authenticity and
expertise.

Her beliefs about her job, tasks, relationshipstadrole all changed.

Change in work meaning

Mechanism affected

Before the change: control-autonomy, identity affimation, self-esteem decrease
It seems that because of the responsibilities &eolcwith managing the company, the
challenge was greater than what she would havecteitfortable with, she probably
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could not experience the desired degree of conéblpf which contributed to the
deterioration of her self-esteem.

-and that was, you know, too much, that is, | fetton’t want this much, | don’t need
this, that is, | don’t wanna be a successful bussmeoman,"
It was difficult for her to experience authenticag a manager, as a businesswoman.
She reported on certain difficulties she faced &n bales efforts. All these factors
contributed to the deterioration of her self-esteem

»And that, what was another such difficult expedenand period, that was when | was
very young, and | knew | am capable of gettingjthedone, but they just didn’t believe
that | went to meet the client. And so | prettegmfiwell, | don't know, so, | was wearing
those very formal clothes, those truly conservapieees, all the time, and | remember
having a briefcase, | use a backpack these days, dhanged, but that like this, this
very-hard-to-become-authentic thing, and that #gtbad, that you have to prove it
again and again, like, but I can do it and restwassl, you can leave it to me, the fact
that I'm not 50 but only, say, 28, that doesn't, Hbstill cope with this task, and they
looked at me, they had that look on their facednipdike, how's this gonna turn out
right, and of course | knew, too, that okay-okayntlerstand, ‘cause | also saw that,
well, one has to mature, but those services, thergmit about such all-encompassing,
you know, comprehensive systems, but like, you,Ket® find 5 developers, that is,
that's a function that someone 28 or 29 years @f iagperfectly capable of doing.”
After the change: competence-proving decreases, idy affirmation, control-
autonomy, self-esteem increaseéAt the time she started her enterprise, she weag v
much driven by a desire to prove herself, to sutcds she was becoming more and
more experienced, she had to face more and mdreutties; managerial work became
less and less valuable to her, and HR duties amdHfR profession became more and
more important, as compared to management work.

.not like that, that | have my own enterprise t@koafter, maybe | invested too much
time anyways”
Actually, it was HR work which she felt she could authentic in, something she had
not found in management work. Working as an HR gssibnal does not constitute
more of a challenge for her than what she canderifortable with. Having adjusted
her scope of duties, she now feels more authentih then again act to improve her
self-esteem, as well.

-When | saw that | can indeed be authentic, thaimsnagers accept what | say, that |
see it right, that is, that my insights on oneloe bther assessment are valuable, | saw
that |1 can point them into directions that allow fine organization to operate more
effectively or more efficiently, or that afterwardbat manager can better coordinate
his team, or suddenly grasps something and hag thd®g experiences, and then from
those feedbacks, | had a lot of positive experigfice
Balance. Identity affirmation increases, control-aionomy increases, competence-
proving decreases.As a consequence of the difficulties, it becamss land less
important to her to succeed with her enterprisshimwy the world what she was capable
of. What she did feel was more important than kefaras a higher degree of
authenticity and more control over her work.

Orientation affected
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In this case, the change affected her ranking of Vadues: the career orientation
(competence-proving) lost, while at the same titiee craftsmanship orientation
(control-autonomy, identity affirmation) gainedimportance.

Summary interpretation of the case

For Léna, the meaningfulness of work basically ioaged in helping and serving

others. It was not the significance and the medningss of her work that this conflict

affected. In her management job, she lost contrdl she did not feel authentic, which
filled her with tension. Following a number of daflt situations, she re-evaluated what
was important to her and found that managerial waot#t success with her enterprise
were not important anymore, but authenticity anati@ over her work were.

Balazsl

Surprising event

His first great conflict with one of the new CEQsegr before the CEO officially entered
into office.

“Well, what always comes to my mind about him,,thisll, this will be a completely
personal thing, that is, that my mother died justttee time when this buy-out and
merger and everything were going on, and unexpggtéar us at least, company B
didn’t leave the market, but company B decidedtmd an independent company and
start building its business from scratch. [...] Wellhatever, to sum it up, exactly
because of my personal reaction [he rejected tfex]ol didn’t expect that a number of
managers wouldn’t make the same decision, and wwadd leave, along with him
[former CEO]. And that this would make it difficuibr us to keep the remaining
company running. And the new CEO had not officialiyered into office yet, so before
that, |1 could only talk about these things with hextremely unofficially, and, as
unfortunate as it may have been, the funeral ofmather took place on the same day
when, the last, that is, on that last day of thengwn past, | was, obviously not in the
bank, and my colleagues kept calling me that halg §e’s quit, she’s quit, and that
practically key figures, key managers submittedirthiesignations one after the
other,[...] Now, partly because of my private mattewrsd partly because it was obvious
that we can't turn this around, and we can't reatipse who have made the decision
have made the decision, we can’'t make anyone retrate so | indeed didn’t do
anything about it that day, except for resigningsaif/to the news of newer and newer
resignations, and then that dearest of all peomd#ted me, well, after a number of
resignations had been submitted, and, as the vy sf our potentially wonderful
work relationship, | was, well, practically dressédwn like a bloody schoolboy by him
for not having informed him about the goings-onereas formally, | wasn't even
allowed to, ‘cause he hadn't entered into office, yehat is more, he wasn't even
employed yet by us. So, practically, this was nsy éixperience with him, the first true
conflict of ours. And he did all that knowing, irtk, the reason why | wasn't at the
bank that day, so this was something that, obwouemained stuck in my mind for all
the 4 years we spent there together, but we sometemaged to get along, after all. “

Encountering tension
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His tension is given away by his use of vulgar laamgge.

“as the very start of our potentially wonderful vkomelationship, | was, well,
practically dressed down like a bloody schoolboyiny*,

Questioning own expectations

He does not actually question his presumptionsy aiether he had reacted the right
way, he only questions his action/reaction, nottvihaeyond that, not his perception of
the situation.

“Well, sure, I'd do it differently now, that is, ¢he was a lot of other things going on
then, in parallel, and a great many things wereleac But, after all, | did sense, or
understand, the criticism from his side, what hmeaip with that day. Not the way how
we cooperated afterwards, not that much. With tiamel with my career, and my age,
of course, and partly also as a consequence otthapleasant occurrences, | believe,
I'm unwittingly becoming more and more tactical. dAmaybe more cautious,
oftentimes. Which I'm not necessarily very happgpuabmyself, but now, I'm not
shooting from the hip, not responding to everyth@ttigpnce anymore, now | tend to
think it over twice to whom, what and how...And whaard how not, and by what
means, and what the reaction might be. So, thege ldean better keep my cool in such
situations, maybe. “

Creating an explanation

He actually held both the manager and himself nesipte for the situation that
emerged.

