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Meetings in work groups are important organisational arenas to form ideas, share knowledge,
and co-ordinate and develop work. Therefore, meetings are a potential source to innovation
and efficiency in organisations, as well as to a means to improve interpersonal relationships in
the workplace. One approach in previous research on group interaction has been to codify
verbal utterances and link various communication patterns to group performance. However,
missing in previous research is how the interaction pattern in a group emerges and how be-
haviour of the group affects the interaction pattern. This thesis focuses on behavioural and
contextual factors and their impact on the interaction pattern of work groups. The aim of the
thesis is to investigate how the interactional pattern of meetings is influenced by the behav-
iour of the leader, the behaviour of the group members, and the structure of the meeting.

To investigate the link between contextual factors and the interaction patterns, group ob-
servations were conducted in management teams and work groups, during their ordinary
meetings. As a basis for observation, Losada & Heaphy’s (2004) communication model was
applied, which showed a link between a specific communication pattern and high perform-
ance. The findings of the present thesis suggest that the leader plays a significant role for the
outcome of the interactional pattern of a meeting and that he or she can contribute in several
ways. Equally important to the interactional pattern of management teams and work groups is
the effort and commitment expended by the other participants. The findings further show that
the structure of the meeting is relevant: For example, structuring the meeting as a case discus-
sion rather than a traditional meeting agenda results in a more dynamic interaction. By exam-
ining how the interaction is affected by leader behaviour, employee participation and meeting
structure, the thesis contributes to the existing literature in the field of interaction analysis.
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1. Introduction

Consider a room. There are four tables pushed together, and people are sitting on chairs
around the tables. They are drinking coffee or cokes, and there are paper scattered on top of
the table. Some of the papers say “agenda’ and soon many people will start scribbling on
them. There is a hum of conversation, and then one person raises her voice and begins to
speak, and the hum begins to die down. Shortly after this a second person starts speaking,
apparently in response to the first person’s comments, and this is followed by a third person’s
remarks. All in all, at the end of this event over three quarters of the people in the room will
have spoken at least one or two sentences, but only a few will remember what was said.
Helen B. Schwartzman

(The meeting: gatherings in organizations and communities, /989, p 3)

Groups exist everywhere in society and in different contexts and cultures.
This thesis focuses on work groups and how they interact during meetings.
The study is based on observations at work group meetings in the Swedish
public sector. It is a qualitative study of interaction in meetings aimed at
exploring how the context and behaviour at the meeting affect the pattern of
verbal interaction in a group. The study focuses on the meeting as an arena
for interaction at a workplace.

Meetings are a significant part of everyday work in modern organisations
and a place for connecting to the other members of an organisation (Dutton
& Ragins, 2007; Schwartzman, 1989). Meetings thus form a social arena
within an organisation (Baker & Dutton, 2007). In this view meetings, both
formal and informal, are seen as an important way to build relations and
connections in an organisation. Other views on meetings are that they are a
place for status negotiation, a place for making sense of the organisation, and
as a place for group learning (Owens & Sutton, 1999; Schwartzman, 1989;
1993; Jay, 1976).

Meetings are seen both as the place where decisions are made and where
work is being done but they are also often seen as a waste of time. The reac-
tion to a meeting may be “oh no, not another meeting I don’t have time” or
“good that you called for a meeting as we really need to discuss this.” One
reason why many people react negatively to meetings and feel that they are a
waste of time is that they have not realized that the meeting serves as an
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arena for other functions than purely work and decisions (Schwartzman,
1989).

When people meet, they talk. Language is the most important human sign
system (Berger & Luckman, 1966/1991). The main activity during a meeting
is talk (i.e. to convey ideas) and the participants engage in verbal interaction
trying to establish what needs to be done or inform each other about current
issues in the organisation. Talk is a relational activity building connections
between people in an organisation or a group. Creative connections are
sometimes referred to as high quality connections, implying that they give
energy and promote learning (Dutton & Heaphy, 2003). Such learning inter-
actions are also called “relatonics” which is described as “a continuum of
ongoing relational processes supporting and developing skills and
competencies among people in work.” (D66s, 2004:77)

Scientific enquiry of talk and the structuring of verbal interaction are studied
by coding and analysis of verbal utterances, which is referred to as
interaction analysis. The earliest studies date back to the 1930s and the field
developed rapidly after the Second World War. Social scientists wanted to
grasp the on-going processes of groups. (Hare, 1973) A widely spread
category system was developed by Bales and colleagues at Harvard
university (c.f. Bales, 1950a). The aim of such category systems was to test
or illustrate theories of group development by modelling verbal behaviour in
groups. Interaction analysis models capture verbal interaction by assigning
different categories to different types of utterance. It looks at interpersonal
behaviour and the function of verbal utterances in a group setting. (Hare,
1973) In this tradition groups are seen as social systems for patterning
interaction. The purpose of such an analysis was to investigate problem
solving, leadership and group development. Much time and effort were also
spent on developing a reliable coding system and training coders in the
application of the system. These studies resulted in models describing the
interaction between participants in groups. (McGrath, 1997)

A weakness in much research on group processes is that most of the early
studies on small groups were conducted in laboratory settings investigating
parts of the processes in groups. McGrath (1991:148f) notes that:

Yet there are some serious limitations to much of that earlier work, especially regarding the
degree to which it reflects the structures and processes of naturally occurring groups as we
meet them in our everyday life. [...] Much of the empirical foundation of group theory de-
rives from study of a limited range of types of ad hoc groups under controlled experimental
conditions. Most of that work involves very small groups (two or four members) with con-
stant membership arbitrarily assigned by an experimenter that exists for only a limited time
without past or future as a group, isolated rather than embedded in any larger social units
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(organizations, communities). [...] Many of the groups we meet in everyday living [...] have
pasts together, and they expect to have futures. Yet they have variable membership from one
occasion to another. They seldom exist in isolation; they are embedded within larger social
aggregates — communities, organizations, neighborhoods, kin networks, and departments.
(McGrath, 1991:148f)

The groups studied in this type of research were often temporary groups only
existing in the laboratory (McGrath, 1997). A major difference between
laboratory groups and real groups is that real groups share a common future
and history and have a varying membership over time (McGrath, 1991).
More research on real-life work groups is needed in order to fully understand
how groups behave (Edmondson, 1999; McGrath, 1997). To fully
understand how the interaction of a group is developed we need to look at
how real work groups behave at meetings.

The Losada Interaction Model (LIM)

This thesis builds on research presented by Losada & Heaphy (2004) who
presented the Losada interaction model (LIM') (Losada & Markovich, 1990;
Losada, 1999; Losada & Heaphy, 2004; Fredrickson & Losada, 2005).
Building on earlier models of interaction analysis, the LIM was “developed
out of the time series generated by observing 60 strategic business unit
(SBU) management teams from a large information processing corporation”
(Losada & Heaphy, 2004:744) and the teams were selected “on the basis of
having complete performance records provided by their company. Each team
consisted of eight people.” (Losada & Heaphy, 2004:744)

The LIM is an interaction model measuring and modelling verbal speech
acts in a group setting. The verbal interaction is presented as an interaction
pattern of a group. This interaction pattern shows how the group uses the
dimensions of the interaction model. The model is based on earlier models in
the field of interaction analysis, especially the model developed by Bales
(1950a). Each verbal utterance is coded into one of six categories. The cate-
gories are: advocacy (arguing in favour of the speakers viewpoint), inquiry
(asking questions), positive (giving positive comments), negative (giving
negative comments), other (taking in perspectives from persons or groups
outside the organisation), and self (taking the perspective of the individual or
the group). These categories are paired into three bipolar dimensions: advo-

"I have chosen to call the model LIM in order to get a useful single word describing the entire
interaction model developed by Losada. The model was developed by Losada in the Meta
Learning Centre and first published in 1990 under the name Group Analyzer (Losada, M., &
S. Markovich (1990) Group Analyzer: A System for Dynamic Analysis of Group Interaction,
Proceedings of the Hawaii int. conf. on Systems Science, Vol. 4, 1990, pp. 101-110). In later
publications the model was referred to as the Meta-learning model, or ML-model. Later addi-
tions were made together with Emily Heaphy, 2004, and Barbara Fredrickson, 2005.



cacy-inquiry, other-self, and positive-negative. Empirical use of the model
show that groups which are able to balance the two first dimensions and
have a ratio of positive over negative comments (P/N) of five or more are
classified as high performance teams.

The LIM shows that the interaction of a group can be linked to the perform-
ance of a team. The control parameter of the model is connectivity which is
closely linked to the P/N ratio. Connectivity is the number of connections
and interactions in the group between the group members during a meeting.
If the persons connect to each other by referring to what earlier speakers
have said or acknowledging that they have listened to what the others have
said then this counts as connectivity in the model. (Losada & Heaphy, 2004;
Louma et al, 2008) High connectivity generates an expansive emotional
space in the model. In an expansive emotional space there are more
possibilities for action and learning. (Losada & Heaphy, 2004; Dutton, 2003)
The LIM is presented in more detail in chapter two.

Some contributions of the LIM

The LIM is based on earlier interaction models (such as Bales 1950a), but in
some respects it takes a step further in analysing group interaction (see
chapter two). First (i) it is able to link the performance of a group with the
interaction in a group. Second (ii) Losada added the dimension of other-self
into his model. This bipolar dimension was borrowed from the SWOT
analysis used in business organisations in order to map the internal strengths
and weaknesses and the external opportunities and threats. Third (iii) the
LIM shows that the ratio between positive comments and negative
comments (P/N) can be used to find the connectivity of a group, which in
turn is linked to the performance of a group. This is a major contribution of
the LIM, showing that such an easy measure as counting the positive
comments and negative comments can give strong indication on how the
group performs. Fourth (iv) the LIM shows that chaos and complexity theory
can be used to describe the interaction of a group. This means that the LIM
is firmly connected with the history of complexity theory describing groups
as complex dynamic systems. Fifth (v) the LIM looks at natural occurring
groups solving a real organisational problem (the development of annual
strategic plans) and thus answers to the call of interaction and group research
done on real-life groups. Based on these strengths of the model the research
group decided to uses the model. The choice of the LIM as an analysis tool
was motivated by the presented features of the model and its perceived
practical relevance.

Losada (1999) investigates real-life work groups but still missing in the re-
search is the connection between the compositions of the groups, the age of
the groups, the maturity of the groups, and the form of the observed interac-
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tion which may help us understand how the interaction pattern is created.
Several questions regarding the groups are not answered. For example, first
(i) the leadership of the groups: how were the groups organised hierarchi-
cally? Second (ii) participation: how many of the partaking members in the
group contribute and participate in the meetings. And third (iii) what did the
context of the meetings look like; what was the length of the meetings? What
did the structure of the meetings look like? These gaps are all clearly focused
on the context of the groups. The LIM describes the interaction of the groups
but it does not give any explanations on contextual factors concerning the
groups. To fully utilise the potential of the LIM more understanding of how
a balanced interaction pattern arises is needed. The results from the LIM
give a better understanding for the dynamics of high performing work teams
but there is a lack of contextual factors that would be able to explain differ-
ences in interaction patterns between groups. This thesis therefore takes a
broader look at group interaction within an organisational and social context.
More specifically, it looks at both the interaction and the context of meetings
in work groups.

Contextual factors are referred to as the characteristics of an organisational
context often related to the effectiveness of a work unit or the performance
of a single employee (Oldham & Cunnings, 1996). Champion et al. (1997)
suggest the factors training, managerial support, and communication to
describe the context that makes a team effective. According to Gladstein
(1984:503) “contextual variables that [...] affect [...] effectiveness include
supervisory behavior, rewards for group performance, training availability,
and market growth.” Cohen & Bailey (1997) include rewards and
supervision in the definition of organisational context. In summary
organisational context is defined as the characteristics of the organisational
environment that affects the effectiveness of a team or collaboration.

Contextual factors thus have an influence of how a meeting will unfold and
what the interaction pattern at a meeting will look like. Several assumptions
on context are possible to make. (i) Older groups probably have a more de-
veloped interaction pattern and hence a more balanced interaction. It may
even be the case that the LIM predicts age, not performance. Wheelan et al.
(2003) show that older and more developed groups have more “work state-
ments ” in their communication than less developed groups, i.e. they are
more focused on the task of the group. (ii) The influence of the meeting on
the work of the participants will also affect the interaction at a meeting. If
the meeting has a direct influence on the work of the participants, they are at
least destined to be more active and committed at the meeting than if the
meeting has no influence on their work situation. (iii) The structure and how
the meeting is organised will affect the interaction. Structure may include
such features as size of the group, topic of the meeting, procedures for the
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meeting, and the setting of the meeting. (iv) The behaviour of the leader will
affect how the meeting unfolds and thus what the interaction will look like.

These perspectives of leader behaviour, participant behaviour and structure
of the meeting were also found to be of importance for the interaction pattern
of a meeting in the general research project. Little is known about the influ-
ence of contextual factors on the interaction in a group. More research is
needed to establish how different contextual factors and specific behaviours
will influence the interaction at a meeting.

Purpose and research questions

The purpose of the study is to explore how different contextual factors affect
the interaction pattern in the LIM at a meeting. In the empirical work three
contextual factors seemed to be of special interest: the behaviour of the
leader, the behaviour of the participants, and the organisation of the meet-
ings. The purpose could thus be further broken down into three separate but
interrelated research questions:
1. How does the behaviour of the leader affect the interaction pattern in
the LIM?
2. How does the behaviour of the participants affect the interaction pat-
tern in the LIM?
3. How does the structure of the meeting affect the interaction pattern
in the LIM?

Delimitations

The study is limited in several aspects. (i) It focuses only on formal meet-
ings. (ii) It investigates groups in their natural setting. (iii) It focuses on the
dynamic interaction between the participants of the groups. It does not look
at the personality traits of the participants in the groups or the age, sex, or
race of the participants. Further it does not consider the level of group devel-
opment. The study is limited to the group level of analysis. However, the age
of the groups are noted with the assumption that older groups have had more
time to develop.

The study is also limited to observing interaction at meetings. Work in or-
ganisations take place in many different places, of which the meeting room
is one. The picture of the meetings is a mirror of the groups but it is not a
complete picture. However, meetings are an important arena for social inter-
action in organisations and they mirror social processes in organisations.
There is an understanding that the workplaces have other arenas for commu-
nication and that not all aspects of the communication at the workplaces are
observed.
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Intended contributions

This study intends to contribute by making a synthesis of interaction re-
search, focusing on the verbal interactional patterns of a group, as well as the
context of the group. The need for such a synthesis is evident and the reward
for such a study would be a deeper understanding of group interaction. Pre-
vious studies of group interaction are surprisingly empty of context and of
group theories. It is two fields that have not met. This study brings in the
context into interaction research; by doing so, it take other theories of groups
into account. Previous interaction analysis research is aware of the impor-
tance of context but it does not incorporate it into their models. Context is
considered to be exogenous to the interaction.

A second intended contribution of this study is that it investigates naturally
occurring groups. Several scholars have called for more research on real-life
groups rather than on temporary groups in a laboratory (Edmondson 1999;
McGrath, 1997) and on groups in context (Gladstein, 1984). Losada (1999)
has partly met this need by studying real-life groups, but he did so in his
laboratory and without contextual information. The present study takes this
one step further by analysing the interaction and behaviour of real-life
groups in their natural habitat.

The study also intends to provide a theoretical contribution to the field of
interaction analysis by taking a broader view on interaction in groups includ-
ing the context of the meetings and the context of the groups, and not just
focusing on the actual interaction in the groups. It also gives an empirical
contribution by showing how different meetings and different meeting be-
haviours can affect the interaction of a group.