“But this isn't actually my relation to work, soishisn’'t the right answer to your

question. (silence) But it is related to the extdvat when I'm refraining myself this

way, that is, when what I'm saying isn’t exactlyatytor how, or not right away, or not,

or refine it a bit, and playing a bit of diplomadydo that in order to, and this is where
we get back to the original question, be able thiewe the result that's important to

me, the goal that's important to me or the charigdike to effectuate. So, under that
aspect, I've become more of the calculating typgou like, that if | believe that it

better serves the goal to be met, I'll give moreutjht to formulating what I've got to

say than | would have done many years ago. Andhéset, so these situations, and
conflicts, and not-always-so-supple-minded bossms, my not-always-so-smooth

relationship with them, so these, these must haaaged me quite a bit over all the
years. [...] No, that | want to achieve results ahdttl want to give myself a pat on the
back, and to somehow make others give me patsdrattk, that hasn’t changed. *

Reinterpreting the situation

He reinterpreted his relationships, how he shoeldte to his managers and coworkers:
he can now handle conflicts in a more self-collécteanner.

Both his image of himself and his definition of m@e changed (for details, see the
section on beliefs).

Taking action

Accordingly, he became more tactically aware intaedling of conflicts.

Change in beliefs and values
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As a result of the tough conflicts with the managée changed his image and beliefs
about himself, and became more cautious, morec#dcti

His beliefs about his own role changed: in ordeachieve his goal, he had to relate to
his coworkers, his fellow managers and to the manhg reported to in a novel way:
the role he took on was not that of the confroméathanager who puts the success of
the change in jeopardy, but that of the diplomatiahager who carries through the
change process.

His system of values changed. It became more irmpbrto him to achieve the
goal/result/change he had set for himself, thusathg he related to his coworkers, his
managers was subordinated to these. That is, hmgetais workplace relationships, as
well.

Change in work meaning

Mechanism affected

Before the change: perceived impact-career, signifance, self-esteem decreasthe
tough conflicts with his manager made him realizat the handled those situations in
the wrong way and that these incidents may jeoparthe realization of his personal
goal. For Balazs, the meaningfulness of work b#igicammes from achieving results,
carrying through changes and receiving recognimonhese, both from others and from
himself. This case made him realize how importasigloal was to him and that he was
the one who had to change in order to achieveggt

After the change: perceived impact-career, signifiance, self-esteem increask.was
cautiousness, tactics and diplomacy in his relatioith his coworkers and managers
that aided him in realizing his goal.

Balance. Perceived impact-career, significance, $&steem increase.We can
observe a lasting change in the mechanisms heegube he now attaches more
significance to them.

Orientation affected

In this case, the career orientation (perceivedattipgained in significance for Balazs.

Summary interpretation of the case

For Balazs, the meaningfulness of work basicallpedrom achieving results, carrying
through changes and receiving recognition for thiesth from others and from himself.
This case presents a more serious conflict. Bal@zaot manage to reconcile the goals
that provide the meaningfulness of his work wite personal principles, so he had to
choose between the two. He prioritized his goal adidsted his principles in order to
reduce the tension arising from the cognitive dissice he experienced. The case
Balazs2 presents a less significant conflict, wHgatazs questions both his goals and
his principles, and then argues that this is they via@ him to experience self-
concordance and that it is positive feedback theatcan draw energy from — and
manages to reduce his cognitive dissonance this, watyout having to change
anything.

185



6.2.1.3.No change in the meaning of work

Balazs2

Surprising event

Unpleasant workplace conflict concerning an HRteglassue.

“but what specifically comes to my mind, exacthyniryesterday, which clearly doesn’t
suggest that this really is the way one should wirk attitude one should apply to
everything, and to these questions in general Aatlaccordingly, that you would need
to approach all situations this way and to alwayanivto achieve something, to always
want to solve something. Yesterday, this was gxaath a minor conflict, where one of
the managers, in a difficult conflict situation,sponded to one of his coworkers with
some pure bullshit that put all the blame on HRssLsurprisingly, since the matter was
quite important to him, the guy contacted me, veelhtacted his “generalist” first, and
having received the same response as the one ht liié the previous time, either, he
contacted me, then contacted me again, and thezdaskmeet in person, and it was at
this meeting that after a while, after about temutes, when | felt we weren’t getting
anywhere, ‘cause | repeated three times the saing that my colleague had told him
twice already, and | didn't feel there was too mgelnse in dragging it out any further,
given that | know that | won’'t say anything elsewnthen it just slipped out of my
mouth, ‘cause he responded to something by, likeybur boss backed it, and then |
said, well yes, | might do that, as well, deto tell you that you have my deepest
sympathy, your arguments are logical, what you isajogical, your arguments are
rational, | do even like you, and | accept all thyau've just told me, and I'll support
your case, your issue and I'll promise to get baxkou on that in a week or so, but,
and then | won't do anything for a week, and ldllcyou after a week and just lay it on
someone else’s door, the board or the owner, oresome that | obviously cannot
possibly influence, why | won't be able to do whets asking for. But, | said, | won't
do all this, I don’t want to hand feed you bullslid like this to be, even if the response
Is unfavorable for you, transparent and I'd likeuyto understand, even if you don’t
agree, but understand why | gave you the answeawvé gyou. And, though it would be
much more convenient, but | still won’t opt for mipiwhat I've just outlined, but will
say no to you straight away, and if you ask tweheoge times, I'll say no to you twelve
more times. And that was more or less where wshiiai the meeting. Of course he’s
not happy, and | won't be his favorite, obviously.

Encountering tension

Situations like this tend to get him down.

Questioning own expectations

The individual conflicts make him uncertain, whethe represents his principles in the
right way, whether his principles are right, buteafhaving questioned them, he

convinces himself that yes, he did it the right Wagcause that is the way he can feel
consistent with his values, with himself, and thisy, he reduces his cognitive

dissonance.

“What | thought afterwards was that | wouldn’t bbla to look myself in the eyes if |
hadn’t proceeded this way in the given situationd Atill, | kept thinking, was this, with
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all due considerations taken into account, realig ideal approach to this situation?
How much simpler it could have been to just sayy,nder, look, you've got to
understand, you know, what I've just told you. Ameh | could’ve just withdrawn from
the situation as the good guy, to cop out of thelevthing as the one who tries to help,
who's empathic and understanding. Which might dweve made it easier for me to
find my way with this area, or with this guy in thext couple of encounters, but it
wouldn’t have been me if | had done so, and yowkitmtell you the truth, this is what
this line of thought always leads to, that it'stjught this way, and that not behaving as
if | was someone else is exactly what makes medid am. “

Creating an explanation

He puts both unpleasant and pleasant situatiorth@nbalance, and can handle the
unpleasant situations by drawing energy from tieagdint ones.

“But these stories occur on a say, well, say oradydbasis, obviously not one, not two
of them, so this always makes me wonder whetheraktoally right about my
principles, and whether you really need to alwagntmo achieve something, whether
you truly need to always be sincere, well, at leasire sincere than not, and
transparent, and straight, and to always enter ¢hespleasant situations. At the end of
the day, the answer is always yes, yet, you krimgetkeep spoiling your mood all the
time. And there are the positives, too, more os Emch day, fortunately, when they say,
or don't say but you feel that hmm, this act osttiécision or the result of this project
of yours, they truly appreciate it. Fortunatelyeth is plenty of both, as long as the
former is less frequent and the latter happens nwaiten, it's good, then you have
something to recharge from, to maintain all thignfr.

Reinterpreting the situation

The conflict did not change his interpretation loé situation, of himself or of his work.
There was no change, no reinterpretation.

Taking action

Change in beliefs and values
Change in work meaning
Mechanism affected

Orientation affected

Summary interpretation of the case

For Balazs, the meaningfulness of work basicalmedrom achieving results, carrying
through changes and receiving recognition for thiesth from others and from himself.
This case presents a less significant conflict,retigalazs questions both his goals and
his principles, and then argues that this is they vie@ him to experience self-
concordance and that it is positive feedback theatcan draw energy from — and
manages to reduce his cognitive dissonance this, watyhout having to change
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anything. Contrasting this case with the case Bdlathe conflict there is a far more
serious one. There, he did not manage to recoriegegoals with his personal
principles, so he had to choose between the twarldetized his goal and adjusted his
principles in order to reduce the tension arisingnf the cognitive dissonance he
experienced. That is, what this case has shows asituation where the surprise is too
little in extent to lead to any sort of change, thdividual can manage to reduce his
cognitive dissonance within a short period of time.

6.2.2. Pleasant surprises

6.2.2.1.Lasting and stable changes in the meaning of work

Bence?2

Surprising event

Bence received a mediocre evaluation from his geadmal supervisor. His boss from
the business area — to whom he provided services &R employee — found he was
better than mediocre and he did stand up for thatian, too, he was ready to clash
with the HR manager over this issue in favor of &en

“So the [first year] was such a, that was truly eay when, like, | look around, get to
know what a company is really about, and | reatied to learn how to do it [...].
Actually, when these positive feedbacks came vithatin the HR partner’s position at
organization D. So, there | had a boss, whom | tiwegil, so he was quite a tough guy,
who, whom everybody feared, so then, as we hath#magement meeting, people in
their fifties submitted their reports with their ids shaking, because, and not because
he was a moron, but because he was terribly cangish calling people to account,
that is if they agreed on something, and he watbtgrgood at asking questions, and
this is the other thing, so he wasn't afraid to agiat is this here, or why is this exactly
like it is, and etc. And (pause) sometimes it hapgehat the, so more specifically, for
example, that during the performance evaluatio®X, the HR director, | mean, at
headquarters, it was performed by the then HR thre@and Béla, my boss at
organization D, that is, he was the managing diveck received a standard evaluation
and he had the courage to confront, dared to carifrihat is, he confronted the, ‘cause
they were on the same level, more or less, so higarted the HR director and said
that the business, and that he believes BencedEsbetter than standard, that is, what
he offers to the business side, like HR suppaat,ithabove the standard. “

Encountering tension

There is a sort of tension in the story, given tthet managing director took on an
unpleasant conflict because of him.

Questioning own expectations
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Creating an explanation

The recognition and the positive feedback — whi@swn this very case, surprisingly
positive, given that the manager was even willmggke on an unpleasant conflict with
his fellow manager in Bence’s favor — reassured timthe one hand and, on the other
hand, appeared as a sort of expectation he wouwlkl thameet.

“Well, positive things, yes, there have been indbiese, and several ones actually, that
they always placed their trust in me, so that iregi inspired me not to remain what |
had been, say, a couple of years ago, but to trgdwance to some, and | don't only
mean the career ladder, some sort of imaginary éaddut, that is, personally, as well,
to not only deal with the things I'm quasi-obligeddeal with, but to try to do a bit
more than what is explicitly required. And this, lasaid, this trust that they placed in
me ever since 200X, | believe, ever since | wasdhio the Organization, these
reinforcements have always been absolutely posdne that ..."

“And that reassured me that the work | do, it dbase a yield, it does give palpable
results. “

Reinterpreting the situation

He reinterpreted his job, his tasks and himselftddd on new tasks, not only tasks that
belonged to his job, assumed responsibility for oven advancement, committed
himself to his manager and the organization.

His image of himself changed: he re-defined hiati@hship to responsibility (for
details, see the section on beliefs).

He reinterpreted his role in the corporation (fetails, see the section on beliefs).

Taking action

He took on new tasks, initiated new things, assumesponsibility for his own
development.

Change in beliefs and values

His image of himself, his self-definition changé@: became responsible, he became an
initiator.

His value system changed. He is willing to takeaactto take on extra tasks in order to
facilitate his own advancement. Advancement gotamiprportant to him, so he was
willing to make sacrifices.

His beliefs about his role changed. He turned stimeone who assumes responsibility
for his own fortune and advancement and takes ennitiator’s role, for which he is
willing to perform additional, extra tasks. Theeaf HR has not cropped up yet, it is
his own role that he reinterprets here.

His beliefs about the organization and his managienged. Bence figured it was
worth for him to stay because his managers/thenizgion appreciate him. Bence
changed his beliefs about the company, and fouatlithwas worth for him to work
there, because there is a need for what he ha$eto ide reinterpreted his relationship
with the organization: he committed himself to tliganization.

Change in work meaning

Mechanism affected
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As a result of the surprise: significance, self-esem increase.For Bence, the
meaningfulness of work is basically provided by laistive contribution. Having
experienced that his work is appreciated, he felé\een stronger motivation to take on
additional tasks and responsibilities for the orgaton. It made him take the first steps
on the route to improve his performance and takaduhitional tasks that is rewarded by
recognition from the organization. All this impral/kis self-esteem and reassured him.
This way he could experience that his work is digant and has a purpose, because he
could contribute to the company’s goals, and theree could also experience his
valuableness.

Balance. Significance, self-esteem increas#/e can observe a lasting change in the
mechanisms here, because he now attaches morkcsigoe to them.

Orientation affected

In this case, the career orientation (significarsedf-esteem) gained in significance for
Bence.

Summary interpretation of the case

For Bence, the meaningfulness of work comes frasrahtive contribution, it is through
that that he can experience that his work is vatud®y having re-defined the situation,
he could experience to an even greater extentttiea¢ is something to work for, that
his work is significant and that it has a purpoed,aience, that his work is valuable.
What actually happened was that he interpretecetibernal events and feedback in a
way that made him ascribe even more meaning andingfalness to his work, which
acted to improve his self-esteem.

Csilla2

Surprising event

She had anticipated that she would also have teeldze organization along with her
CEO, who was about to be replaced, but the new @Bfied to have her in his team,
as well.