Definitions of a group

It is difficult to discover an adequate method of describing a group because of its ever chang-
ing quality. It is a collection of spontaneous interactions occurring simultaneously in many
directions. It has depth as well as length and breadth and by consecutive observations it is
possible to discern distinct patterns and definite direction toward conscious or un- conscious
goals. In spite of the fact that description of this entity through categorizing and conceptuali-
zation endangers the portrayal of the dynamic quality of the group, which is its essential

characteristic, it is necessary for real understanding of the group process. (Wilson, 1937:237)

What is a group? There are many definitions and explanations related to this
question. A key issue in group research is the definition of a group as a
group of persons interdependent on each other. (Brown, 2000) Early group
research defined a group as a collection of people pursuing the same goal.
One minimalistic definition of a group is that it is at least two persons defin-
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ing themselves as a group and that at third outsider person considers these
two persons to be a group (Brown, 2000). This definition would imply that
groups are a very common thing, i.e. we could find them in almost every
setting. McGrath & Kravitz (1982:199) use a broad working definition of a
group: “two or more people in dynamic interaction with one another.” This
definition also implies a common past or a common anticipated future. The
authors are aware of the fuzziness of this definition and acknowledge that
almost all “multi-person agglomerates” at some times are regarded as
groups.

In this study definition of a group is based on Edmondson (1999). She uses
the term work-group for groups that are based in a larger organisation, has
clearly defined membership criteria and shared responsibility for a task or a
product. This definition is used to define a work group in this study. Impor-
tant factors here are the clearly defined membership and the shared responsi-
bility. Persons working in the same department in a larger organisation are
not necessarily members of the same group. The shared responsibility and
interdependence are what draw the line here: members of a group are inter-
dependent on each other to solve a common task. Work groups are under-
stood to be rather loosely coupled in terms of the relationship between its
members. At the end of the working day, the group is dissolved and at the
beginning of the next day the group is recreated. The work group exists in
the bounds of the organisation. This does not mean that the members of a
work group cannot socialise during their spare time and outside work activi-
ties; rather, it simply means that the group is created to share responsibility
for a task at the workplace. Participation in work groups is sometimes fluid,
i.e. it is possible to be a temporal member of a work group or a member of
several work groups in the same organisation. This is common among man-
agers.

A common distinction in group research is that between groups and teams.
Teams are considered to be more than a group; the term team implies that
the function or the performance of the group is better when it functions as a
team. Wheelan (2010) makes a qualitative distinction between work groups
and work teams. Her definitions are “a work group is composed of members
who are striving to create a shared view of goals and to develop an efficient
and effective organisational structure in which to accomplish these goals. A
work group becomes a team when shared goals have been established and
effective methods to accomplish those goals are in place”. (Wheelan,
2010:2)

This study defines a work group as a group based in a larger organisation
with clearly defined membership criteria and with the common responsibility



for a task or product. Furthermore, the groups have an appointed formal
leader.

Disposition of the thesis

Welcome to the universe of verbal interaction at meetings. The tour starts in
the literature. At the core of the study, is the observation of several work
groups and their meetings. The thesis consists of ten chapters. The present
chapter introduces the study.

e Chapter two starts with an introduction to theories that are connected
to the LIM. Such theories emerge from the field of complex adaptive
systems (CAS) theory, interaction analysis, group development,
leadership, conversation models, positive psychology, and positive
organisational scholarship (POS) theories. Particular focus is on the
different ways that have been used to capture the interaction of
groups. Complexity theory and concepts drawn from complexity
theory and used in investigating social systems are also explained.
The aim of the chapter is to give a theoretical background as well as
equip us with tools that could be useful later in the study. The theo-
retical perspectives presented build on an eclectic approach towards
theory. This means that theories from several schools of thought are
included. The theories are chosen for their relevance for the studied
phenomenon — interaction in work groups.

e Chapter three presents the methodological considerations of the
study. It starts with an introduction to the general research project of
which this thesis is a part. The chapter also introduces the current
study and how the empirical material was collected. A qualitative
analysis tool, based on the dimensions of the LIM, for capturing the
interaction in groups is developed and presented. The different inter-
actional categories of the LIM and how they could be interpreted are
also discussed.

e Chapters four to eight present the observed groups (chapter four:
The Elementary school; chapter five: The Environment unit; chapter
six: The IT unit; chapter seven: The Municipality management unit;
and chapter eight: The Culture unit) and give three sequences from
observed meetings. Each sequence ends with comments to the de-
scribed meetings from the viewpoint of the contextual factors leader
behaviour, participant behaviour, structure, and the interaction pat-
tern in the LIM. These chapters start with a background to the five
participating groups. Each group is described according to what it
does and which role the group has in the municipal organisation.
The members of the groups are presented from the point of their pro-
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fessional background and their experience from working in the or-
ganisation. The leaders are given a special introduction regarding
their background and experience from leading the groups. A short
summary of what the observed meetings looked like in the groups is
also given.

Chapter nine discusses the results of the empirical study. The results
are presented in three parts: the behaviour of the leader, the behav-
iour of the participants and the structure of the meeting. These three
parts are related to the interaction pattern of the LIM. The chapter
also proposes three functions of a workplace meeting. The three
functions are: the work-oriented meeting, the relation-oriented meet-
ing, and the learning-oriented meeting.

Chapter ten concludes the study. The conclusions are drawn based
on the three research questions of the study. The chapter also high-
lights some pointers toward future research and investigations of
work group meetings and meeting behaviour.



2. Previous research and theoretical
background

This chapter gives the theoretical background to the investigation. The aim
of the chapter is to present theories that are linked to group behaviour and
group interaction. The study uses an eclectic approach to theory, i.e. the
study does not use one single predefined theoretical perspective; rather, the
study gathers theories from fields that are believed to be of importance for
the study. An argument for the eclectic approach has been made by Mintz-
berg (1977) and Mintzberg & Lampel (1999) who suggest that studies which
follow one predefined perspective run the risk of missing important pieces of
the theoretical puzzle. The eclectic approach also gives flexibility in integrat-
ing theoretical and empirical developments from different scholarly fields.
This eclectic approach provides an integrated framework that draw on dispa-
rate strands of literature to create a better understanding of the studied inter-
action.

The main purpose of the chapter is to give a background to the study and
show different approaches to analysing groups and group interaction. The
LIM has been closely linked with CAS, earlier interaction models, and POS.
These fields of research are therefore presented.

The chapter starts with an introduction to the world of CAS. CAS theory
could also be of use to understand why groups behave as they do. Moreover,
different interaction analysis models are presented and how these have been
used to capture the interaction in teams and groups. The following sections
concern development in groups and models of conversations. The chapter
ends with a short introduction to the field of positive organisational scholar-
ship.

Complex adaptive systems theory

The world is made up of systems. Everywhere we look there are different
systems. Systems are defined as a group of connected individuals or actors
that interact together. The general assumption in CAS is that the interaction
among the parts in a system creates a global pattern which, in turn, influ-
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ences the local interaction. A complex adaptive system is built around inde-
pendent actors interacting with each other and thus together creating an
emergent pattern. Contemporary scholars in group research have started to
realise that groups can be described as complex adaptive systems (Losada,
1999; Losada & Heaphy, 2004; Wheelan & Williams, 2003; Fuhriman &
Burlingame, 1994) and that the verbal interaction in a group is a way to map
this complexity.

Chaos theory has been used to understand change and development in social
and organisational studies (Ruelle, 1991; Kaufman, 1995). It has also been
used to analyse the prevalence of both chaos and order in modern, complex
organizations (“’chaordic organizations”) (van Eijnatten, 2004), to study or-
ganisational learning processes (Stacey, 2001; Backstrom, 2004; Sodergren,
2005; van Eijnatten & Putnik, 2004) and innovation projects (Richtnér &
Sodergren, 2008).

CAS theory has its roots in chaos theory. But what is chaos and how it is
defined? Strogatz (2001:323) defines chaos as an “aperiodic long-term be-
haviour in a deterministic system that exhibits sensitive dependence on ini-
tial conditions.” There is still no accepted (mathematical) definition of chaos
and Strogatz (2001) uses the above definition as a working definition ac-
cepted by most (mathematicians). Chaos should not be understood as the
absence of order, as the term is often used in everyday life. Chaos theory has
originally been used by chemists and physicists to explain patterns and
movement in for instance fluids (Strogatz, 2001).

The difference, if any, between chaos theory and CAS theory is not yet clear.
Some scholars use the terms interchangeably. This is most common among
natural scientists. Chaos theorists seem to be interested in describing, and
possibly explaining, the emergence of complexity. The main interest for
social scientists using complex dynamics is the study of the border between
chaos and order. It is within this border that learning and change can take
place. This suggests that scholars interested in change and development have
started to use complex systems theory to gain a better understanding of
change and when change is possible (Boyatzis, 2006).

Complex adaptive systems are made up of interactions between the parts of
the system. They have some unique features which define them. These are:

e FEmergence — the global pattern in the system emerges over time.
Time is therefore a prerequisite for a complex adaptive system to
evolve. The systems need to be observed and followed over a long
period. This corresponds with Strogatz’ (2001) emphasis on the
long-term behaviour of a system.
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Self-organisation — Self-organisation is central for a complex sys-
tem. The system has to intrinsically organise the patterns; it cannot
be forced to do so through outside forces. The interaction between
the parts (actors) of the system is what makes complex dynamics
possible. Without interaction, there would be no emergent complex
patterns.

Non-linearity — small events may have a large impact on the system.
The non-linearity of complex adaptive systems means that “every-
thing has the potential of affecting everything else” (Fuhriman &
Burlingame, 1994:504). This is also exemplified by the butterfly-
effect which is described as “the notion that a butterfly stirring the
air today in Peking can transform storm systems next month in New
York.” (Gleick, 1998:8) The butterfly effect does not mean that
there is no way of predicting the path of a system; rather it means
that there is “order masquerading as randomness” (Gleick, 1998:22).
Interaction and feedback — complex adaptive systems are made up of
independent actors interacting with each other and with the sur-
roundings of a system. This interaction creates global patterns,
which in turn effects the local interaction within the system. (Solé &
Goodwin, 2004)

Groups as complex adaptive systems
Wheelan & Williams (2003) established five criteria that need to be fulfilled
for a group to be considered as a complex adaptive system. These are:

the actors in the group must be independent and interacting

the local interactions must generate global patterns

the emergent pattern must be independent of the characteristics of
the members participating in the group

similar patterns should emerge in different groups and

similar patterns should occur and be observable in other systems.
(Wheelan & Williams, 2003:447)

They conclude that groups are complex adaptive systems and that verbal
interactions of groups can be used to measure and model the patterns gener-
ated within the system. Global patterns are further explained by Wheelan &
Williams (2003):

Each agent interacts with other system agents. These local interactions generate a global

structure that is independent of the individual agents. That is, local interactions generate

global patterns, but these global patterns are not the result of individual agents but rather a

unique pattern created by their joint interactions. In turn, the global structure that emerges

influences the individual agents and their local interactions. These changed local interactions,
then, collectively alter the global structure. (Wheelan & Williams, 2003:445)
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Global patterns are macrostructures created by the interaction of the inde-
pendent actors in the social system. After a while, one pattern will be domi-
nating or several patterns will stabilise and support each other. This is what
is referred to as an order parameter.

Attractors and order parameters

An attractor is “a set to which all neighbouring trajectories converge” (Stro-
gatz, 2004:324). This means that the attractor is a point towards which the
system is “pulled”. The attractor, also called order parameter, is the deciding
factor that determines the possible playing ground for an interaction, also
referred to as phase space. In terms of a group and the interaction in a group
the order parameter is the way of thinking and the limitations on the subjects
the group is able to handle. This concept still has no common agreed upon
definition. The most important form of attractor is the strange attractor. This
attractor is sensible to initial conditions which imply that very small changes
in the initial conditions may have large effects on the interaction pattern. The
terms chaotic attractor and fractal attractor are also used to describe a strange
attractor, depending on which of the two characteristics you want to empha-
sise. (Strogatz, 2001)

Losada & Heaphy (2004) use four types of attractors: the fixed point attrac-
tor, the limit cycle attractor (also called the periodic attractor), the torus (or
quasi-periodic attractor), and the chaotic attractor. The chaotic attractor is
also called the complexor, standing for complex order attractor. The com-
plexor is the equivalent of a strange attractor. It is obvious here that the con-
cepts have different names although they are describing the same dynamic.
Zander (1979:424) has described this confusion as: “researchers [...] are
remarkably inventive in creating new names for phenomena that already
have a name.” Instead of using the term attractor, the term order parameter
will be used here. In a meeting setting a fixed point attractor would entail a
meeting in which the interaction is locked in the corner of advocacy and self,
never to involve other parts of the possible interactional playground. Such a
meeting would be seen as dull and with a lack of novelty. The strange attrac-
tor, or the complexor, would give a much more dynamic meeting in which
the trajectories of the interaction never repeat themselves and the interaction
uses most of the possible space for interaction. (Losada & Heaphy, 2004)

In a non-mathematical sense an order parameter can be understood as the
culture or norms in a social system or a group. The order parameter limits or
expands the possible positions for an interaction. The number of ways the
system is able to interact is determined by the order parameters in the sys-
tem. These order parameters are in turn developed by the interaction itself in
the system. The system develops the order parameters through its interac-
tion, and in turn these order parameters come to determine the possible pat-
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terns of interaction. Wheelan & Williams (2003:445) refer to this as “local
interactions [in a complex adaptive system] generate global patterns [...] the
global structure that emerges influences the individual agents and their local
interactions.” (Emphasis added.)

This similarity of the concept of an order parameter and the concepts organ-
izational culture and norms are striking. Institutions, order parameters, at-
tractors (in social systems), and norms could be seen as different names for
the same phenomenon. This has the implications that organizational scholars
could have had a complex systems approach without knowing it.

Berger & Luckmann (1966/1991) use the term institutionalisation to describe
the taken-for-granted culture in a society. Their term institutionalisation has
several common points with the term order parameter, or attractor, which is
used in CAS theory to set the ground for which interactions are possible for
a group. This is the type of behaviour that guides the interaction in a system
and decides what the system can do. The institutions set the boundary for the
interaction.

The concepts of legitimisation and institutionalisation used by Berger &
Luckmann (1966/1991) have close connotations with the order parameter
concept of complex dynamic systems theory. First of all, all human activity
is subjugated to habitualisation which is the routines of everyday life that
make us avoid unnecessary choices and decisions. The habits reduce the
numbers of decisions being made every day. Institutions then are habits that
have been institutionalized as a way of doing things. These institutions have
a story and are developed over time. They are also socialised onto the next
generation. A new institution needs only one generation to become a new
reality. When the parents of a child create rules, i.e. institutions, these rules
become a reality for the child, i.e. the institution was there before the child
and is therefore perceived as real and always existing. Interestingly enough,
the institution becomes more real for the parents after they have socialised
their child into it. Institutions, although real and existing before us in time,
need to be legitimised and this is done through language. The legitimisation
of an institution is done to explain and justify why things are done in a cer-
tain manner. (Berger & Luckmann, 1966/1991)

The weather could also be said to be a complex system that is hard to explain
by the use of CAS theory, at least if you want to predict the weather. But if
you would like to understand the weather and the complex dynamics of the
weather, CAS theory could be useful. Ordinary linear models could not ex-
plain the behaviour of weather systems, but as Lorenz (1963) showed, non-
linear equations could. There is a difference between understanding and
predicting. Lorenz did not predict the weather; he merely showed that the
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weather could be described with the help of complex dynamics and non-
linear equations. Losada (1999) later did the same, but for verbal interaction
in groups. All dynamic systems are made up of parts that interact with each
other; if the parts did not interact it would only be a static system.

The problem with interaction in social system is to define which interaction
that is going to be studied. Social systems interact in several ways. You
could choose to study only physical interactions (e.g. when persons touch
each other). You could study non-verbal interaction, such as looks and ges-
tures, or you could chose to study verbal interaction, i.e. when people talk to
each other. All of these interactions, which occur at the same time, are im-
portant in social systems. For some reason, perhaps because it easy to meas-
ure and record, verbal interaction has taken the lead position over these other
types of interaction. It is much harder to notice and register non-verbal inter-
action in a group. Verbal interaction is probably important in human interac-
tion (we talk to each other almost every day). (But the first telephone calls
were awkward histories without any visual cues. The telephone, by the way,
has probably affected our way of interacting with each other more than we
think because it makes it vital to take turns when talking and sends verbal
signal that we understand or that we want the other person to continue talk-
ing.) (Silverman, 2004))

Language is the most important sign system of human beings (Berger &
Luckmann, 1966/1991). Thus language should take a prime position over
other types of interaction in human encounters. This is also why it is so hard
to understand other cultures when you cannot speak their language (there is
no words to explain what is going on). Arguing against this you could say
that the eyes are the most important organ for humans and that you could
sign your way through (at least easier conversations) and to send short mes-
sages in interacting with people that do not speak your language.