“Well, what really was a great big surprise was thahen the CEO’s employment
contract was about to expire, | was already all lpedt up, too, | already knew whom |
was supposed to hand over current matters, and-thlemean, he wouldn’t be the new
HR manager, but, just as long as the new CEO fandew HR manager — and that’s
how everyone thought it would be. That is, haléarybefore the CEO was scheduled to
leave office, | was hired the same day as the GI6Q)ll leave the same day, too, it's
so, you know, a common thing what we did here. And,week to go till the change,
the new CEO called me that, like, let's meet imBecand that he’d like to work with
me. And | asked him why. (laugh) [...] And he saigr since he had known he would
be CEO, he’s been asking around everybody with wéaadnhow it should be, that is,
who should stay and who should leave, and thatshedasome 15-20 people about me
and not a single one of them said anything bad abmy so therefore he would like to
have me on his team. So this truly was a big-teggant surprise for me. “
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“Well, when the new CEO made this offer, then & positive thing was that | could

disappoint everyone. That is, everyone thoughdltbdeave, the great many changes |
had carried through here. [...] They were alreadyniting about what they should

undo. ‘Cause, you know, it had been more convefoerthem. [...] So one of my great
experiences was that there was a sort of restamagjoing on, and when it turned out
that | would stay, all that went silent. Like, ok#yl stay, so does the institution. And
they were happy. So people didn't feel sad aboutstaying with the company, |

experienced being a truly significant figure, liké,| take leave, some other things
gonna happen, too. “

Encountering tension

There is no tension.

Questioning own expectations

Creating an explanation

She interpreted the new CEQO'’s decision to keepakea value judgment; actually, it
was this choice, this decision that she considéhedreal value judgment. A value
judgment on her work, a value judgment about her.

“And then | think, this is the two big things | niened, when they kept me even
without language skills, and, so, you see, it'salsvrelated to that, that you keep
working and working, and the occasion when youitdytjudged is always the one
when they have to choose. There is this sayingio¢, nthat of course, you pretty
frequently get feedback on your work, but the tieedback is when they have to
choose, whether they stick with you or ask for smmaew. That's the true choice, the
evaluation of my work. (more silent) Both of myistare related to this change. “

Reinterpreting the situation

She reinterpreted this decision, because she didimerpret it as something that
concerns her past performance, but as a sign afigheCEQO’s subjective trust in her,
which would compel her to prove that she deservedherefore she reinterpreted her
job: defined new and even more challenging expectaittowards herself and her job;
her relationships: defined new and even more ahgilhgy expectations towards her
team; her tasks: sought for new opportunities.

Her image of herself changed: she re-defined hiatioa to self-esteem and self-
efficacy (for details, see the section on beliefs).

She reinterpreted the role HR and she personallg irathe organization (for details,
see the section on beliefs).

“Well, what else, maybe that when they, like, kapt appointed me, | always remained
very humble, so I've never let high-handednessetirsatisfaction get a grip on me.
Rather, it's always inspired me to prove’em all.dAthis is extremely important, |
believe, that is, that | didn’t feel, like, hmmngat praised now, | got a pat on the back,
so I'm the new hotshot now, but | rather fell b&clevels in self-confidence, and said |
need to earn this, ‘cause this choice doesn’t odtg in the past, they've made it for
some reason, but that | need to reassure them tttegtve made the right choice,
therefore | started, again, working like a dog, yknow, 12 hours and so, and it was
only when | felt that they now feel convinced tthety made the right choice that |
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returned to the normal level.[...] But I'm absolutalyre that if | go to work somewhere
else, I'll do the exact same thing there. So, yoamvk this provides such inspiration for
my work, for proving again that I'm worth the money that they made the right
choice, and | radiate this to my team, and weéty keep going forward. [...] but that
| was always on the lookout for newer and neweroopmities, and then, folks, now we
have to show them again that we're doing somehaed work here. “

Taking action

Acted accordingly: worked twelve hours a day ama/pd her capability.

Change in beliefs and values

It is her beliefs about the choice and about theeetations towards her and her job that
changed: she considered them to have become muh sanous than they had been
before. Therefore her beliefs about her job, herkwduties and her workplace
relationships changed.

She reinterpreted her beliefs about herself: ingammson to the re-defined expectations,
her self-esteem decreased. Accordingly, she rexel@fthe role that she and the HR
team have in the organization: interpreted hermedf the HR function as an actor that
substantially contributes to the organization’slg@ad that is always on the lookout for
new opportunities and in continuous renewal.

Her value system changed. Proving herself to hesémbecame more important to her,
therefore she made sacrifices.

Change in work meaning

Mechanism affected

As a result of the surprise: perceived impact-caree significance, self-esteem
increase.For Csilla, the meaningfulness of her work basicallynes from proving that
she is able to influence the company’s operatiom ®ignificant extent, this is what
allows her to experience that her work is valualdBy. having re-defined the
expectations, she could experience to an evenegreatent that there is something to
work for, that her work is significant and thah#és a purpose and, hence, that her work
Is valuable.

Balance. perceived impact-career, significance, $eisteem increase.We can
observe a lasting change in the mechanisms hemube she now attaches more
significance to them.

Orientation affected

In this case, the career orientation (perceivedantypareer, significance, self-esteem)
gained in significance for Csilla.

Summary interpretation of the case

For Csilla, the meaningfulness of her work basicallynes from proving that she is

able to influence the company’s operation to aiSant extent, this is what allows her

to experience that her work is valuable. By haviegdefined the expectations, she
could experience to an even greater extent thag¢ tkesomething to work for, that her
work is significant and that it has a purpose drahce, that her work is valuable. What
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actually happened was that she interpreted tharaftevents and feedback in a way
that made her ascribe even more meaning and mdalmegs to her work, which acted
to improve her self-esteem.

Csilla3

Surprising event

She was allowed to stay with her multinational emgpt even though she did not speak
the official language initially; they gave her tirtelearn it. Furthermore, they wanted
to appoint her HR manager for Europe, which she ritd accept. She was greatly
surprised by both events.

“Pleasant surprises, well, there was one more, altyy when this, you know, | had a
lot of English coworkers, they accepted me realdy, fthat is, | was the only Hungarian
there, and the only woman in the management, fohie, who, to top it all off, didn’t
speak English for a while, just Russian, that wagreat big surprise, too, that, like,
why on earth do they stick with me, who could, kaw, only speak Russian, and the
official language was English. | had to work witlveihty expats, and that sort of
tolerance, that they have to, with me, in Russfan,six months, ‘cause | did start
learning English, you know, that they were readg@ammunicate with me in Russian
for six months, and that they waited for me to et speak English, and they really
had great respect for me even though | didn't sgeadglish. This, | didn’t understand,
for example.[...] | stayed in this international st and it's always been such a
positive experience that these people believe in Wihout me speaking their
language, so what the heck do they see in me.hemditkept asking, and they said that
it's the way [...] we re-designed the operation c¢ tompany, and the HR systems |
contributed to the process, these all convincednttieat as unfortunate as it may be
that | don't speak English, things need to remaishanged, ‘cause | can do it, just in
another position. What's more, they offered me, yan believe that, now that was a
VIP, too, | only got to know that he was a VIP @&afterds, the position of HR manager
for Europe, for this entire multinational. Just twears after the English arrived here in
Hungary. And how | got to know this, for examplasvike, a man called me from
headquarters that he’s coming to see me, | schddtlekay, so he’s coming, I'm not
the type that’s easily awed by authority, | havend faintest who's who. [...] And as he
was leaving, he was the one to make the offer,ldaaldl him | wouldn’t go nowhere,
I’'m Hungarian, it's the Hungarian culture | knowpd in my opinion, HR needs to be
deeply embedded in culture, neither does my familygne, and when he was gone, the
English came back and asked what he wanted. ‘Chesdidn’t see anybody else, he
simply arrived, asked me, did an interview and thefhh So, these are the positive
experiences, that they see something in me, thbeesee me operate, you see, even
without language skills, even on a European leand this is, you know, pleasant for
me, but I still don’t know what it comes from, thbut must come from performance, |
think. They, you know, see what you do, and thenfibure that you might prove useful
somewhere else, too. (silent) “

Encountering tension

There is no tension.

193



Questioning own expectations

She did not really understand what the managemedbihese decisions on, even though
she does suspect that it was her performance, vghielis however unwilling to accept,

because it does not concur with her own beliefaiatlecisions and proving herself. For
her, the purpose and the significance of her worke from proving her capability.

Creating an explanation

The two cases (Csilla2, Csilla3) are accompaniediy common explanation, the
individual parts and the analysis of which candagnfl in the case Csilla2.

Mihaly1

Surprising event

Mihaly told us about two positive surprises. Onagl@fm was when the downsizing and
the selection for the new positions were acceptexh dy those negatively affected,
while feedback from those who stayed was exprexssijtive.

“Well, you see...there’s one thing I've never beeteab get rid of. That all these
years, downsizing has always lurked around the @orh..] So, | have to say, there
hasn't been a single period when you didn’t havedéal with that, in addition to
developing, organizing, so on, you've always hadwvirk to somehow reduce the
headcount, too. That hasn’t changed, and that'sgooid. So, this is, | say, the negative
part of the job, this cannot be truly good, you'tdind any beauty in this part of the
job. I don'’t think having to downsize people coaldke anyone happy. The most we
could do, that we've always done, was to executsettdownsizing measures in an
honest, upright way.[...] So this is how we triech&dp, and well, the terminations, they
were done under, well, absolutely different circtanses, as much as it was possible.
So these are very important, that my colleague, @hdis predecessors, too, they all
were psychologists, so in the case, if necesshey, tan handle such issues, as well.
[...] But thank god we haven't had any big hoo-hdH,might put it this way, around
the downsizings. There has been, however, a tasgitipe thing in recent years, which
I've really experienced as something positive, ¢houit's still related to
downsizing,[...] So the people who had to leave, thenen’t angry. That is, we had a
conversation with each one of them before they kfid they truly seemed to
understand. And those who stayed with us, theytdidticize HR’s work, either, but
were expressly positive about it. And that's gofad it's also good, by the way, that
it's very frequently that I, | personally, receive,spite of the downsizing, such positive
feedback from people. So this is a really good pathe work. Though they usually say
that everyone, everywhere hates HR. “

Encountering tension

There is no tension.

Questioning own expectations

Creating an explanation
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The recognition and the positive feedback actedhtoease his self-esteem, and he
interpreted them as a confirmation that he had madgod choice with the HR
profession.

“So | can say, | can really say that | don’t regrdiat back then, when HR, when it
turned out like this, that | went with the flow fomhile, ‘cause when they put me there,
to head the financial department, | didn’t know tthavould pretty quickly, say, be
reassigned to HR, or more accurately, that HR wdddeassigned to me. This wasn’t
the result of conscious planning. [...] So it's pyesiure that if | had stuck with any
other position, any previous position of mine, aod taken this path [HR], then, then |
couldn’t, couldn’t possibly call myself a, well,ceessful man, whatever has happened.

Reinterpreting the situation

His beliefs about the profession and his own rbl@nged (for details, see the section on
beliefs).

His image of himself changed: he is more and muackned to regard himself as an HR
professional (for details, see the section on tslie

Taking action

Change in beliefs and values

He reinterpreted his beliefs about himself: hid-esteem improved, he regarded the
positive feedback as if it would also concern héstpdecisions, and thereby he felt
reassured that he had indeed made the right desigiothe past, as well (though not
consciously, because they had been difficult tedee). That is, the repeated positive
feedback made him feel more and more as an HRgmiofgal, and as a successful man,
a successful HR professional. In accordance witt, the also changed his role, he
became more and more committed to the HR manag@e's

His beliefs about the profession changed. Evenghahe HR profession was not a
conscious choice of his and the tasks he was asbigrere not easy, the positive
feedback strengthened his commitment to the prioiess

His value system changed. Helping people, dealiitp weople in a fair, ethical,
acceptable and humane fashion gained in signifecéorchim.

Change in work meaning

Mechanism affected

As a result of the surprise: Personal engagementgsificance, self-esteem increase
Mihaly strives to find the interesting and beaudtispects of his work, and such
feedback tends to facilitate these efforts.
“So, this is, | say, the negative part of the jdiis cannot be truly good, you can't find
any beauty in this part of the job. “
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For Mihaly, the meaningfulness of work basicallynas from his personal engagement
in work?, that he can always find an interesting task Imefeal enthusiastic about.

“Maybe there’ll be a strike tomorrow, maybe the dafger tomorrow, I'll leave the
company, but after all, I'm already close to retirent. So this is, | can still see, there’s
still fantasy in this work. That is, if I'm sad lzese of something else, or if I'm tired, or
desperate, or if certain things don’t, because ef lvause they don’t turn out the way |
think they ought to, in spite of all that, | carglixsnow shall | put it, | can always revive.
Because there’s something interesting, somethiwgyad crops up, and then | can start
working on it with some great enthusiasm. And nepuldn’'t say, damnit, I'm too old
for that, | don't care. If you think that way, ystould give it up. You mustn’t continue
doing this work then. So, for the time being, thikhe way | think. “
The repeated positive feedback confirmed that lugkvis indeed meaningful. Work is
meaningful to him if he can feel enthusiastic abooping with it, and such positive
feedback helps him finally find beauty, find somethgood even in the tasks — like
downsizing — he was not positive about initially.
Balance. Personal engagement, significance, selfessn increaseWe can observe a
lasting change in the mechanisms here, becauseweattaches more significance to
them.

Orientation affected

In this case, the craftsmanship orientation (peakengagement) gained in significance
for Mihaly.

Summary interpretation of the case

For Mihaly, the meaningfulness of work basicallyneafrom his personal engagement
in work, that he could always find an interestiagk he could feel enthusiastic about.
The repeated positive feedback confirmed that lugkvis indeed meaningful. Work is

meaningful to him if he can feel enthusiastic akbiguand such positive feedback helps
him finally find beauty, find something good eventhe tasks — like downsizing — he
was not positive about initially.