Using CAS theory in understanding how groups function has several impli-
cations. When comparing CAS theories with other theories on human inter-
action and social communities you realise that these concepts have a lot in
common with CAS theory. For instance, Berger & Luckmann’s (1966/1991)
ideas on institutionalisation could be directly transferred to the concept of
order parameters in social systems. This supports the use of CAS concepts in
the human and social sciences.

From CAS theory three useful theoretical concepts are used in discussing
social systems and groups. These are self-organisation, order parameter, and
emergence. Self-organisation means that the system cannot be forced into
behaving in a complex manner; the interaction has to be self-organized. Self-
organization entails that the system (in this case the group), without inter-
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vention from the surroundings, interacts in a complex manner. Order pa-
rameter is a key concept in understanding complex dynamic systems. First, it
is the order parameters that set the boundary for the interaction in a system.
The possible play field of interaction is set by the order parameters. Order
parameters are furthermore created within the system. They are created by
the very same interaction that they later set the boundary for. Interaction thus
creates order parameters that then guide the following interaction. These
order parameters serve as the culture or the norms of the group. Norms set
the boundary for what is possible to do in a group without being seen as an
outcast. Emergence means that the interaction pattern that is created by a
group emerges over time. Time is thus important for a system. If you leave a
system alone for a longer period, a pattern will emerge. This also implies
that changes in the system sets the emergence back, but it does not necessar-
ily mean that the system is back on square one. In a group, for example, one
new member is most likely to adapt to the rules and norms (order parame-
ters) in the group and will thus not change the dynamic of the group that
much. Several new members could question the norms and develop new
ones in the same way that the old group had done. Further, one strong new
member may have the possibility to change the culture of the group.

Schein (2004) also touches on the idea that norms emerge from the interac-
tion of a group, but he states that norms are not solely the effect of an on-
going interaction but are also an effect of leadership behaviour. Leadership
behaviour is an important source for ideas and behavioural models for the
group to adopt. Thus, Schein shares a view on norms as emerging within a
group and from the interaction of a group, but not only from the interaction.
The leader has more impact on the emerging norms than the other actors in a
group. The behaviour of the leader is thus perceived to be more important
than the behaviour of the other participants in a group. It is the leader who
influences which norms will be finally set.

CAS theory and meetings

The concepts of CAS theory may be used to look at meetings and groups.
Groups are social systems where the main interaction that takes place is ver-
bal interaction (Fuhriman & Burlingame, 1994; Backstrom et al., 2006)

When social scientists summarise and transmit the scientific chaos theory to
their respective disciplines, they focus on different parts of the theory and
when they describe the fundamental properties of CAS their lists look
slightly different. Stoehrel (2007) lists four important characteristics of com-
plex systems: emergence, self-organisation, non-linearity and feedback
mechanisms. Backstrom (2010) means that there are seven essential charac-
teristics of complex systems: unpredictability, comprehension, interaction,
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dependence and independence at the same time, emergence, nonlinearity
and self-organisation. Murphy (1996) chooses to include seven characteris-
tics: non-linearity, feedback, bifurcation or phase transition, strange attrac-
tors, scaling, fractals and self-organisation. Fuhriman & Burlingame (1994)
mention sensitivity to initial conditions, strange attractors, fractals, phase
space, bifurcation and irreversibility as the main properties of CAS. It is
thus hard to decide what is important and some of the theorists include more
of the theory in fewer categories. Below the six concepts of emergence, self
organisation, interaction, feedback, non-linearity, and order parameter will
be further explained with a look at its implications for groups.

Interaction between the parts of a system is a prerequisite to be able to talk
about a complex adaptive system. A system starts with an interaction be-
tween the parts of the system. Before the interaction starts, the initial condi-
tions for the interaction are set. The interaction is sensitive to small changes
in these initial conditions. When the interaction has started, influences from
the interaction within the group and from interactions and influences from
the environment occur. The interaction creates order parameters that are
inserted into the system via a feedback loop. Accordingly, the system is a
causal system, but it is a circular causality. The system is self-organising in
the sense that the rules for the interaction are created within the system and
the system cannot be forced to interact in a specific way. The emergent pat-
terns that the system generates are a result of self-organisation and interac-
tion.

Self-organisation implicates that the meeting culture of a group emerges
over a relatively long period and that the culture is in constant development.
The culture does not change easily, and new persons entering the group or
new policies directed at the group may have small effects on the emergent
pattern. At the same time, a change of behaviour is possible and this is done
gradually and in close connection do the surroundings of the system/group.
The group may have to adapt to new pressure from the outside or one of the
participants in the group takes on a new role. The self-organisation creates
the necessary qualities that the system needs to function. The meetings are
self-organised and the structure of the meeting and the roles of the partici-
pants are not forced on the participants. There are no written scripts for the
meetings.

A group consists of actors who interact, and this interaction creates emer-
gent patterns. These patterns are a result of an interaction between the actors
of the group or between actors and the environment. The pattern is unique to
a certain time and a certain place, but similar patterns may occur in similar
systems. This implies that the system is in constant change. In an interaction
between humans new ideas and new perspectives are born, which are not a
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result of individual thoughts but of the interaction between individuals.
Time is also a prerequisite for a pattern to emerge. The system needs time to
interact and create patterns. The emergent pattern could be described as new
ideas that come to existence as a result of the ongoing interaction. None of
participants had thought of or articulated the idea before the interaction took
place, but somehow it emerged from the interaction.

Groups create a way of working and interacting that has consequences for
how they work with their environment and their customers. This interaction
in turn generates feedback to the group, creating a constant loop of feedback
and interaction. The interaction may be either physical or verbal.

Non-linearity and sensitivity to initial conditions — meetings may take a new
development at any time depending on the initial conditions of the meeting.
The daily form of the participants may have a large impact on the meeting.
Small differences in these initial conditions may have large consequences for
how the meeting eventually unfolds. Therefore, it is hard to identify a gen-
eral interaction pattern in a group. A major implication from CAS theory is
the fact that generalisations are seldom possible because the constant on-
going changes in the system and the interaction between the system and its
environment. Non-linearity imply that small events during the interaction
may have large effects. An example of such event may be when one of the
participants uses an unexpected word during the interaction, which from that
point on affects the rest of the interaction.

The leader and the participants are actors within the system, i.e. they are
both are able to influence and are subjected to influences by the interaction
in the system. The “form” of the leader could be an initial condition that
varies between each meeting (interaction), suggesting that small changes in
the behaviour of the leader may have significant effects on the meeting. The
same is valid for the participants. Their “form” varies and these small varia-
tions may have large effects on the outcome of the meeting. These small
changes in the initial conditions may help to explain the large variation be-
tween the meetings in some groups. Because the system also interacts with
the environment of the system, small or significant changes in the environ-
ment may have large effects on the meeting.

The structure of the meetings is part of the emergent meeting culture in the
group. This structure is a combination of self-organisation within the group
and interaction with the environment, i.e. how meetings are conducted in this
organisation and the picture that the participants have of what a meeting is
and what it should accomplish. Political organisations would be expected to
have more meetings because the main decision process of a political organi-
sation is based on discussion, consensus and a qualified majority rule. The
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structure is also an order parameter in the group. This order parameter is
created through the interaction between the members of the group.

Order parameters may be used at different levels in a group. On a higher
level, the order parameters may be described as the culture of the group,
behaviours and questions that are accepted by the group and that the mem-
bers of the group perceive as important. On a lower level an order parameter
may be the way the group interacts and the topics that the group chose to
discuss. Groups often have reoccurring topics or themes that the group con-
stantly returns to discuss. These themes may be seen as order parameters. It
is the order parameters that control the interaction and the result of the order
parameters should be observable over time in the interaction and in the top-
ics and form of the discussion.

In a CAS sense the three perspectives of leader, participant, and structure
would mean that we look at the interaction between the actors (leader and
participants) and try to identify the order parameters in the group by looking
at the structure. The emergent patterns are examined at with the help of look-
ing at the verbal interaction in the groups. The initial conditions for the in-
teraction in the meetings are hard to visualise, but the notion that they exist
and that they may have a large impact on the meeting entails that the initial
conditions may be used to explain differences in behaviour.

Several organisational scholars have begun to use CAS theory of in looking
at groups and group behaviour (e.g. Losada, 1999; Losada & Heaphy, 2004;
Wheelan & Williams, 2003; Fuhriman & Burlingame, 1994). These studies
have focused on verbal interaction in groups and used interaction analysis in
order to capture the ongoing interaction in work groups. This brings us into
the field of interaction analysis which is more closely examined in the next
section.

Interaction analysis

Interaction analysis is part of the discursive approach to organisational stud-
ies interested in investigating talk and text in organisation (Fairhurst & Co-
oren, 2004). Interaction analysis is a quantitative method focused on count-
ing and categorising verbal utterances and is especially focused on the nature
of verbal utterances and the sequence of utterances in an organisational set-
ting. Fairhurst & Cooren (2004) mention three approaches to discourse
analysis: interaction analysis, conversation analysis, and speech act schemat-
ics. These three approaches share a common view in studying language but
“they focus on context and discourse as action in different ways.” (Fairhurst
& Cooren, 2004:132) Interaction analysis is especially focused on the nature
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of verbal utterances and the sequence of utterances in an organisational set-
ting. Conversation analysis “examines the social organisation of talk-in-
interaction and how it enables individuals to make sense of their worlds”,
and speech acts schematics “focuses on the performative character of lan-
guage and its episodic ordering.” (Fairhurst & Coren, 2004:132f)

Bales (1950a) developed the first widely used model for measuring and de-
scribing group interaction. He called the model Interaction Process Analysis
(IPA) (Bales, 1950a). The model consists of twelve categories grouped into
four groups. Verbal comments are coded in one of these categories. Two
groups belong to a task area and two groups to a social-emotional area. The
task area groups are considered to be harmless and uncontroversial i.e. a
more non-emotional type of communication often regarding technical solu-
tions or information. Table 1 presents the categories used by Bales.

Table 1 Bales (1950a) Interaction Process Model (IPA)

Area Category description

I. Social emotional area posi- Shows solidarity, shows tension release,
tive reactions agrees

II. Task area: neutral input Gives suggestion, gives opinion, gives orien-
and attempted answers tation

III. Task area: neutral ques- Asks for orientation, asks for opinion, asks
tions and requests for suggestion

IV. Social emotional area Disagrees, shows tension, shows antagonism
negative reactions

The model has been widely used and tested in a broad range of fields. Bales
has also created a database of “normal” meeting patterns for the model, mak-
ing it possible to compare different kinds of meetings. Several later interac-
tion models are either based on, or similar to, the IPA model. For example,
areas | and IV correlate with the categories of positive and negative in the
LIM and areas II and III correlate with the categories advocacy and inquiry
in the LIM.

An alternative category system of emotionality and work in groups was de-
veloped by Bion. He used three categories of emotional states. They were
called different cultures or emotional climates: dependency, pairing, or fight-
flight behaviour. (Hare, 1973)

[D]ependency (when group members seem to be dependent on the leader or some external
standard for direction), pairing (when group members turn to each other in pairs for more
intimate emotional response), and fight—flight (when group members act as if their purpose is

to avoid some threat by fighting or running away from it). In addition, the group is continu-
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ously “at work” on some problem. At specific times, the particular emotional state associated
with the work activity may be dependency, pairing, or fight—flight. The ongoing process of a
group can be described in terms of successive shifts from one of these work emotionality
states or cultures to another. (Hare, 1973:116)

Others later developed the model adding levels of work and separating fight
from flight (Hare, 1973). Wheelan developed this interaction analysis model
aimed at observing the development stage of a group by observing its verbal
interaction. The model is called group development observation system
(GDOS) and codes each complete thought into one of eight categories: de-
pendency statements, counter dependency statements, fight statements, flight
Statements, pairing statements, counter pairing statements, work statements,
and unscoreable statements. (Wheelan & Williams, 2003) This model is
based on the same common assumptions as other interaction models. The
coding in the model was checked by other coders enabling the researchers to
calculate an inter-rater reliability. The categories, however, have the advan-
tage of being relatively easy to use. According to Hare (2003:135), “The
division into task and social-emotional has a long history dating from the
1930s.” It continues to be of interest in contemporary group research.

The major assumption in these types of interaction models is that the interac-
tion in a group could be measured quantitatively and the measures could be
compared with those in other groups. The problem is what the data tell us
and how information on these interactional patterns should be interpreted. In
other words, how should the information be used? (McGrath, 1997) It may
be useful in order to establish different interactional patterns between
groups. The next step would be to try to answer the question why the groups
interact differently.

In Bales’ system, the unit to be scored is a bit of behavior (usually verbal) which can provide
enough of a stimulus to elicit a meaningful response from another person. In practice, this is
usually a sentence. Each sentence or comparable act is given only one score to indicate the
element of task behavior or social-emotional behavior which appears to the observer to domi-
nate the act. (Hare, 1973/2010:108)

Losada (1999) takes the interaction analysis approach a few steps further.
First, he uses real groups, although in a laboratory setting. The meetings in
the laboratory concern real work-related issues. He also manages to connect
the interaction pattern of the groups, which is a descriptive term, with the
performance measures of the groups. This gives the model normative impli-
cations in which a certain type of interaction pattern is linked to a certain
performance level. The data on the interaction then become more useful than
just recording the interaction in a group. With this kind of data, the interac-
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tion model has normative implications showing that a certain interaction
pattern could be linked to high performance.

Coding only verbal utterances means the loss of nonverbal communication
and interaction in a group. (Paulista et al., 2006) The group will have devel-
oped a history and a common nonverbal language during its “life-time”. The
surrounding organisation will have an impact on the observed group in a
meeting. The interaction models therefore have two major flaws. First, these
models only record verbal interaction, although the observer in the room
probably uses nonverbal interaction as a help when deciding which dimen-
sion an utterance should be coded. Nonverbal interaction is discarded and
the culture of the group is also discarded. Groups with a common history
have probably developed a culture of their own that effects the interaction in
a meeting. Using the terms from CAS theory, the groups have developed
order parameters that come into play when the group meets and interacts.
Second, the interaction models only measure what is happening inside the
meeting room, discarding the surroundings of the group and the events out-
side the meeting room that the participants bring with them into the meeting.
The models are developed by using laboratory groups that are put together
for the purpose of the research. Thus, these groups lack a common history
and an expected future together. The groups also lack a common culture.
The effect of these laboratory groups is that the researcher will have a major
impact on the group. This could however also be an advantage in these
groups because the groups are not affected by their common history and
culture.

The Losada Interaction Model

The interaction model used in this study was developed by Losada (1999)
and then further elaborated by Losada & Heaphy (2004). The original study
was a laboratory research study with 60 participating teams. The study was
done in a laboratory setting but the teams were real-life work teams discuss-
ing real-life work issues. This is a difference from most other interaction
research in which the groups are often temporary groups and the issues con-
structed issues. Each team consisted of eight persons and their interaction
was coded in the lab while they were discussing strategic planning for their
companies. The units were business units from larger companies in the IT
sector and they were chosen because they had easy accessible information
regarding performance. The performance information could be linked di-
rectly to the unit. This information was complemented by a peer-review
where the units were evaluated by other units in the organisation, both
higher- and lower-level units. Another complement was a customer satisfac-
tion survey. Units that scored high in all three surveys were classified as
High Performance (HP) units; units that scored high on two and low on one
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were classified as Medium Performance (MP); and units that scored low on
all three measures were classified as Low Performance (LP).

Each verbal utterance in the groups was coded into one of six categories.
The categories are: advocacy (arguing in favour of the speakers viewpoint or
sharing knowledge), inquiry (asking questions), positive (giving positive
comments), negative (giving negative comments), other (taking in perspec-
tives from persons or groups outside the organisation), and self (taking the
perspective of the individual or the group).

OTHER

High Performance
P/N =5.625

Medium Performance
P/N =1.875

INQUIRY
ADVOOAAY

Low Performance,

SELF

Figure 1 Emotional space and positive over negative (P/N) ratio for low, medium, and high
performance groups (adapted from Losada & Heaphy, 2004).