Mihaly2

Surprising event

Mihaly told us about two positive surprises. Thrstfone was described in the previous
case, while the second one was when he was votedrpef the year at his company in
spite of the repeated downsizing measures.

“And in my previous job for example, near the efidny time there | think, around
2000 or so, maybe, the, and I'm very proud of tik, that the workers could vote who

4 the meaningfulness of work originates in the feglhat arises as the individual gets personaltjtect
and becomes absorbed in their work
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should be elected person of the year. And theyechws That is, a manager, to begin
with, well, okay, it's the managers whom everyamans best, that's true, you've got to
admit that. So, clearly, the choice is smallers lthe managers that are known by the
most. But that such a title, that it was awardedday, an HR manager, I'm really-
really proud of that. This truly was a moment ofepjoy. “

Encountering tension

There is no tension.

Questioning own expectations

Creating an explanation

The two cases (Mihalyl, Mihaly2) are accompaniedobg common explanation, the
individual parts and the analysis of which candaenfl in the case Mihéaly1.

Viktor2

Surprising event

For Viktor, the recognition from his coworkers wagositive surprise: as a good-bye
present, he received a small booklet in which bisarkers put down their thoughts on
all the good things they had from working with him.

“That is, partly, that | have quite a lot of collgaes with whom we still keep in touch,
to this day, which quite often also works likeh#y have to face a choice in their lives,
or a dilemma, or a difficult situation, it still lppens to this day, that a former colleague
| don't work with anymore, they still contact maekane, ask for my opinion, which is
important to me, and it's a good feeling, too. Ahi, you know, reassures me that
surely, obviously not everyone, but there are peofilat from time to time, | meet
people whom | have something to offer, whom | ¢ker something that is important to
them, as well, that helps them develop, to achsmmething and maybe even enjoy
doing so. It was a very-very good experience, whictually also provided in this,
provided a reinforcement, when, at the time whéftlone of my former employers, |
had a bigger team there, 24-25 people, who prepasen | left, as a farewell, such a
little booklet. Each one of them wrote a coupldirafs, my voice still quivers, ‘cause it
really made me feel so good, and it still doest thay wrote down a couple of thoughts
on what it meant to them that they worked with that it was me who worked with
them as their manager, and how they experiencelt] iind, as | said before, | can still
feel my voice quivering, ‘cause it was such aneadily good feeling to experience
this, and to receive this present from them. “

Encountering tension

There is no tension.

Questioning own expectations

Creating an explanation
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Viktor felt reassured by the situation that he daedeed have an effect on his
coworkers, he can show them the right directiod, that they appreciate his doing so.

“So that meant a lot to me and it still does tostdiay. And also, these are, well, very
important, when a situation hits you in the fagguse there’s a lot to learn from that,

too, but obviously, these positive feedbacks giveaylot of energy and joy, which help
me, help me also feel, or maybe recognize, whiehte elements of my work or my life
that can, even if to a tiny-little extent only, lmain provide some value for others. [...]
And, well, what this little booklet reflected wadso, that they did sense it, they did
appreciate it, and you could see there that theyehadeed started their journey on a
path, that, which will, obviously, become somethifigheir own sooner or later, but

still, in the beginning, there must be a littleatdition, a little teaching, support, help in

this thing. *

Reinterpreting the situation

The positive surprises and feedback all contribatbkis reinterpretation of his role and
that of HR (for details, see the section on beJiefs

His image of himself changed: he appeared to himsebe more and more of a
supportive, development manager (for details, seeéction on beliefs).

Taking action

He acted accordingly: devoted much more time amidggnto development.

Change in beliefs and values

His beliefs about his role and that of HR changdte positive feedback reinforce his
role as a supportive HR manager: his personal goalsnore and more in line with this
role, he can identify with this role to a largeddarger degree, which role enables him
to effectuate changes in others’ lives, changes dha actually appreciated by those
affected.

“I think, the real feedback in an HR specialist’sil is when you realize that managers
have started to come to you, or subordinates, ymworkers, that is, with questions,
problems, dilemmas, and these are not just thodedefned, like what's in that
internal regulation, or how do you interpret thayt far more complex and much softer
stories, like, | have a problem with one of myeaijues, how shall | begin to cope with
this, | have a bit of a difficulty meeting some amarial task of mine, what could we
talk about it, or there is a reorganization thatHould do, where | should begin. That is,
this is another feedback that, like, if you trds {person, that, you know, no one ever
comes to have a talk with me if they don’t counbenefiting from that conversation in
some way. And what | see here as a tendency isththie are more and more people
coming to have a talk, and not less and less ohils® that, once again, makes me feel
that this original, say, goal of mine that | wanthelp others cope with their own tasks,
problems and lives, then | think it's good, thatyte I'm doing something right about
what I'm trying offer through my work. “

His beliefs about himself changed: his self-est@aproved, he considered the positive

feedback to pertain to both himself and his rolkicl reassured him that it is worth to

support his coworkers as a personal developmenmniiRager.

His system of values changed. Developing, helpind supporting others gained in

significance for him, these are now part of hisspeal goals.

198



Change in work meaning

Mechanism affected

As a result of the surprise: perceived impact-serge, self-esteem increasd-or
Viktor, the meaningfulness of work resided in thenweying of values, the putting
through of changes of great impact. He needs tkéiyp® feedback to his development
work in order to be able to experience that throlighwork, he creates value for others.
Balance. Perceived impact-service, self-esteem iease.We can observe a lasting
change in the mechanisms here, because he nowestawre significance to them.

Orientation affected

In this case, the serving orientation (perceivepdat-service) gained in significance for
Viktor.

Summary interpretation of the case

For Viktor, the meaningfulness of work residedhe tonveying of values, the putting
through of changes of great impact. The repeatsdip® feedback he received from the
individuals to his personal development work aotsttengthen the serving orientation,
quasi-offsetting the negative feedback reportethecase Viktorl, which pertained to
the perceived impact-career mechanism and madeuhgertain. As a matter of fact,
Viktor appears to have a dual goal: first, to effi@te great changes, great impact, in
which he experienced some failures — as presenttebicase Viktorl, in relation to the
perceived impact-career mechanism. The other gedhips to personal development,
which is a new goal of his (he participated in anagement course just before the
interview, that is where he set this goal for hilf)sevhich is presented in the case
Viktor2, in relation to the perceived impact-seevimechanism. The two goals co-exist:
the development goal is among those formulatedhbyarganization, as well, and he
experienced success on several occasions in replizis goal, which he felt reassured
by; the effectuation of great changes is, howevest an official goal of the
organization, there were some failures associatéditywhich made him uncertain and
filled him with tension. Contrasting the two goalg see that even though the great-
change goal is continuously losing in significantés still more important to him, than
the development-related goal is. This is also cordd by Viktor having said, referring
to his development work, that he created valueottvers, and not that it was what
provided the meaningfulness of his work.