The results of the study showed that groups that were able to balance the
first four categories and had a higher rate of positive comments over nega-
tive comments were also classified as HP. The model shows that there is a
correspondence between pattern of communication and performance. The
model does not explicitly establish a causal relationship between communi-
cation and performance though it does show that communication and per-
formance correspond with each other. The result also shows the importance
of a balanced type of communication in which the group is able to both ex-
plore and argue, and this is done in a positive climate. The three bipolar di-
mensions of the LIM have its background in several different fields. Let us
take a closer look at the dimensions of the LIM.
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Positive — Negative

This dimension is very much based on the Bales’ (1950a) IPA model. The
dimension can also be linked to the work of Fredrickson (1998; 2002), the
broaden-and-build theory of positive emotions. This theory originates in the
field of positive psychology and states that negative and positive emotions
have different behavioural effects. Negative emotions are often connected to
direct actions as fleeing or fighting (fight or flight). Positive emotions on the
other hand are connected to the mind and create new ways of thinking and
new social resources. Fredrickson’s (1998; 2002) broaden-and-build theory
of positive emotions is one example of contributions from the field of posi-
tive psychology. This model suggests that positive emotions broaden and
build the possible thought action repertoire, whereas negative emotions limit
the same thought action repertoire. The background is the fight or flight re-
actions of negative emotions. The preferred ratio between positive and nega-
tive in the LIM is more than five times as many positive comments over
negative comments. It is noteworthy that negative responses are still needed.
Some scholars have recognised that negative emotions also can have positive
effects (Bagozzi, 2003; Lopes & Cunha, 2006).

Positive and negative signals are used in different ways, where the costs of
ignoring negative signals are often higher than the cost of ignoring positive
signals. In times of crises this is put to its test, and this could be one explana-
tion to the focus on negative signals and feedback. (Cameron, 2008) The
reaction to negative criticism is thus much stronger than the reaction to posi-
tive feedback and therefore an overweight of positive feedback is needed to
balance the influence of negative signals (Baumeister et al., 2006; Roberts
2006). This could be one explanation to the high ratio of positive over nega-
tive comments in the LIM

Inquiry — Advocacy

The dimension of inquiry-advocacy shows the balance between exploring
and investigating, and advocating one’s own views. Background to the di-
mension is found at Argyris & Schon (1979) and Senge (1990). According to
these authors, a balance between these dimensions leads to a more effective
action. Senge (1990) also asserts that the balance between these categories is
crucial for learning. To only use advocacy would lead to a state where the
own views are acknowledged, and to only use inquiry would lead to a situa-
tion where one’s own standpoints are hidden behind the questions. The most
productive way for the teams is thus to balance these two dimensions. Ac-
cording to Senge (1990), balancing inquiry and advocacy is a key to devel-
opment and learning in an organisation. He further notes that organisations
often have a lack of inquiry at their meetings and purpose some ground rules
in to enhance the frequency of inquiry in a group. One of the rules is to level
out the status at meetings, acknowledging the fact that anyone, whatever
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status, may have opinions and inputs that can benefit the organisation. Senge
et al. (1994) proposes a framework for balancing advocacy and inquiry using
four interactional styles during an interaction. The main proposed styles
include observing, telling, asking, and generating. Observing refers to look-
ing at the process of the interaction and commenting on it, rather than mak-
ing comments on the content of the interaction. Telling concerns explaining
one’s thinking or give input to the discussion. Asking pertains to either clari-
fying the issue or interviewing others on the issue. Finally, generating de-
notes testing the propositions or engaging in a dialogue.

Other — Self

This dimension is grounded in the strategic literature where analysis of the
environment and self-scrutiny leads to how the strategy of a group should be
formed. The analysis of the environment identifies opportunities and threats
in the surroundings while the self-scrutiny identifies the strength and weak-
nesses of the group. A balance in this dimension should therefore lead to
higher performance, at least according to Losada & Heaphy (2004). The
dimension is well connected to the field of POS. Spreitzer & Sonensheim
(2004) reason that focusing on others and empathy with others is a source of
positive anomalies. Cooperrider & Sekerka (2003) and Cooperider & Whit-
ney (2005) use the dimension in the model over positive organizational
change and appreciative inquiry (Al).

The LIM is thus based on several academic disciplines, including psychol-
ogy and organisational learning. The basic view is that what goes on in a
group is possible to describe and measure by listening and coding the speech
acts in a group. These speech acts are understood as verbal behaviour, i.e.
when we say something we act. Quinn & Dutton (2005:39) define a speech
act as “an action in language that creates a social reality that does not exist
before the speech act is uttered.” These verbal behaviours are then coded
regarding function rather than content. But if every verbal utterance is re-
garded as an act and acts are regarded as intended and goal-oriented in the
sense that you want to achieve something with your act, the act of speaking
would be based on both intent and function. To categorise utterances in this
way seems a bit problematic. There is a functionalist tendency that each
verbal utterance can be coded and categorised without taking any interest in
the rest of the arena. The assumption of the model and the groups is that you
can classify the communication/listening situation to the verbal behaviour.
The problem is that it is virtually impossible to code the interaction in real
life and that several utterances are hard to put into one single category. It is
difficult to replicate this study, even if you trained a lot and really wanted to
figure out how to classify the communication.
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The model has a firm foundation in the theoretical literature in that it uses
parts from several other studies and piecing them together into a useful
model. The model uses features from different disciplines, such as interac-
tion analysis, management literature, and strategic literature. Interesting to
note though is the evolvement of the background literature. In the first article
(Losada, 1999), published in a computer journal, the model is loosely de-
scribed and the theoretical framework upon which the model is built is
shown to be mainly from the management and strategic literature. In the
early article it seems as though the model is based on previous interaction
models with the addition of the other-self dimension borrowed from the stra-
tegic literature. In the later article (Losada & Heaphy, 2004) this new dimen-
sion is further elaborated upon, now with references to the literature on psy-
chology and flow. The positive-negative dimension is also enhanced by the
addition of references to the psychology literature and the positive organiza-
tional studies field. These features do not make the model any less valuable,
but it is notable to see the addition of references being added later on in the
process. Particularly noteworthy regarding this is that the empirical base for
the articles was done many years before the model was published, indicating
that the theoretical base for the model at the time of data collection was thin-
ner than later on.

The main problem with the LIM is distinguishing between the different cate-
gories in the model. These difficulties make it hard to use the model in prac-
tice without substantial training. But the model is very useful as a way of
describing the dynamics at a meeting and as a way of putting words on the
events in a meeting. It could be used in a very controlled setting to obtain the
pattern of a balanced communication. The dimensions make sense and they
have high face validity. It is easy to grasp the general idea of the model but it
is harder to understand the sections on emotional space and how it is com-
puted.

There are several significant implications to be drawn from the LIM. The
idea that high performing teams have a different way of communicating is
certainly useful and has managerial implications. But how do you create
such a communication climate? It would be of interest to the practice com-
munity to try to create this communication climate in the work teams of their
organisations.

The ability to describe the communication in a meeting in a simple fashion is
of benefit for several reasons. The usefulness of the model also shows in
how the dimensions can be used to classify the events in a meeting. Yet, the
usefulness becomes less when it comes to using the model as a coding tool.
Then it is clear that the dimensions are not as useful as it seemed at first.
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Three key points in the LIM:

e The model is normative, indicating that groups able balance their in-
teraction and have a more dynamic communication, also show better
performance records. This implicates that complex dynamic interac-
tion equals successful groups. This is clearly a normative statement.

e Balance is of the essence in this model. Groups that balance their
communication and are able to use several viewpoints and perspec-
tives are more successful. The balance notion is also found in other
theories, such as Senge (1990), Senge et al (1994), Argyris & Schon,
(1979), and Ancona & Isaacs (2007).

e Advocacy can be thought of in two ways. There is bad advocacy,
trying to beat your opponent in an argument, and there is good advo-
cacy meaning that you share important information to the group. The
idea comes from the fact that sharing is important and that advocacy
is needed in groups. The Losada framework could otherwise be un-
derstood as having a good and a bad side (good equals positive,
other, inquiry; bad equals negative, self, advocacy). Losada shows
that both sides are equally important.

Development in the field of interaction analysis

Bales developed one of the most widely used systems of interaction and
process analysis of groups. The IPA model has been tested in several groups
and settings. One problem with the model is the focus on structure rather
than on the content of the interaction. An additional setback is the time-
consuming task of training coders in accordance with the model and the ar-
duous task of collecting data. (McGrath, 1997) The model, however, is still
in use and new approaches to the model can be found. For instance, Beck &
Keyton (2009) suggest a combination of methods to study interaction proc-
esses and discursively strategic interaction in meetings. The strength of the
IPA model is that it is applicable to any group in any setting (McGrath,
1997). Gorse & Emmitt (2003; 2007), for example, use the IPA model to
investigate construction team meetings. Their findings indicate that construc-
tion teams seldom engaged in negative interaction, almost to the extent that
real existing problems may be missed. They also point to the difficulty of
obtaining access to real groups.

One major problem with the strict interaction analysis method is the time
and costs of training coders and coding the interaction. Another drawback is
the “apparent theoretical sterility” (McGrath & Kravitz, 1982:210) of the
studies. The interaction analysis is interested in what McGrath (1997) calls
the “morphology” of group interaction, i.e the structure of verbal speech acts
in different group settings. The first part of this morphology deals with the
participation patterns in an interaction (who speaks and how much). The
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second part is concerned with the temporal structure of the interaction (in
which order a speech act occurs). (McGrath & Kravitz, 1982)

Typically, a coding scheme is developed and a coding catalogue is written
listing examples of utterances and behaviours to be coded and which cate-
gory they belong to. The coding catalogue is changed as new problematic
cases are added. The coders are then trained using the coding system for a
period of several months. Bales, for instance, recommend a three-month
training period (Bales, 1950a). To control the coders different measures of
inter-rater reliability are developed. There are no firm limits of how high the
inter-rater reliability needs to be and different studies use different measures.
A measure called Cohen’s kappa is frequently used but no limits have been
established regarding reliability. Pincus & Gaustello (2005) suggest that a
Cohen’s kappa of 0.66 is sufficiently high.

Group research in the 1950s had a balance between laboratory studies and
field studies. This changed in the 1960s, however, where the laboratory
study took over. A flaw in the research was the lack of theory and theoretical
advance. Later reviews called for more studies using natural occurring
groups in a non-experimental setting. In the 1970s much focus in the area of
group research was on the problem of group task performance. (McGrath &
Kravitz, 1982)

Other approaches to interaction analysis

Beck & Keyton (2009) investigate how message strategies and message
function can be perceived in a meeting. Their findings indicate that it is
common to interpret others’ actions at meetings as strategic. Another contri-
bution is the method of using a multi-method approach and retrospective
interviews in combination with interaction analysis. They use the IPA model
to establish a baseline for the communication comparable to other groups.
However, they do not use the model for exhausting coding, which would not
give a full description of the interaction.

McGrath (1991) suggests a new theory, including a temporal dimension in
the analysis of group interaction. He defines group interaction as “[...] a
flow of work in groups at a micro level.” (McGrath, 1991, p. 165) He calls
for more research on naturally occurring groups in contrast to groups in ex-
perimental settings. Naturally occurring groups are groups that have a past
and an expected future together. He also notes that much of the earlier theo-
ries do not regard the fact that the same type of speech acts have different
meanings in different contexts.
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Another approach to mapping and looking at interaction in groups is the
models of conversation and dialogue. Some of these models will be pre-
sented in the following section.

Conversation and dialogue

A different approach toward describing the interaction in a group is to de-
scribe the ideal structure of an interaction. I refer to these models as conver-
sation models. These models could be more metaphorical than interaction
models. The conversational models presented below are all less strict than
the interaction models presented above in the sense that there is no coding of
verbal statements in the conversational models. The conversational models
presented here are the ones by Gratton & Goshal (2002), Schein (1993),
Senge (1990), Isaacs (1993), and Wilhelmson (1998). The purpose of these
models is to enhance the quality of the conversations in the meaning that
more relevant information should be discussed and that the core issue should
be more readily addressed. The models also try to give an understanding of
the process of an interaction.

Gratton & Goshal’s (2002) model presents four types of conversation taking
place in an organisation. These include dehydrated talk, intimate exchange,
disciplined debate, and creative dialogue. Gratton & Goshal (2002) claim
there is a time and place for every one of these conversations in an organisa-
tion though they also note that most organisations would benefit from more
creative dialogue. They do not see a problem with other types of conversa-
tion as long as there is room for all of them. The issue is to find a balance
between the different types of conversation. It is also important to note the
different arenas for conversation presented in the model. As I interpret it, all
of these conversations, except the intimate exchange, take place in the meet-
ing room. Gratton & Goshal (2002) also propose some ideas for developing
a better communication climate in an organisation (e.g., “institutionalise
questions and doubt” and “develop some new rules and forums™). An impor-
tant idea is that space matters and that the seating in a building is important
for the quality of conversations.

Schein’s (1993) model of conversation is more of a group development tool.
He advocates that the group should gather together in order to do dialogue.
He presents a hierarchical view of conversations with a positive and a nega-
tive side. The negative side contains discussion, dialectic, and debate. In this
trio the debate has the same form as the disciplined debate in the Gratton &
Goshal model, which is to systematically and rationally discuss and solve a
given problem. On the positive side of the model, we find suspension, dia-
logue, and metalogue. Suspension means to accept differences in views in
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the conversation and to listen actively to others in the group. Dialogue refers
to building a common ground by exploring assumptions. Metalogue entails
thinking together as a group. This is where new assumptions are born regard-
ing the reality and new cultures.

According to Senge (1990), balancing inquiry and advocacy is a key to de-
velopment and learning in an organisation. He also suggests that organisa-
tions often have a lack of inquiry at their meetings and propose some ground
rules to enhance the frequency of inquiry in a group. One of the rules is to
level out the status at meetings, acknowledging the fact that anyone, what-
ever status, may have opinions and inputs that the organisation can benefit
from. He also makes an important distinction between discussion and dia-
logue: “in a discussion decisions are made. In a dialogue complex issues are
explored.” (Senge, 1990:230). Senge (1990) also asserts that the balance
between these categories is crucial for learning. To only use advocacy would
lead to a state in which the own views are acknowledged, and to only use
inquiry would lead to a situation where the own standpoints are hidden be-
hind the questions. The most productive means for teams is thus to balance
these two dimensions. To learn a group has to balance inquiry and advocacy.
No learning will come from a conversation between two advocates: there
will be no new perspectives to challenge axiomatic views. Such a meeting is
likely to escalate into a conflict of world views. Instead, Senge suggests
making one’s own view, and the data this view is based upon, open for in-
quiry. This could be perceived as a risky strategy in a conversation if you see
the conversation as a conflict with potential winners and losers. To one-
sidedly focus on inquiry will most likely not work either. Just asking a lot of
questions does not enhance learning. This is why he advocates a balance
between inquiry and advocacy. He also emphasises the importance of the
leader behaving as a coach for his subordinates. (Senge, 1990)

Isaacs (1993) proposes to “slow down the inquiry” in order to have better
dialogue. What he means is to ask questions with meaning, not just to show
off your talented intellect. Isaacs (1993:25) defines dialogue as “a sustained
collective inquiry into the processes, assumptions, and certainties that com-
pose everyday experience.” He also suggests some guidelines for dialogue
such as suspend assumptions and certainties, slow down the inquiry, listen to
your listening, and befriend polarisation. According to Isaacs, dialogue ses-
sions are leaderless; they should have no agenda; they have no purpose; and
there are no decisions to be made. The goal of such a dialogue session is to
do inquiry and create learning in the organisation. He also includes a schema
for conflicts in dialogues indicating two main defences used by participants
when being attacked: go silent and tense, or yell it out. The conflict map also
makes it possible to solve conflicts in a group by making the conflict and the
assumptions underlying it more visible.
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The aim of a well-functioning conversation is to develop and express collec-
tive assumptions in a group or an organisation. By expressing collective
assumptions the group will be able to create a common understanding of
what the world looks like and this in turn will help the members of an or-
ganisation to look for a common goal. This alignment will be easier if the
members of an organisation share and agree upon the assumptions. Such
sharing of assumptions and ideas takes place in the interaction between peo-
ple of an organisation or a group. Wilhelmson (1998) points to some specific
competencies that need to be mastered by the individuals in order to engage
in a learning conversation.

First, the individual must be able to be “close to, and distanced from, them-
selves and others” at the same time (Wilhelmson, 1998:267). This implies
that the conversation becomes both integrated and differentiated. Integration
refers to the participants building on ideas that emerge and what is being said
during the ongoing conversation, whereas differentiation entails that the
participants dig deeper in the understanding of the conversation and question
the ideas that emerge from the conversation. The individuals engaged in the
conversation thus need to be critically reflective of their own ideas and as-
sumptions as well as of the ideas and assumptions of others. The members
also need “the capacity to be at the same time competitively oriented, in
order to safeguard their own individual interests, and cooperatively oriented,
in order to understand others.” (Wilhelmson, 1998:265)

For a conversation to become a learning conversation, the dialogue needs to
be symmetric instead of asymmetric. Symmetric conversations are balanced
regarding to dominance and asymmetric conversations are dominated by the
person with the superior position. In asymmetric conversations “superiors
are close to their own perspective and distance themselves from the notions
of others, they strive to have their own way” and “subordinates demonstrate
their closeness to superiors and refrain from asserting their own experi-
ences.” (Wilhelmson, 1998:263) On the other hand, in a symmetric conver-
sation:

Both superiors and subordinates focus first on the subordinates’ perspectives. The superiors
make an effort to come close to the perspectives of the others and encourage them to speak
out. To some extent the superiors also refrain from asserting their own will. The subordinates
thus get the space to formulate a voice of their own and the courage to question what other
people say. (Wilhelmson, 1998:263)

The ideal conversation combines the competences of distance and closeness,
cooperation and competition, and symmetry. The ideal conversation “is [an]
open and mutual reflection, based upon giving voice to different perspec-
tives, and the search together with others for new ways of understanding,
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which provide the prospects for a genuine new knowledge construction.”
(Wilhelmson, 1998:263) Such conversations are called discourse “weaving”,
which closely resembles when the dimensions of the LIM are in balance.
Such conversations are a dialogue between all the present persons and “ques-
tions and answers are evenly distributed among all the speakers, each and
everyone is approached by each and everyone in the discussion.” (Wilhelm-
son, 1998:263) Thus, the conversation needs to be symmetric, cooperative,
and competitive at the same time in order for the group to learn. There
should be a balance between cooperation and competitiveness.

The conversation model developed by Whiliamson (1998) thus proposes that
the ideal conversation should be characterised by:

e (Cooperation and competition at the same time. The participants
should both safeguard their own ideas and interest and make an ef-
fort to understand the ideas and assumptions made by others. Ques-
tioning what other people say should be used to understand the as-
sumptions of the other persons in the conversation.

e Discourse weaving: many voices creating a dynamic interaction.
Dialogue instead of monologue. Questions and answers are evenly
distributed among all the speakers. Everyone is included and ap-
proached in the discussion.

e The leader should leave room for the participants to formulate their
ideas and encourage them to speak their mind.

Implications

In this thesis I have chosen to work with interaction analysis and the LIM
but with a qualitative interpretation of the interaction.” Consequently, the
method borrows from interaction analysis models and from the models of
conversation presented above. The categories of the LIM have been used as
a basis for the analysis of the interaction pattern in the studied groups. The
LIM was chosen because of the strengths of the model, its empirical ground-
ing, its practical relevance, and the connections with CAS theory, POS, and
the field of interaction analysis. The LIM was also used within the general
research project as a means to analyse the interaction pattern in the observed
groups. Based on these strengths of the LIM the LIM was used as the main
observational tool.

The interpretation of the interaction pattern has been done in the form of a
qualitative analysis and is not based on a quantitative frequency analysis.

% See chapter three under the heading Establishing the interaction pattern: qualitative coding
in the LIM (p 68) for further details on the operationalisation of the LIM categories and the
applied method of coding the interaction in the LIM.
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One reason for this choice was that the link to the context of the groups was
kept. The categories of the LIM also turned proved hard to operationalise
and discriminate between. This is discussed further in chapter three.

The study has been done in real-life groups in order to answer to the need of
such studies (McGrath, 1997; Edmondson, 1999). Such groups share a
common history and have an anticipated future together in contrast to tempo-
rary laboratory groups. The groups also represent different work activities
and functions. This gives insight to interaction patterns in different profes-
sional cultures. The studied groups also represent different types of function
in order to gain insight into communication patterns in different types of

group.

Group development and group dynamics

The notion that groups develop over time has been around since the 1950s.
These developmental models investigate the sequential development of a
group in terms of performance and relations. There are several models pro-
posing a sequential development in the life of a group (Schutz, 1958; Bennis
& Shepard, 1956; Tuckmann, 1965). Schutz’s (1958) FIRO (Fundamental
Interpersonal Relations Orientation) model is one of the most known and
most used models of group development. The model presents three dimen-
sions explaining the evolvement of a group and human interaction: inclusion,
control and affection. The dimension affection was later renamed openness.
The dimension inclusion relates to the need for contact and interaction with
other people. Control is associated with being in control over others. Some
people like to be in charge of things and others are more satisfied being fol-
lowers. The openness dimension is associated with sharing personal stories
or not. Groups develop in the three main dimensions and two transitional
phases. The phases follow each other sequentially: inclusion phase (followed
by a comfort phase when the membership and roles of the group are estab-
lished), control phase (followed by an idyll phase in which the leadership of
the group is established) and the openness phase in which the group works
as a team.

Hare (2003:127) notes that the observation “that groups progress through a
series of phases” is documented “by using case material from therapy
groups, a fact that is usually overlooked when applying the findings to
groups with other types of tasks.” Therapy groups often have a more distinct
development than other groups. Gersick (1988) observed group development
in work groups that completed a task. In these groups the development
seemed to jump ahead and the groups worked more effectively when the
deadline came closer. Gersick (1988:9) referred to this as “’punctuated equi-
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librium’, through alternating inertia and revolution in the behaviours and
themes through which they approached their work.”

Bennis & Shepard (1956) takes a psychodynamic perspective on groups and
compares a mature group as something resembling a mature person: a person
that is able to resolve internal conflicts, mobilise his resources, and take ac-
tion. In a mature group there is also a need for valid communication. “A
mature group knows very well what it is doing” (Bennis & Shepard,
1956:415). They identify dependence (authority) and interdependence (per-
sonal) as the two cornerstones of group development and the resolve of un-
certainties.

In the process of abstracting, stereotyping and interpreting, certain obvious facts about group
processes are lost. For example, each group meeting is to some extent a recapitulation of its
past and a forecast of its future. This means that behaviour that is ‘regressive’ or ‘advanced’
often appears. (Bennis & Shepard, 1956:419)

Their proposed model is a phase model in which each phase builds on the
former. It is also possible for a group to fall back to a previous phase. The
phases have to be completed in consecutive order: a group cannot “jump” to
a higher phase.

Tuckmann (1965) and Tuckmann & Jensen (1977) propose a four-stage
model containing the phases: forming, storming, norming and performing.
The first stage is where a newly formed group is engaged in boundary work,
testing and dependence. The second stage is characterised by conflict and
resistance to group norms. The third stage is where the group establishes
roles and norms which to work from. The final stage is where the energy of
the group is channelled towards the task and the performance of the group.
Later, Tuckmann & Jensen (1977) added a fifth stage into their model: ad-
Jjourning, i.e. the dissolvent of the group. This model is similar to Wheelan’s
(2005) five-stage model, ending with the termination of the group.

Wheelan’s (2005) development model of groups (IMGD, Integrative Model
of Group Development) uses a five-stage approach to group development:
e dependency and inclusion
counter dependency and fight
trust and structure
performance and work
termination

In the first phase the members are dependent on each other and it is impor-
tant for the members to feel included in the group. The members also need to
be informed about what is happening in the group. In the second phase there
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is a power struggle in which the authority of the leader is questioned and
tested. In addition, the members try to distance themselves from too much
inclusion in the group. Norms start to develop regarding accepted behaviours
in the group. In the third phase the members of the group are starting to trust
each other and a division of labour between the members is developed. The
fourth phase is characterised by teamwork in which the members take on
different responsibilities depending on the situation. Several of the leader
functions may also be delegated or rotated within the team.

The five-stage model is a life cycle model ranging from newborn groups to
mature groups, and ending with the termination or liquidation of the group.
The present development level of a group is determined by the group devel-
opment questionnaire (GDQ), which is a self-evaluation taken by the mem-
bers of the investigated group.

Important in the study of groups is to be aware of the different development
stages in a groups life. Groups and their inhabitants behave differently de-
pending on the development stage of the group: “this suggests that research-
ers should be cautious about interpreting their results without considering the
developmental levels of the groups they are studying” (Levine & Moreland,
1990:591) Wheelan & Williams (2003:462) also make this point: “group
development theory and research would predict that members of groups op-
erating at different stages of group development would communicate differ-
ently.” Group composition is an important field of study, particularly the size
of a group. Wheelan & McKeage (1993) tested developmental theories on
large (>25 participants) and small (<11 participants) groups and concludes
that increased group size does not hinder group development. The size of a
group, however, can be an obstacle that hinders communication and partici-
pation.

Leadership in meetings

Closely tied to interaction in groups is the field of leadership (McGrath,
1997). The leader has great influence on the interaction and on the chosen
subjects for the interaction in a group. The leader also has considerably more
influence over possible topics and supporting views in the groups than the
other participants. Leadership theory therefore becomes an important aspect
of the present study. Such theories are found in the field of group research as
well as in the field of leadership research. The aim of the study is to look at
the behaviour of the person who is appointed leader of the meetings and how
the behaviour of this behaviour affects the interaction. It is a question of
looking at the leader and not at the leadership of the groups.
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One of the earliest publications on leadership may be the study of manage-
rial roles written by the French manager and engineer Henri Fayol in 1919.
He defined the functions of the manger to be planning, organising, com-
manding, co-ordinating, and controlling. His study was translated into Eng-
lish in 1949 and his ideas travelled over the Atlantic to become an inspira-
tion for American leadership scholars. (Jaffee, 2001)

Bryman (1996) identified four approaches to leadership during the 20™ cen-
tury: the trait based approach, the leadership styles approach, the contin-
gency approach, and the new leadership approach. The trait approach fo-
cuses on personal and physical traits in relation to leader effectiveness. The
leadership styles approach instead focuses on the actual behaviour of the
leader. The contingency approach studied the contextual and situational ef-
fects on leadership (Fiedler, 1967; Fiedler, 1976). To be effective different
situations require different leadership styles. The new leadership has devel-
oped into a wide array of different types of leadership and it is sometimes
hard to tell the difference between the types. Some examples of new leader-
ship are transformational leadership (Burns, 1978; Bass, 1997; Bass &
Avolio, 1993), transactional leadership, servant leadership, authentic leader-
ship (Luthans & Avolio, 2003; Greanleaf, 1977; Avolio & Gardner, 2005),
ethical leadership (Trevino et al. 2000; Brown et al., 2005), spiritual leader-
ship, and charismatic leadership.

A common distinction in the literature on leadership is that between /eaders
and managers, but why do we need to make that distinction? According to
some scholars (Zalesnik, 1977), managers and leaders are two inherently
different things. You cannot be both manager and leader. Others (Mintzberg,
1973) have a different view, arguing that it is two distinct processes but that
they can be part of the same individual: it is possible to be both manager and
leader. Mintzberg (1973) also showed that certain taken-for-granted assump-
tions on what managers do did not hold in an empirical investigation. Ac-
cording to Mintzberg (1973/1990:163), the taken-for-granted assumption
regarding leaders was that “the manager organises, coordinates, plans, and
controls.” He showed that actually managers spent most of their time talking
to others in short staccato meetings or on the telephone.

Schein (2004) defines leadership as creating and changing an organisational
culture. This author makes a difference between leaders and managers. Man-
agers do not create culture; rather, they act within a given organisational
culture. He thus links organisational culture and leadership into almost the
same category: you cannot have the one without the other. Leaders are the
ones that create a vision for the group to follow and managers are the ones
who manage an already established vision. Managers preserve instead of
create.
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A more useful distinction is the one between formal leader and informal
leader, where the formal leader has the stripes on his shoulder to show that
he is formally responsible for the function and performance of the unit. For-
mal leaders are leaders who are formally appointed to lead. These persons
are both leaders and managers. The informal leader is the person “elected”
by the group to lead the unit. Informal leaders are those who take on leader-
ship responsibility in a group situation without a leader. He or she has no
formal responsibility for the unit but may have considerable influence on the
actions and performance of the group. For Schein (2004), the person who
first proposes a solution that works is the one who becomes leader. Thus, in
a sense this person is an informal leader. This applies in groups without ap-
pointed leaders in the first developmental phase. Such groups would be rare
in most work life situations. In established organisations the order of things
is often done the other way around. First, you appoint a leader that will be
responsible for gathering the group and leading the group. You do not gather
seven persons in a room and wait for one of them to step forward and be-
come the leader by proposing a solution to the present situation.

This study is focused on a limited part of the everyday life of the organisa-
tion, namely the meetings that take place. This is why the question of leader-
ship is less important and the question of the behaviour of the formal leader
is more important. The behaviour of the leader in the meeting situation is
important because it is the leader who decides on the form and topic of the
meeting. There are established rules in the meeting situation that makes the
leader a more prominent figure than the other participants. In our under-
standing of what a meeting is we have already decided that one person will
be the chair of the meeting with the responsibility to call for the meeting and
establish the form for the meeting. It is thus inherent in the meeting form that
the leader starts and finishes the meeting and if necessary, initiates the dis-
cussion at the meeting.

Leadership is often defined in terms of responsibility for resources and
communicating a vision to others in an organisation. The leader is the one
responsible for the actions of the others in an organisation. Yukl (2006), on
the other hand, proposes that culture and leadership do not necessarily need
to be linked as closely as Schein suggests. Yukl (2006) uses the term mana-
gerial leadership to distinguish between formal appointed leaders and in-
formal emergent leaders. Yukl (2006) uses a broad definition of leadership
that encompasses both leaders and managers. He also includes the followers
in his definition of leadership because there will be no leaders without fol-
lowers. He does, however, not include informal leaders in that he is mostly
interested in leadership within an organisational setting. Accordingly, lead-
ers are formal leaders or managers with a responsibility for leading at least
some persons in an organisation.
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Drath et al. (2008) reason that leadership theory is moving toward a leader-
ship theory in which the leader serves as resource for the followers and they
question the basic tripod model of leaders, followers, and shared goals and
mean that modern leadership is more collaborative and peer-like. Modern
leadership theory should focus on the co-creation between the leader and the
followers and the outcome of such leadership. Three such leadership out-
comes are direction, alignment, and commitment. Such collaborative leader-
ship directs by creating “widespread agreement in a collective on overall
goals, aims, and mission”. It aligns “the organisation and coordination of
knowledge and work in a collective” and it commits by creating “the will-
ingness of members of a collective to subsume their own interests and bene-
fit within the collective interest and benefit.” (Drath et al, 2008:636) This
collaborative leadership resembles the leadership style preferred by Swedish
leaders (Backstrom et al., 2008). Such leadership is characterised by trust,
co-operation, empowerment, and consensus. Yet, it is also characterised by
an aversion to conflict, fear of decisions, and time consuming processes.
Swedish leaders are also not expected to know everything and they are good
at listening and taking advice from their subordinates. (Backstrom et al.,
2008)

According to Wheelan (2005), the behaviour of the leader will not influence
the group if the group is at a high level of development. In the final stages of
development, what some call teams, the leadership functions are rotated and
the group will function best if the leader steps back from controlling the
group. These groups are not leaderless but the leader does not need to act as
a leader for the team. These theories, however, are focused on explaining
how a team works and not what a group does at a meeting. In the meeting
situation, which is a separate part of the daily work of the group, there has to
be a person performing the leader functions of starting the meeting, explain-
ing what the meeting is for, and controlling the structure of the meeting. This
is most often done by the appointed leader of the group or unit. In ordinary
work groups, which are not considered to be teams the appointed leader
automatically has a strong influence on the meeting and how the meeting is
going to unfold.