Szilvia2

Surprising event

She managed to defend the employees’ interest waya that was accepted by the
management of corporate headquarters, even thbegh appeared to be no chance for
that initially.
“and one more thing that's very important in HR, iorrelation to HR, is that, well,
some kind of diplomacy, or this how should we conicate thing, and how. That is,
you have to very exactly know how you should pte#fegngs, and how to do it
upstream and downstream, and how you should thate® something accepted, carried
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through, accepted, or understood, or, whoaaa, hard to phrase this. So, yes,
diplomacy is probably the best word for it, thatlbapstream and downstream, | mean,
to the bosses when | want to achieve somethingp any fellows, and the other
managers, and the people, how | should convey wbat,| should convey to them what
I, say, | don’'t agree with but it's a must, or hdwshould try to make them, make
headquarters accept what | want, how it needs tqiesented so that it serves the
purpose. [...] that is, | feel much better when Ildaell them the pay raise is this much
and that much, and we give this and that in addito that, and then it didn't feel all
that good when they, after I've said all thesentlteey said, how come it's only that
much, ‘cause the price of the whatdoiknow type editrmcreased this much, and then
why isn’t their pay raised to the same extent as th@ price of the meat. So, this is,
once again, that side, that you can’t do good tergene, and that negative voices tend
to propagate faster.[...] And, well, to, say, to gare example from the other side, too,
and | did already mention that | believe it's pyeitmportant how | present things
upstream, whenever | want to have something acdeptepay raise, again, it's a
crucial issue at such places. So, not here, bumwtprevious workplaces, it was a
serious procedure to figure out about the annual mase how much it should be, how,
based on what, what sort of data we need to colleley exactly that much, what'’s the
proposal. [...] At my previous companies][...] So, thenat, after | while | figured it
out, or it was suggested to me, that yes, if | @pport it with data then | can achieve
that the pay raise be this amount or that amodrthay, so if they think that it was this
much initially, but | can support that that muchniseded, and if I'm cunning enough,
then they’ll accept it. You had to learn it, soddndid receive assistance in that, from
HR at HQ, at my previous companies, but that wa®ad learning opportunity, like,
yes, you can do that, too, that is, how much ittlsat it also depends on you to some
extent, it's not just dictated from the outside.][so to find these ways, and to follow
them, it was so good that it's possible, thathsttyou can achieve that and then | tried
to make use of this, this type of knowledge inater jobs, and yes, you don’t have to
submit to their having said so, but we should towhwe can, with support from
multiple sides, make them accept something else. “

Encountering tension

Tension would arise if she did not manage to detbode interests, because then she
would have to make the employees accept that. Baitemployees, should she not
succeed in defending their interests and achieyeaesomewhat higher pay raise, will
make their disappointment be heard, which wouldSailvia in her soft spot. The
positive surprise was actually related to havingried through, contrary to
expectations, the desired positive change at catpdreadquarters.

Questioning own expectations

Creating an explanation

A later question of hers suggests that these pes#tvents/surprises reassure her that
she should continue working the way she has been.

“so obviously, what you mean to ask about now éstthings that reinforce me that |
should go on with this, and...”
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That is, she needs these moments of diplomaticesacm order to experience that
through her work, she actually helps others: mdkeslives of low-wage workers a
little bit easier. A lack of success in this fietchkes her uncertain about that.

Reinterpreting the situation

By reinterpreting the opportunities and the linafsher work, she actually reinterpreted
her tasks: she saw an opportunity for re-negotiadircertain limit that was previously
believed to be untouchable: the limit for pay raise

Her image of herself changed: she considers hemsa&lé and more of a diplomat, as
well (for details, see the section on beliefs).

Taking action

Acted accordingly.

Change in beliefs and values

It was her beliefs about her scope of duties amqubdpnities that changed.
Her beliefs about herself changed: she experietitadshe was able to change things
that had been believed unchangeable.

“and if I'm cunning enough, then they'll accept it"

“it was so good that it's possible, that is, thatuycan achieve that and then | tried to
make use of this, this type of knowledge in my jates, and yes, you don’t have to
submit to their having said so, but we should towhwe can, with support from
multiple sides, make them accept something else”

Her beliefs about her role changed: she, as amglowho can achieve goals, is able to
improve the financial situation of her coworkers, mhake her coworkers accept
unpleasant news.

Her value system changed. Diplomacy, the abilityneike people — both upstream and
downstream — accept things gained in significancdér.

Change in work meaning

Mechanism affected

As a result of the surprise: perceived impact-serce increases, self-esteem
increases.Having managed to achieve the positive impact gsredd reassured her,
and reduced her inner tension. For Szilvia, the mmgdulness of work is basically
provided by her assistance to others, the developwfeothers. It was the perceived
impact mechanism, and her significance and sefeestthat this surprising situation
affected.

Balance. Perceived impact-service, self-esteem iease.We can observe a lasting
change in the mechanisms here, because she nalesttaore significance to them.

Orientation affected

In this case, the serving orientation (perceivepaat-service) gained in significance for
Szilvia.
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Summary interpretation of the case

For Szilvia, the meaningfulness of work was basicptovided by her assistance to
others, the development of others. The actual reagoy creating new opportunities,
representing interests and diplomacy turned pdatilguimportant for Szilvia was that
this was one of those areas regarding which sheavet a lot of criticism and negative
remarks — given that she worked for manufacturingd that basically employed low-
wage, low-qualified employees. And criticism meamter tension for her, made her
uncertain, as we already saw in the case Szilvidht is, her diplomatic success
actually brought about a reduction in the frequeottypegative remarks and thus had a
tension-reduction role, as well, and reassureditlnar she would be able to effectuate
changes, to help his low-qualified, low-wage coversk

6.2.2.2.No change in the meaning of work

Norbert3

Surprising event

In reaction to a negative, critical feedback, hesfgrmance was so good the next time
that it was recognized both by his manager andnat@nally.

“And positive, that, when | received praise froneewsome guys from other countries,
and the workers, too, so they felt good at the stime, ‘cause through the ideas. Idea
competition that | did, | came up with it, that weould have reward points, and the
workers could redeem their points. And news aldustreached other countries, t00.”
This idea competition. | prepared a very complidapgesentation for the director.
“Which he, no, he wanted to present it to all tlwumtry directors, and asked me to
prepare, and then bounced it, said it was horriffleen, two days later, | came up with
a presentation that, which he delivered, receiveedback, and of course it was him
who received praise that it's so very good. lllagdéd with pictures, what we realized.
With such a very simplified reality. That is, foedson the result, little bit of processes
only, goals. And that was a very good feedbackkeéfs# asking it for six months that,
like, how could you. It's, like, black and whitee ot a bad one, and then he got a
quality that he could boast about. This is someghimat's often present in my work,
these great differences. “

Encountering tension

There is no tension — though the anger felt becatisiege negative feedback is present
in this part of the story, as well.