Leadership function at meetings

Yukl (2006) suggests that the leader of a meeting has to balance between
being task-oriented and relation-oriented when leading meetings. The task
function comprises behaviours such as: process structuring, stimulating
communication, clarifying communication, summarising, and consensus
testing. The group maintenance function consists of gate keeping, harmonis-
ing, supporting, standard setting, and process analysing.
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These different functions closely resemble what Jay (1976) calls dealing
with the subject and people. Dealing with the subject implies listening and
keeping the meeting centred on the subject, clarifying what the outcome of
the discussion should be, preventing misunderstandings and confusion,
summarising, terminating the discussion, and summarising what has been
agreed upon. Dealing with the people involves a leader who controls garru-
lous, draws out the silent, encourages the clash of ideas, watches out for the
suggestion squashing reflex, comes to the most senior people last, and closes
on a note of achievement.

Yukl (2006) also presents eleven guidelines for leading meetings that focus
on solving problems or making decisions. (Inform people of necessary
preparations for a meeting; share essential information with group members;
describe the problem without implying the cause or solution; allow ample
time for idea generation and evaluation; separate idea generation from idea
evaluation; encourage and facilitate participation; encourage positive re-
statement and idea building; use systematic procedures for solution evalua-
tion; encourage members to look for an integrative solution; encourage ef-
forts to reach consensus when feasible; and clarify responsibility for imple-
mentation)

Closely resembling these guidelines for leaders are Wheelan’s (2010) ten
behaviours that effective team members should engage in during meetings.
Wheelan defines the leader as a team member, i.e. the leader should engage
in these behaviours as well. The ten suggested behaviours are:

e don’t blame others for group problems

e encourage the process of goal, role, and task clarification;

e encourage the adoption of an open communication structure in
which all member input and feedback are heard;

e promote an appropriate ratio of task/supportive communications;

e promote the use of effective problem-solving and decision-making
procedures; encourage the establishment of norms that support pro-
ductivity, innovation, and freedom of expression

e g0 along with norms that promote group effectiveness and produc-
tivity

e promote group cohesion and co-operation

e interact with others outside the group in ways that promote group in-
tegration and cooperation with the organisational context

e support the leader’s efforts to facilitate group goal achievement
(Wheelan 2010:54-70)
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Positive organisational scholarship

An emergent field in the study of organisations is the field of Positive Or-
ganisational Scholarship (POS). The field is relevant for this study since the
LIM is linked to this tradition and since the positive-negative dimension of
the model is supported by POS theories. POS has taken inspiration from the
field of positive psychology from the 1980s. The aim of positive psychology
is to seek answers to questions, such as “what constitutes a good life” and
“how can we promote excellence?” (Seligman & Csickzentmihaily, 2000;
Snyder & Lopez, 2005) Positive psychology started as a reaction to sickness-
oriented views in contemporary psychology. Instead of a Diagnostic and
Statistical Manual (DSM) of mental illness, positive psychology wants to
develop a manual of mental health. The problem with the DSM is that it “has
rendered science poorly equipped to prevention” (Seligman, 2005:5).

POS also started as a reaction to problem-centred studies. Many of the stud-
ies made in the field of organisational development focused on identifying
and rectifying an organisational problem. Instead, the positive movement
looks at what makes an organisation (or a group, or a human being) to func-
tion well. “[POS] focuses on the dynamics in organisations that lead to the
development of human strength, foster vitality and flourishing in employees,
make possible resilience and restoration, and cultivate extraordinary individ-
ual and organisational performance.” (Bernstein, 2003:267) POS looks at the
good and functioning things in an organisation and tries to develop theories
that help explain the positive side of organisations. (Cameron et al., 2003)

The acronym POS is explained by Bernstein:

Positive refers to an affirmative bias, an examination of phenomena that represent a value
orientation toward abundance, elevation, and virtuousness. Organizational refers to positive
processes and states that occur in association with organizational contexts. It draws from the
full spectrum of organizational theories to understand, explain, and predict the occurrence,
causes, and consequences of positivity in organizations. Scholarship refers to rigor, theory,
scientific procedures, and precise definition. (Bernstein, 2003:267)

POS should not be just another think positive approach to human life: “POS
is not just about looking at topics like self-actualization. It is about struc-
tures, cultures, processes, leadership and other organisational conditions that
foster positive states and positive dynamics in human communities.” (Bern-
stein, 2003:267)

One example of a POS related approach is Al. Al is originally a change and

organisational development process. The idea underlying Al is that good
practice and ideas should be made explicit and spread throughout an organi-
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sation. The object, therefore, is to find the things that work well in an organi-
sation by asking positive questions. This is done in a four-step process with
the aim to illuminate the positive things in the organization and involve all
the members of the organization. (Cooperrider & Sekerka, 2003)

The four steps of Al are organized into appreciative conversations which
follow a particular structure:

e Step one: discover, appreciate, and value the best of “what is”. This
step aims to identify the positive capacity of the organization. This is
done by an interview process within the organisation which involves
both employees at all levels and owners in the change process. This
involvement helps the members become aware of the positive things
in the organisation.

e Step two: dream, envision “what might be”. The aim of this step is
to create a vision of a well-functioning organisation. What happens
in this step is that the positive inquiry made in the first step inspires
the members in the organisation to develop ideas to do things even
better.

e Step three: design, discuss “what should be”. The structure of the
organisation is designed to fulfil the ideas generated in the previous
step. It is easier for an organisation to change when they follow a
dream. Thus, this is a good way to overcome resistance for change.

e Step four: destiny, determine what should be and how to empower,
learn, and improvise. In the early work of Al this step was called de-
livery, but this made the focus on implementation too strong. The
word destiny indicates that it is for the good of the organisation to
change in a positive manner. (Cooperrider & Whitney, 2005)

A result of the process is that the organisation increases relatedness to each
other in the organisation. As the participants go from problem focus to a
more positive inquiry, the room for positive conversation increases and re-
latedness increases.

According to Bernstein (2003:267), “Positive states and/or positive dynam-
ics [...] may lead to extraordinary instrumental outcomes or extraordinary
human outcomes or both.” This view is consistent with the notion that posi-
tive emotions help build personal recourses.

The broaden-and-build theory, as mentioned above, suggests that positive
emotions help to broaden and build our thought repertoire (Fredrickson,
1998). Thus, positive emotions promote learning and the expansion of the
scope of our thoughts. Negative emotions, on the other hand, narrow the
thought-action repertoire. They are focused on a specific threat and on two
solutions to that threat: fight or flight. The broaden-and-build theory there-
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fore has potential implications for both innovative work and psychosocial
wellbeing in the work life (Sodergren, 2009).

Relations are important in POS. Relations can be seen as either life-giving or
life-depleting (Dutton, 2003). Life-giving relations are meaningful and give
energy to the persons involved in the relation. Life-depleting relations steal
energy and deplete life. Relations are in the end created by interactions be-
tween human beings. Connections can either be favourable and lead to new
things or they can be obstructing and blocking or even impair development.

Dutton & Heaphy (2003) and Baker & Dutton (2007) define the quality of a
relationship based on its contribution to development. High quality connec-
tions (HQC) have three main characteristics: they have a higher degree of
emotional charge than the ordinary relations; they have a higher degree of
sustainability; and they have higher connectivity, i.e. the degree of relational
generativity and openness to new ideas and the ability of the relationship to
prevent behaviour that limits this openness. “HQC are characterized by rec-
ognition of and responsiveness to the other, and therefore are critical for
coordinating highly interdependent work.” (Dutton & Heaphy, 2003:279) A
similar concept is the concept of “relatonics” which “have process as well as
structural qualities, being created and recreated in interactions, in interplay
and actions, through conversations and co-acting.” (Backstrom & Do6s,
2005:1)

Quinn (2007) defines connectivity as the degree of openness to new ideas
and influences, as well as the degree of generativity contained in a connec-
tion. People who are aware of each other’s existence, but which do not inter-
act, do not have a connection. Interaction rituals occur when people are
physically present, have a common focus, and share the social boundaries of
their interaction. There is co-ordination between the interaction and energy.
Conversations increase feelings of energy if they contribute to increased
connectedness, competence, and autonomy. The feeling of energy builds up
the mental resources because energy is a positive affective experience
(Fredrickson, 1998). Losada & Heaphy (2004) connected the LIM with the
field of POS and focus on the type of interaction pattern that signifies high
performance teams. The positive category plays a significant role for the
interaction pattern and the overall meeting dynamics.

POS thus works as a positive lens in organisational studies trying to identify
the functioning of organisations and groups. POS is still an emergent disci-
pline in the field of organisation studies. The positive perspective may be
useful in understanding why organisations and humans flourish but the field
suffers a risk from being overly focused on the positive and the positive side
of organisations.
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Summary of the chapter

This chapter presented an overview of research and theories from different
fields adjacent to the LIM. The main focus was to present concepts and stud-
ies relevant for the study of interaction in group meetings. Theories on CAS
and interaction analysis models were presented. Some studies have assumed
that the interaction in a group can be a complex adaptive system and the
LIM is one example of such a model. The close link with the natural sci-
ences and the graphical presentation mapping interaction in groups makes
the Losada framework easy to grasp, even without formal training in
mathematics or complex dynamics.

Other theories on group interaction were also presented and one important
contributor to this field is Bales. His IPA model has been widely used in the
field of small group research. Group development theories and leadership
theory were also presented and such theories are closely linked to interaction
analysis and group analysis. An introduction to the emergent field of positive
organisational scholarship (POS) was also given. This field of inquiry bor-
rows from positive psychology and explores positive strengths in organisa-
tions. The field also focuses, as does the LIM, on the importance of a posi-
tive emotional climate for the learning and productivity of a group or organi-
sation.
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3. Research design and methodology

This chapter provides a description of the research process of the study. The
purpose of the chapter is to give an overview on what has been done and
how it has been done. The chapter presents the methodological choices made
in the research process and starts with a background to the general research
project, of which this thesis is a part, and some notes on the development of
the research process. The focus of the chapter is to give a picture on how the
research process unfolded and what has been done in terms of methodology
and method. The analytical process is also described.

The study focused on five groups in the Swedish public sector. The interac-
tion in each group is analysed from the perspective of leader behaviour, par-
ticipant behaviour, and structure. This analysis is connected to the interac-
tion in the groups, which is presented through the categories of the LIM.

This study is part of a larger research project. Scholars from the field of psy-
chology, business studies, statistics, and pedagogy have been working to-
gether to use the LIM in a public sector setting. The project involved obser-
vation of public sector work group meetings and training and interaction
with the groups. The theoretical base for the project was the interaction
model used by Losada (1999) and Losada & Heaphy (2004). The general
proje}ct, as was this study, was financed by the Swedish insurance company
AFA’.

The general research project included four areas of investigation, one of
which was the present study on interaction and context:

1. Is it possible to develop the interaction pattern in a work group? The
research team worked together with twelve public sector work
groups to determine how groups can develop and train their interac-
tion. The team also made measurements of the communication
through a survey completed by the participant groups before and af-
ter the training.

2. Which contextual factors are important when looking at the interac-
tion in a work group and how do they correlate with the interaction

3 AFA Insurance
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pattern? The importance of the context of the meetings and the
groups. This is the focus of this thesis.

3. How does the interaction pattern contribute to health and learning?
The correlation between communication and factors contributing to
psychosocial health. The original LIM study (Losada, 1999; Losada
& Heaphy, 2004) linked interaction and performance. In the research
project we linked interaction with theories on psychosocial health
and wanted to investigate correlations with this field and the interac-
tion in work groups. Empirical [Statistical] data from the groups
suggest that the pattern of communication correlates with psychoso-
cial health. (cf. Stollman et al., forth.)

4. The research team developed tools for training the communication in
groups, including a survey for measuring the baseline interaction
pattern in the groups. Other material for working with the interaction
in a group setting and an analytical framework to help clarify the
categories of the LIM were also developed. (cf. Sodergren et al.,
forth.)

The theme of this thesis is the context of the interaction in a meeting situa-
tion and the effect of this context on the interaction pattern represented by
the LIM. The thesis investigates the correlation between the LIM and three
contextual factors during a meeting: leader behaviour, participant behaviour,
and the structure of the meeting. Early in the general research project we
noticed that even though the interaction pattern is important for the function
of the group, other factors in the context and surroundings seemed to be im-
portant for how the meetings unfolded. We therefore concluded that we
wanted to look further into the correlation between context and interaction.
This thesis is the result of that investigation. The goal of the analysis was to
determine how the different aspects of context affected the interaction in the
groups.

My role

My role in the general research project was as a researcher in the research
project team. I participated in the field work of ten of the twelve participat-
ing groups. From these ten groups, I selected five for the present study. The
criteria for selection are elaborated later in this chapter. I shared the main
responsibility for the research process together with one of the other scholars
from the research team in eight of the groups. My responsibility involved
informing the group before the observations, conducting the observations
and the interviews, and giving feedback to the groups regarding the interac-
tion pattern. We also worked together on training methods to be used in the
groups. These training methods were then implemented in the groups. Re-
sponsibility for the groups also entailed handling all the contacts with the
leaders of the groups.

46



The work in the research team also consisted of preliminary analysis of the
recorded material. I participated in developing a framework for coding the
interaction used as a basis for observation and interpretation of the LIM in-
teraction. This work will be presented in coming research articles. The re-
search team developed different forms of training used in the participating
groups.

The fact that the study is part of a larger research project has several implica-
tions for the present study in that the sample of units and the number of se-
lected units were selected within the general research project. The research
project was also set to take place in public sector units.

The general research project

This section presents the general research project while the next section de-
scribes the design of the thesis in more detail.

Sample of participating units

The sample of groups under study in the general project was based on varia-
tion within the Swedish public sector. The groups form a “micro cosmos”,
mirroring the different parts of the public sector. The units range from the
highest leader functions, staff groups, technical oriented units, and education
and health care units. Participating units in the project were three hospital
units (heart intensive care unit, paediatric unit, and geriatric unit), an ele-
mentary school unit, a kindergarten unit, a development unit in the city
council, an expert unit, a technical unit, an environment unit, a museum, a
manager unit, and a culture unit.

The research process of the general research project

The twelve participating units in the general research project were observed
by members of the research team during each unit’s ordinary meetings. The
work groups were followed for seven to eight work meetings. Before the
observations started, the groups were introduced to the LIM and to the re-
search project at an introductory meeting. They were also interviewed in a
group interview at the end of the observation period. Thus, the researchers
met with the groups ten times during a period of 6-12 months. The research
process of the project is presented in Table 2.
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Table 2 Research process of the general research project

Step  Procedure Time

Step 1 Introduction meeting 3-4 months before the first observa-
tion

Step 2 Observations, Interviews Month 1-10

Step 3 Group interview Month 11-12

o Step one: The groups were first introduced to the research project
and to the dimensions of the LIM. They were also given the oppor-
tunity to ask questions about the project and the option to decide
whether to take part in the study. This introduction was the first con-
tact with the entire group. During the introduction, a survey was
handed out that the groups filled in and sent back to the research
team containing questions on learning and interaction. This survey
of the general research project was used to establish a baseline for
the interaction in the participating groups.

e Step two: Step two involved carrying out the observations in the par-
ticipating groups. This step lasted for about 10 months and will be
described in more detail below. Parallel with the observations, inter-
views with approximately 60% of the participants were conducted.
The meetings were audio recorded and the researchers also took
field notes during the observations.

o Step three: As a final step, the groups were interviewed in a closing
interview. In this interview the groups elaborated on what they had
learned during the observation period and gave feedback on the
training. The participants were given a second survey based on the
questions on learning and interaction. This was done when the work
with the group ended.

Interaction and training with the groups

The design of the project involved development and training of the interac-
tion in the participating groups. This was done in the form of feedback inter-
ventions and simple communication exercises that were possible to do at the
same time as the ordinary meetings.

During these observation and training sessions, two researchers observed the
interaction in the groups and took notes on the topic of the meetings and the
participants present at the meeting. The researchers gave feedback regarding
the interaction pattern with examples from the observed interaction. The idea
was to focus of positive things in order for the groups to develop a more
balanced interaction pattern according to the dimensions of the LIM. The
participants were also given the opportunity to reflect on the researchers’
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feedback. Several other practical training methods, apart from feedback,
were also used in the groups (Sédergren et al., forth.).

Implications for the present study
For the present thesis, this means that several methodological considerations
were already included within the project framework. For example the:
e Number of participating units (twelve work groups)
e Number of followed meetings (seven to eight ordinary meetings)
e Training with the groups (feedback and other communication train-
ing interventions)
e Initial sample of units (units with different functions within the pub-
lic sector)
e Public sector (municipal and city council units)
e Theoretical perspective (the LIM and psychosocial health)

On the other hand, I had the freedom to choose:
e Research questions and the research topic (context and interaction)
e Theory and theoretical perspective (the LIM combined with other
group behaviour theories)
e Method of analysis (qualitative coding of the interaction)
e Sample of groups from the initial project sample (five municipal

groups)

The advantage of working within a larger research team was the opportunity
for interaction with the other team members, as well as help in developing
the research questions and approach for my investigation. Another advantage
was the possibility to take part in several meetings and in several groups. In
total I took part in ten groups and conducted almost seventy observations
together with colleagues in the research team. These observations helped me
to develop the research questions for my investigation and also to investigate
the role of contextual factors for what the communication climate looked
like at the meetings.

The problem with working in a research project team is that some of the
methodological choices were already made and I had no possibility to con-
trol these choices. I had to accept that the study took place in the public sec-
tor and that the groups were observed for 7-8 meetings. On the other hand,
the design of the project gave stability to my own investigation and it made
it possible for me to follow several groups for several months, during which
I developed the research questions for the present study. The results from
this study are therefore a consequence of the work in the project team and in
all the participating groups of the research project. The research project is
thus an integral part of this study that I could not have done without. The
team and the work within the team helped me to develop a way to analyse
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my meeting examples in a working manner. The operationalisations of the
LIM categories were done with help from the research team. The final opera-
tionalisation was chosen by me, however.

Reflexive methodology

Alvesson & Kérreman (2007) argue for a reflexivity approach when working
with empirical material. New theories are not found in data; rather they are
the result of critical reflection. “The role of [the] empirical material is to
inspire the researcher to problematisation of theoretical ideas and vocabular-
ies” (Alvesson & Kérreman, 2007:1265), which is to say we must explore
weaknesses of the present theories. To analyse empirical material they sug-
gest that the material is used as a “critical dialogue partner” rather than a
haystack in which new theories are waiting to be found.

The term breakdown is used to describe the lack of fit between empirical
observations and theory. Such breakdowns provide opportunity to develop
new theories. However, before this can be done, careful consideration of
other theories and observations must be done. It is thus important to be open
to new influences from different fields and different paradigms when devel-
oping new theory. It also important to remember that it is necessary make
interpretations of empirical material: “nothing speaks for itself.” Theories
are thus a lens through which the world is observed, which implies that parts
of the world are not seen through the lens. The role of a theory is, according
to Alvesson & Kirreman (2007) to “provide insight, illumination, and un-
derstanding.” (p. 1267)

It is of no use trying to be neutral or objective when dealing with empirical
field work. Alvesson & Kéarreman (2007) maintain that it is better to mobi-
lise one’s own subjectivity in determining interesting anomalies and thus
solid research problems. To make the subjective experience more relevant
they suggest that research aiming at developing new theory take advantage
of the concept of interpretive repertoires. An interpretive repertoire is under-
stood as the skills and knowledge that the researcher is in possession of at
the beginning of an empirical study. Two levels of interpretive repertoires
can be identified, the deep and the shallow level of understanding. Deep
theories are such that the researcher knows well and feels comfortable using.
Shallow theories are such that the researcher has some knowledge of, but
only on a very low abstract level. The most intriguing results, and thus new
theory development, takes place when the researcher is faced with an em-
pirical breakdown that triggers this shallow understanding. In such cases
advancing involves developing the shallow interpretive repertoire to a more
advanced investigation into the empirical problem.
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This study is in accordance with Alvesson’s (2011) ideas on reflexive meth-
odology. Because there have been no opportunities to revisit the research
sites to carry out further empirical studies, the gathered empirical material
has been used over and over again with different interpretations in order to
find solutions to intriguing problems.

Alvesson & Kirreman (2007) argue for a mixed research group containing
researchers preferably from different paradigms or even different fields of
knowledge because this makes it more likely to find new things in the em-
pirical material. When different paradigms meet, reflexivity is encouraged
because of the different metaphors used. “The dialogue among framework,
researcher, and empirical material should be, whenever possible, multilin-
gual.” (Alvesson & Kirreman 2007:1270) This way of working has been
done in this research project. For instance, the team has met on several occa-
sions to discuss possible interpretations of the empirical findings.

The work with the empirical material in the research team started early in the
process. The team met on a regular basis to discuss questions of interpreta-
tion of the concepts of the LIM and we tried to decide how to use the con-
cepts when performing actual observations. We found that we had different
interpretations regarding the frequency of the utterances but that the overall
pattern of interaction resembled each other. From this, we concluded that the
interpretations were adequate to give good feedback. The feedback given to
the groups were based on the pattern of communication in the LIM. Similar
patterns thus gave similar feedback. When the patterns differed from each
other, we first discussed this with the group and then we performed an after-
observation discussion of the different interpretations. The next step was to
conduct a more detailed coding with the use of the concepts in the LIM. The
idea was to develop an interaction pattern describing the interaction in the
groups. This proved to be difficult, however, due to difficulties to discrimi-
nate between the categories of the LIM when conducting a quantitative cod-
ing.

To overcome these difficulties the thesis uses a qualitative approach for in-
terpreting and analysing the empirical material. According to Silverman
(2004) (and others), the choice of approach is dependent on the type of re-
search question and the aim of the research. Qualitative research is mainly
used when the phenomenon is new or unknown, or when using new meth-
ods. The aim of this study is to investigate the interaction in the observed
groups by taking the context and the behaviour of the groups into account.
Qualitative research is focused on identifying and exploring unknown or
relatively unknown phenomena. A qualitative approach means that the na-
ture, or quality, of a phenomenon is investigated. (Starrin & Svensson, 1994)
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Another issue concerns generalisation. Generalisation in this study is possi-
ble because of the different functions of the observed groups. The breadth in
the empirical material should make a certain degree of generalisation possi-
ble. According to Yin (2006:28), it is possible to generalise from case stud-
ies “when it comes to theoretical hypotheses, but not populations.” Because
cases are not considered to be sample units, there could be no statistical gen-
eralisation. Instead, it is a question of analytical generalisation which means
that already developed theory is applied to compare results from different
cases. Silverman (2006) also makes the point that we often focus too much
on formal generalisation (which Yin (2006) calls statistical generalisation).
Sometimes it is enough with a single observation to falsify an entire theory,
as in the case with the observation of the black swan. That single observation
falsifies the hypothesis that all swans are white.

In the present study it is hard, or nearly impossible, to draw a line between
the phenomenon and the context of that phenomenon. Because most of the
research done in the field of interaction analysis has been conducted in a
laboratory setting, context has been “controlled”. Losada (1999) studied real-
life groups but in a laboratory setting and hence the groups shared a common
history and a possible common future. The topic of the meetings under study
was also given. Losada tried to isolate the phenomenon by using a laboratory
and at the same time allowing room for context in the form of real-life
groups.

According to Feldman (1995), data involves recording of events and con-
texts and work as a reminder for the researcher. The data may also help re-
searchers to discover new things that they had not noticed earlier. Data and
the knowledge of the researcher are described as being the same, or at least
conterminous. Data are thus “not only notes and tapes [...] but also what the
researcher knows as a result from the data gathering process.” (Feldman,
1995:6) Events that were observed but not recorded are therefore eligible for
analysis. If the researcher is able to remember an event that is not recorded it
could still be used in an analysis. In this study many insights in the early
research process came from observations in ten groups and from the work
within the research team.

Research process for the present study

The research process for the present study contained three major steps. The
first step was done together with the research team and contained observa-
tions of meetings and team discussions. During these observations and dis-
cussions, the final research questions started to form. In the second step,
which was done both in parallel and after the first step, the research ques-
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tions were formulated more definitely and a selection of groups to conduct
the rest of the study was made. In the third step the meetings from the se-
lected groups were analysed. Table 3 gives an overview of the research
process for this thesis.

Table 3 Overview of the research process

Step one Step two Step three
Work within the re- Preparing the thesis Writing the thesis
search project team
e Observing e Selection of e Analysis of a
meetings in situ groups sample of
e Coding in the e Literature search meetings from
LIM during the e Development of audiotapes
meetings research questions e Linking em-
e Taking field e Selection of meet- pirical findings
notes ings to theory
e Training and e Operationalisation
interaction with of the LIM and
the groups research questions
e Conducting in-
terviews

e Team meetings
and discussions

e Learning about
the groups

e Developing
ideas for my
own investiga-
tion

The research within the general research project was in the form of an obser-
vational and interventional study of interaction in groups. It was during the
observational work in several groups that leader behaviour, participant be-
haviour, and structure first started to be used in a preliminary analysis of the
observed meetings. We noted that different interactional patterns in the
groups emerged depending on the organisation of the meetings and the be-
haviour of the leader and participants. We also noted that the groups some-
times engaged in atypical behaviours that resulted in a different interactional
dynamic. The gaps in the LIM also pointed towards these three perspectives
of enquiry. The researchers in the project team agreed that these theoretical
aspects seemed to be of importance when trying to explain and understand
the interaction pattern at the meetings. This preliminary analysis and work
with the empirical material was done within the research team.
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The three perspectives used to analyse the interaction at the meetings were
developed in an iterative process that involved going between observations
of meetings and search in the literature. Participation in ten groups seemed to
point towards the importance of looking into leader behaviour, participant
behaviour, and structure when analysing the interaction at the meetings.

This was also supported by the literature. Leadership and group research is
closely linked (McGrath, 1997) and most work groups have a formal leader
who is in charge of the group and who has responsibility for the performance
of the group. The other side of leadership is followership (Yukl, 2004), i.e.
both leader behaviour and participant behaviour became an interest of in-
quiry. Structures are used to help focus, define, and clarify. Structure is re-
ferred to as factors within and outside an organisation that help to draw
boundaries for the organisational task and to focus the attention of the or-
ganisation. Jaffee (2001:6) refers to structures as “boundaries, norms, hierar-
chy, communications, and coordination mechanisms.” In this study I became
interested in examining how the structure of the meeting affected the interac-
tion.

In the second step a deeper search into the literature was done on interaction
and meetings and I decided to focus on the five municipal units taking part
in the study. The observations made it possible to define new questions and
hypotheses on the context of the groups and the meetings. This process can
be classified as an inductive method in which the empirically grounded ob-
servations contribute to an understanding of the process.

Five groups from the Swedish public sector

Five municipal units were chosen from the twelve public sector groups par-
ticipating in the general research project. I had participated in observations
and empirical work in ten of the twelve groups. Of these ten groups, four
belonged to the city council, five to the municipal sector, and one was a
foundation funded by the state. The investigation and analysis of this thesis
was based on the five groups belonging to the municipal sector.

To select the groups to be investigated in this thesis the following criteria
were imposed:

1. The groups should represent different functions of the public sector
(education, management, control, service, culture), i.e. the groups
have different tasks and do different things concerning the clients of
the groups.
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2. The groups should be placed on different hierarchical levels, i.e. the
groups have different responsibilities at different levels within the
public sector organisation.

3. The members of the groups should represent different professions
(teachers, inspectors, technicians, administrators, managers) and the
groups should be responsible for different operations.

4. 1 should have been present in the groups and had shared responsibil-
ity for the research process in the groups within the general research
project. This criterion was set to ensure that I had enough back-
ground information on the meetings in the groups.

5. Based on the other four above-mentioned criteria, it was natural to
exclude city council groups and focus the study on municipal
groups.

This selection resulted in a sample of five municipal work groups: Elemen-
tary school unit, Environment unit, IT unit, Municipality management group,
and Culture office unit. In these five units I had participated in 38 of 40 ob-
served meetings. My first-hand experience from these groups was particu-
larly deep compared to the other five groups of which I had first-hand
knowledge. In the other five groups I had participated in roughly half of the
observed meetings. The five units also represent different functions of the
municipality and can be found at different levels in the municipal hierarchy.
Table 4 presents an overview of the selected groups for the present study.

Table 4 Units analysed in the study

Unit Age of the Leader experience Function of Average
group* (in the observed the group size’
group)
Elementary = >5 years >5 years Education 9

school unit

* Age of the group is hard to establish and is here based on the answers given by the participants in indi-
vidual interviews. In some cases the perceived age of the group differed considerably between partici-
pants. I have tried to establish when the group was formed, which is one measure of age, and the stability
of the group. If the group has had a stable core of participants for some time, this is the age of the group.
In other cases I decided that a new leader arriving to the group marks the birth of a new group even
though the group has existed long before the new leader arrived. If the leader has been a participant of the
group before becoming the leader of the same group this is not marked as the birth of the group.

> The groups differed in size at every meeting depending on who was able to attend the meeting. The true
size of the groups, which is the size of the group when everyone assigned to the group is present, is not
given here. The table shows the mean size of the groups during seven or eight meetings. The true size is
always a bit larger than this real size. The groups thus have a nominal size consisting of the number of
employed at the units and that are expected to be present at the meetings. Then there is the real size which
is the actual size of the groups at the meetings. This real size is then combined to get the average size of
the groups during the year of observation. Each sequence presented in the empirical chapters gives the
actual size of the group at the time of the meeting.
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Table 4 (Continued) Units analysed in the study

Unit Age of the Leader experience Function of Average
group (in the observed the unit size
group)
Environment 2 years 2 years Enforcement 8
unit of environ-
mental law
IT unit 1 year <1 year Service 12
Management 1 year 1 year Executive 12
unit
Culture unit  1'4 year 1'4 year Education 5

Working in the research team

As a research team we made an effort to create a common understanding of
the recorded meetings and the dimensions of the LIM. Much of the analysis
was done in a group setting and this made it possible to immediately validate
and test the ideas that were evoked from the material and recordings. These
sessions often began with a briefing regarding the group or the issue that was
going to be discussed. When the group or problem had been introduced, we
either discussed the issue or listened to recordings from the meetings. In
terms of validity this analysis procedure would make the results stronger in
that they have already been tested once. The team met regularly twice a
month in 2010 to test and validate the results and each other’s ideas. Be-
tween the sessions, individual analysis was performed by the present author
on the material. Results from the analysis were presented to some of the
groups so they could give their view on the analysis.

Empirical material

The study material included observations, interviews, and informal talks.
The material used in the present study was collected between November
2007 and May 2009. Five groups were observed with eight meetings per
group. This equalled about three hours of field work per week during the
study period. In all, 40 meetings were observed and audio recorded, resulting
in almost 80 hours of recordings. I participated in 38 of those meetings. Field
diaries were kept on all observations, which were printed shortly after the
observations. No audio recordings are available from the two meetings that [
did not participate. Each group was followed for about one year from first
contact. The observation period varied between five and ten months. The
average time of observation spanned over eight months. Parallel with the
observations, interviews with the group participants were conducted. The
empirical material was later analysed by listening to recorded meetings.
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Observations served as the main analytical tool. All of the observations,
except three, were conducted by two researchers. In addition to the observa-
tions, informal talks were held with the group participants during coffee and
lunch breaks. In the Municipality manager group the researchers were in-
vited to eat lunch together with the group, which offered a good opportunity
for informal conversations with the participants.

Observations and field diaries

The observations were open observations in the sense that the groups were
aware of being observed and that they also knew what the researchers were
looking for (Holme & Solvang, 1997). A list of the observations is found in
Appendix C.

The groups were observed during their ordinary meetings and each group
was observed at eight meetings. The observations were conducted by a pair
of researchers and their main focus was to listen to the meeting and code it in
vivo according to the categories of the LIM. The observers also noted the
number of participants at the meeting and the general behaviour of the
group. The structure of the meeting was also noted, i.e. how the group went
about conducting the meeting. The researchers conducting the observation
were usually sitting at the same table as the participants (on some occasions,
they were sitting at the side of the table). All meetings were recorded with a
digital recorder in order to collect all the data and make it possible for later
analysis. The recorder was placed at the table in the middle of the room.
Some meeting rooms were too large for this to be possible, in which case,
the recorder was placed to catch as much as possible of the conversation.