Questioning own expectations

Creating an explanation

This situation reassured him that had no faulttjnthat this was just the way he
functioned. If he is able to perform well, then flaelt must lie with the organization,
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because it is them who cannot take advantage ofdpabilities, who cannot provide
him with tasks that he would be interested in. Tieahe interprets positive feedback,
and this particular act of surprisingly positivecagnition as a sign that it is the
organization that is to be held responsible forditwation.

“My performance, it fluctuates a lot. | see thatwthat we're talking. It completely
depends on whether I'm interested or not. Am Iregted and regard it as a challenge,
performance is high. If I'm not interested, if ifisst that | have to comply, then | do
comply, but at a very low performance level. I'mmsthing of the hysterical type, |
guess (laugh). So, whatever | like, | can do veeyl and | can deliver. Whatever |
don’'t, well, that's just short of unacceptable. Andultinationals, it seems,
multinationals don't really tolerate that, or fintlhard to accept that. So, it's constant
performance you need, constantly high performaiterefore 1 sometimes feel, I'm
not compatible with multinationals. And this is why managers tend to have no idea
what that strange thing about me is exactly. Thatthey do, most probably, feel
something, but I'm not the truly multinational corpte type. Yes, this constitutes quite
a problem for me now. What will the next 10-20 gdaing? In my job, in my private
life? But, it's not only that I'm faced with somepectations, but oftentimes, | have to
initiate a lot of things myself. And when | seetthgy initiative was in vain, they
wouldn’t authorize the resources, or it would bereworse for the workers, even more
workload, then | just lose interest in the initisgj and then my motivation is already
lost. That's when the bad feedback comes, thabuldideliver even better results, even
faster, even better. “

Reinterpreting the situation

Positive feedback and recognition did not changeiriterpretation of the situation, of
himself and of his work. Even this positive surprimakes him return to the line of
thought we saw in the case Norbertl. That is, dea iof distancing himself from the
organization — the organization that representsvbrdd of multinational corporations —
is still lying dormant in him.

Taking action

Change in beliefs and values
Change in work meaning
Mechanism affected

Orientation affected

Summary interpretation of the case

This case is in contradiction with what Norbertdtols about assuming responsibilities
and his commitment following the performance eviadue by his new boss (case
Nobert2). It seems that the two explanations — tee that makes the

organization/manager responsible and denies N&shb®sn responsibility and the one
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that does assume responsibility and commitmentevair simultaneously, and thus
induce tension and create cognitive dissonance.

For Norbert, the meaningfulness of work basicadlgided in expressing and developing
his self, in actualizing himself through his worgtigities. As a result of the negative
feedback, he could not experience a personal engagein his work. Norbert
interpreted the positive feedback, which took him durprise, by returning to the
negative feedbacks he had felt hurt by, so prdbticaeglected the former.
Consequently, he interpreted none of the recogrstior positive feedbacks in a way
that would have lent even more meaning and meanimggs to his work, which would
have improved his self-esteem.

Norbert4

Surprising event

Besides the idea competition (case Norbert3), amatem that Norbert recalled as one
of his particularly positive experiences was thgaoiization of the trainings. The pattern
was the same: he received a negative feedbackedeaith good-quality work, which
was followed by recognition.

“For example, something like that, well, apart fradhe employee’s ideas thing, there
was the organization of the employee trainingsedeived very bad feedback, that |
should organize it, afterwards, okay, with the pies, and there was the table, it was
comprehensible, then they said this is really sbhingtextraordinary. Well, it's there,
who’s been trained so far, and who will, in a sn@itle, those waiting to be trained,
those who have been trained and those who are lgahtged. And you can look it up
on the computer in a matter of seconds who is aizihd for what, just a simple table,
and everyone can see who's trained to work on whitlis was a good feedback, too,
but bad in the beginning, that | won't do it. Sts ias if I'd like to save my energy,
that's what keeps occurring, I'd like to economazbit. And then some sort of external
requirement boosts it. Okay, then, if that's what yvant, here you have it. “

Encountering tension

There is no tension — though the anger felt becatisige negative feedback is present
in this part of the story, as well.

Questioning own expectations

Creating an explanation

The two cases (Norbert3, Norbert4) are accompamyedne common explanation, the
individual parts and the analysis of which candaenfl in the case Norbert3.

Melinda4

Surprising event
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Melinda does not consider awards and bonuses ptelasant surprises, she simply does
not even take them into account. What took herurgrsse was that she kept receiving
offers from a headhunter and that he recognized$an expert, as a manager.

“well, if I only consider work [positive effect thanfluenced the meaning of work],
well, whatdoiknow, award, and bonuses, and there avperiod when, well, a series of
coincidences brought about this situation, | wastipgpating on a course, and there
was this headhunter guy there, and he somehowyreplbtted me, and then a lot of
offers, go to work here, go to work for them, wHigkas totally surprised about, that is,

| didn’t think | was all that very talented, tha, iokay, | do know that I'm laborious and
that | always do whatever task I'm assigned, batwas certain that | should go here,
to Audi, to Kecskemét and things like that. Souldt have taken a senior manager’s
position, by no means, ‘cause that would've meaahenore, much more commitment
than this, so this is positive, “

“ [some more positive occurrences] Well, it was ortant to me, that is, I'm pretty
much the self-directed type, so | think, for examphat awards, and a lot of these
externals, they can easily be fortuitous, that thought it was a much bigger, a much
more important thing that my colleagues respectechnd appreciated my work. Which
was manifest in everyday things like, that isaifd they trusted me, that is, they knew
that they don’t have to fear turning their back e, they can do anything, what we
agreed on is set and settled, so these things mach more important to me. “

Encountering tension

Questioning own expectations

She does not question her own presumptions, she maebelieve herself to be any
more talented than she did before.

Creating an explanation

The positive feedbacks and the recognition did cl@nge her interpretation of the
situation, of herself and of her work. She did megard this surprisingly positive
evaluation as realistic, she did not even taketd account, she continued to rely on her
own judgment. She did not appreciate the awardseteved. She reinterpreted both
the surprising evaluation of the headhunter andatlards and recognitions she had
received. She reinterpreted the headhunter's ewatudy regarding herself as hard-
working, but not talented, and she was not inteckst the offers she received anyway,
so she simply devalued this judgment. She devalhedecognitions and awards she
received by labeling them possibly fortuitous.

Reinterpreting the situation
Taking action

Change in beliefs and values
Change in work meaning

Mechanism affected
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Orientation affected

Summary interpretation of the case

For Melinda, the meaningfulness of work basicallynes from coping with difficult
tasks, proving herself and achieving success,jshihat makes her experience that her
work is valuable. Melinda interpreted these positfeedbacks that surprised her by
raising some sort of objection against each ortberh, that is, she did not actually take
them into account. Consequently, she interpretate raj the recognitions or positive
feedbacks in a way that would have lent even maanimg and meaningfulness to her
work, which would have improved her self-esteem.
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