Interaction with the groups

The researchers were interacting with the groups in the beginning of all
meetings, presenting themselves and sometimes giving a brief of their
thoughts of the previous meeting. Such feedback was also given half way
into the meetings or at the end of the meetings. This feedback was referred to
as training by the researchers and was part of the research design for the
general research project. The aim of the training was to make the groups
aware of their own interaction pattern and to develop the interaction in the
groups.

Thus, the groups were subjected to other forces than just the organisational
forces during the observed meetings, i.e. they received input regarding their
interaction and ideas on how they could change their interaction pattern.
This process probably changed their interaction but not to the extent that an
analysis of the contextual factors affecting the meetings is rendered mean-
ingless. There are several reasons for this. First, it is possible for groups and
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individuals to act or take on certain behaviours for a short period, but not in
the long run. The duration of the meetings was at least one hour (in some
cases whole days) and the discussions regarded topics that concerned the
work of the participants. Second, the groups were in agreement with being
observed. They were asked to act naturally and disregard the presence of the
researchers. Third, the members of the groups grew accustomed to the pres-
ence of the researchers, and, at the same time, became better acquainted with
the researchers. Fourth, the groups did not develop a balanced interaction
pattern over time; instead, the interaction pattern varied between the meet-
ings, regardless of their place in the series, which could be linked to other
contextual factors.

Self-estimates made in the survey that were conducted before and after the
work within the research team with the various units indicate that the par-
ticipants believe they have undergone a small but significant improvement in
the direction of the profile Losada & Heaphy’s high performing teams’ ex-
hibit. Above all, the surveys show that the participants of the groups have
become better at balancing the self and other, are more inquisitive and more
positive, suggesting that there is a demonstrated impact of the training and
intervention activities. However, the qualitative coding analysis of various
meetings shows that this development cannot be read as a continuous im-
provement over time. The interaction pattern in the LIM varies greatly
among different meetings and sequences. This large variation gave rise to
the need to explore the meaning of the context for the interaction at the
meetings.

In conclusion, the groups were influenced by the presence of the researchers
and the training but that this influence did not change the analysis of the
contextual factors more than any other observational study would have done.

Field diaries

Field diaries were kept on all observations. The aim of the field diary was to
keep track of the meetings and gather basic information and communication
at the meeting. Each field diary was transcribed immediately after the meet-
ings. The field diary also contained a coding sheet to keep track of the com-
munication pattern during the meeting. The diaries were not open diaries in
the sense that all of the events of the meetings were noted. The diaries were
theory-driven with focus on the LIM, the context of the group, and the sub-
ject matter at the meetings. The analysis of the diaries made it possible to
create a chronological narrative of the groups. The field diaries in combina-
tion with the audio recordings later became the main material used in the
analysis of the meetings. The field diary is presented in a facsimile in Ap-
pendix A.
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Natural occurring meetings

The groups decided on their own regarding how to organize the meetings
and they were asked to conduct their meetings in their normal fashion. Thus,
the observed meetings were “naturally occurring groups” (McGrath, 1997),
indicating that the groups exist without the interference of the researchers
and that the meetings would have taken place anyway had the researchers
not been present. In the IT unit the leader introduced new topics for the
meetings, which were discussion topics covering non-technical issues. The
meetings in the observed groups were all naturally occurring meetings.

Because the period of observation was of such long duration, the units and
the organisations often changed between the visits. There were often new
participants in the groups and new directives or reorganisations that the
groups had to consider at their meetings. This kind of change, however, is a
natural part of every organization’s life. The long period of observation also
meant that the surroundings of the organisation had time to impact the
groups.

Observational effects

Observational effects occur when the participants start to behave differently
in the presence of observers than they would if the observers were not pre-
sent. There are two main observational effects. The first is when the partici-
pants try to act more “correct” when being observed. They do not want the
outsiders to see how they normally behave. The other type of observational
effect is when the participants start to behave in a manner that they think will
either please or be in line with the focus of the researchers. (Holme & Sol-
vang, 1997) Schein (1998) maintains that everything we do as an outsider in
a group setting is an intervention and thus triggers some form of observa-
tional effect. It is important to be aware of this phenomenon but it does not
automatically nullify the observed behaviour. Several of the participating
groups have witnessed that being observed changed their behaviour during a
meeting. Most of the participants, however, said that they soon forgot that
they were being observed and that it did not bother them to be recorded. It is
clear that the groups have changed their behaviour when being observed.
How much this observation effect has changed the behaviour of the groups is
hard to estimate.

Interviews

To obtain a more solid background on the participants in the groups and also
get to know the participants better, interviews were conducted with some of
the participants in the groups. The participation in the interviews was volun-
tary and based on the possibility that the participants had time for interviews.
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The groups were asked to self-organise the participation in the interviews. A
total of 41 interviews were conducted in the five groups. I participated in 28
of these interviews. The rest were conducted by other researchers participat-
ing in the general research project. The result was that roughly 70% of the
participants of the five studied groups were interviewed. The interviews
were conducted either by two researchers or by a single researcher. In the
interviews an open-ended interview guide was used. The interviews were
separated into three themes:
e Individual background (general background of the participants and
earlier work experience)
e The group (background of the group, how long it has existed, how
often they met, and what the interaction looked like)
e The organisation (current events and special features of the organisa-
tion)

These interviews serve as a background for the groups giving the history of
the groups from the participant’s viewpoint and the current events in the
organisations of the groups. The interview guide contained 15 questions and
one exercise. During the interviews, the respondents were asked to rate their
own communication in the three basic dimensions of the LIM. This exercise
allowed for discussion to take place on communication in general and the
LIM. The respondents sometimes associated freely from the model or gave
opinions on other ideas on communication and groups.

The interviews were held at the workplace of the respondents, often in their
private office or in a smaller meeting room. The interviews varied in dura-
tion (from 30-90 minutes). All interviews were audio taped. Instead of tran-
scribing the interviews in full length I listened to the interviews and noted
sections that were found to be of substantial value. These sections were then
transcribed verbatim. An advantage of open-ended interviews is the possibil-
ity to ask follow-up questions and pursue different paths depending on the
background of the participant (Holme & Solvang, 1997). A complete list of
the interviews made in the five studied groups is found in Appendix B.

All of the leaders of the groups were interviewed and these interviews
tended to be longer than the other interviews.

Informal talks

In several groups I had the opportunity to have informal talks with the par-
ticipants in the groups before (and sometimes after the meetings) the meet-
ings started. In one of the groups, the Municipality management group, the
researchers were invited to eat lunch with the group at their full-day meet-
ings. This was an excellent opportunity to have informal conversations with
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the participants and to ask questions regarding current events in their organi-
sation and group. In other groups the leader sometimes stayed after the meet-
ings to talk and evaluate the meeting. This was an opportunity for the leaders
to get some personal feedback and the possibility to reflect on the meeting.
At the same time, this allowed me to learn more about the group and the
organisation. Sometimes during the meetings when we did not understand a
term or an issue, we asked the group what they meant. In these informal
talks I took what Bryman & Bell (2007) call the apprentice role, i.e. the ob-
server uses the fact that he does not know everything about the organisation
and that he needs help to understand what is going on. Informal talks were
also a way of getting to know the personalities of the participants outside the
group sessions. Some people get anxious talking to groups and are more
comfortable in one-on-one situations.

Taken together, the three sources of the empirical material (observations,
interviews, and informal talks) provide a broad picture of the groups and
how they have communicated during the meetings.

Ethical considerations

Ethical consideration is of great importance in any research, especially in
dealing with close observation of people in their work environment. All the
meetings and interviews were recorded digitally. This makes it important for
the respondents to have confidence in the researcher to handle the material
with consideration and care.

Because all of the meetings were recorded, ethical issues must be taken into
account. During the observations, a good deal of irrelevant information in
relation to the study was automatically gathered and this information had to
be handled wisely. We promised the participants not to spread the informa-
tion or let any outsider listen to the material. In the Elementary school unit
this was an issue in that their discussions often involved children attending
the school and their parents. We also emphasised that the focus of the study
was more on the structure of the communication rather than the actual con-
tent. Content is of course of interest here but not the specific content. I feel
confident in describing a meeting and telling the readers what was discussed
in terms of content but not individuals who were discussed.

Another ethical issue is how we should handle conflicts and other group or
personal aspects found in the observed groups. The chosen tactic, which was
thoroughly discussed in the team, was to ignore these factors until the indi-
vidual concerned asked for help. In this way we avoided the problem associ-
ated in engaging in individual interventions that were not asked for and we
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could focus on the behaviour of the groups and not the behaviour of the in-
dividuals. The feedback given at the interventions was also given in a group
setting. We did not address or point out individuals when giving feedback. It
happened that individuals would ask for feedback regarding their specific
behaviour and in these cases we obliged them but not in the large group set-
ting. Such feedback was delivered or discussed either in the interview ses-
sion or in another scheduled session. When giving such feedback, we fo-
cused solely on the interactional behaviour of the participant. We did not
enter into any psychological discussions.

It is important to protect the participants in the studied groups by making the
material anonymous, which can be done by omitting the names of the par-
ticipants and the municipalities where the groups are active. Because the
study was known to be conducted in the municipalities and at the specific
units, it is still possible for persons in the close surrounding of the group and
who were aware of the study taking place in their organisation to deduce
which groups are presented and who is saying what in the presented se-
quences. | have not discovered any good solution to this problem. However,
the groups have changed since the study was undertaken and they do not
exist in the same form and with exactly the same members as when the study
was conducted. The basic idea is to keep as much contextual information as
possible such as the branch of the units and what the everyday life of the
units look like. I have also wanted to give a short historical background to
the groups, making it possible from these accounts to guess the identity of
the units.

Making sense of the LIM

Interaction models observing behaviours in groups have some common and
agreed upon features to make them useful as observational tools. The most
fundamental feature of such models is the mutual exclusiveness and exhaus-
tiveness of the chosen dimensions in the model. (Bakeman & Gottman,
1997) Consequently, only one behaviour is supposed to be captured by only
one category in the interaction model, i.e. it should be impossible to double
code any behaviour. Another feature of these interaction schemas is the
number of categories. The literature (Bakeman & Gottman, 1997) recom-
mends no more than six categories. More than six make it hard for the coder
to place the behaviour in a category.

With this background, what can we say about the LIM for capturing interac-
tion in teams? The model uses six categories arranged as three bipolar di-
mensions, but the coder still has to choose from six categories when observ-
ing the interaction in a group. Are these six categories mutually exclusive
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and exhaustive? In my view there are several overlaps between the catego-
ries making it hard to discriminate between them. These insights come from
several hours of coding in the model and from meetings with the research
team. The research team struggled to find a way to code the interaction of a
group according to this model and the difficulties started with the first opera-
tionalisation of the categories.

First, we had trouble discriminating between the categories of advocacy and
self. We could not really decide whether an utterance was supposed to be
coded advocacy or self when it contained both references to the person
speaking and was a presentation of a viewpoint of the person speaking.

The next issue in the coding process is the category of other, which proved
to be hard to operationalise. The boundaries of the groups are of importance
here, but where should they be drawn? For example, in trying different
boundaries for the other category we discovered the impact of these opera-
tionalisations on the overall outcome of the observations of the interactions
in the groups. First we tried, going against the definition of the model in the
articles, to have a narrow definition of the dimension other-self. Using this
definition the persons present in the room were seen as self and everyone
else not present in the room where seen as other. This proved to be a fruitful
definition and made it rather easy for the coders to hear he differences be-
tween other and self. Because this definition was quite far from the original
definition, we wanted to see what would happen if we applied a wider defi-
nition of other: the entire office of the organisation which the group was a
part of. We still did not want to use the original definition defining the entire
organisation or company as self, which in this study would entail including
the entire municipal organization into the category of self. This definition
would not be a fruitful operationalisation. These different definitions proved
to have a major impact on the outcome. How should one define the defini-
tion of other and self? There is no clear answer but it seems that the model is
not very good at discriminating between the categories.

The dimension of positive-negative proved to be the easiest one to discrimi-
nate between but we had some difficulties here as well. First, when should
an utterance be positive? Is it every positive sound made by the participants
or is it a concrete positive feedback in the form of appreciation? The nega-
tive dimension was easier but the problem was that we had trouble finding
any negative comments in the observed meetings. This could be a peculiar
result from our observations and not linked to the difficulties of coding in the
model. Swedish public sector meetings are perhaps not coloured by emotions
at all. This in turn points to some implications and questions the usefulness
of the model in other context than the original one. More on this matter later.
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Another problem we had was what is called interjections in grammatical
terms (i.e. short words such as yes, oh, and the like). In which dimension
should these be coded? The model is supposed to capture all verbal interac-
tion in a group, including these little terms. But we could not find any place
for them. Should we code them as advocacy, inquiry, positive or negative?

What conclusion can we draw from all this? My conclusion is that the cate-
gories of the LIM do not seem to be mutually exclusive and exhaustive, sug-
gesting that the model has some flaws or that the description of the model in
the articles is not thorough enough to make it possible to recreate the catego-
ries. There could be several reasons for this lack of information in the arti-
cles: a lack of space in the articles and/or not enough space to present every
little piece of data and information in a research article. The model, on the
other hand, is well grounded in the literature.

The strength of the LIM is its firm grounding in organisational theory and
complexity theory. The LIM has also been proved to be useful as an easy
way to describe the interaction in a group and as a feedback tool of the inter-
action. The LIM has high face validity and the model is firmly grounded in
the field of organisational studies. It is also built on earlier models, but de-
veloped further into complexity theory and positive organisational studies.

In this study the LIM is used as a conversation model and as a descriptive
tool for describing the interaction in a group meeting. This is referred to as
qualitative interaction analysis to distinguish it from a strict quantitative
coding of verbal utterances. The analysis model used in this thesis looks at
the interaction by scoring the interaction in the LIM and presenting the
scored interaction pattern in a graphic model.®

They main difference between this type of interpretive coding and a strict
quantitative coding is a temporal one. In a strict coding schema each meeting
would be segmented into short units of time and all utterances during such a
time unit would be coded into the model. When doing an interpretive coding,
the time frame of the interaction is changed. Several minutes of information
giving are interpreted as being advocacy, but 1 give no count of how many
advocacy statements there were during these minutes. The advantage of such
an interpretation is that the actual count of the statements becomes less im-
portant while the impact of the statements becomes more important. /nquiry,
for instance, is often made by asking a short question. This would only give
one count in the strict coding approach and the answer to the question may
be long and elaborate, which would give several counts of advocacy. The
balance between inquiry and advocacy would then be unbalanced towards

% See page 71.
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advocacy, even though the question gave the interaction and the meeting a
whole new turn.

Operationalisation of the research questions

Borrowing from Alvesson & Kérreman (2007), I see theory as a lens that
helps to illuminate the studied phenomenon and helps to share insight about
it. Such a view implicates that a choice has been made regarding possible
findings. With a lens you only see the colours that the lens are sharpened to
see while all other nuances are lost. This means that choosing a theoretical
perspective is a critical choice for the results of a study.

The three aspects of group behaviour used in this study are leader behaviour,
participant behaviour, and structure of the meetings. The research questions
focus on how these three contextual aspects affect the interaction pattern at a
meeting. To conduct an analysis the research questions needed to be opera-
tionalised. By using these particular aspects, the possible results of the thesis
have been narrowed down. The following sections explain the operationali-
sation of the research questions.

Structure is operationalised as the infrastructure, the content, and the setting
of a meeting. Infrastructure implies the rules and procedures of a meeting,
such as protocols, agendas and a list of speakers. Schwartzman (1989) in-
cludes how a meeting is conducted and what the rules for the meeting look
like in the meeting form. Content looks at the topic of the meeting and the
purpose of the meeting. Setting looks at what the meetings look like in a
spatial sense, how the group is formed around the meeting table, and what
the meeting room looks like.

Thus, structure covers how the meeting is conducted, what the meeting is
about, and how the group is placed in the meeting room. Questions regarding
structure: What is the form of the meeting? How do the members do what
they do? What type of meeting is it? What do they do during the meeting?
What does the physical structure of the meeting look like?

Leader behaviour is defined as the behaviour of the appointed leader of the
group. Leadership is defined as managerial leadership using a term bor-
rowed from Yukl (2006). In this definition the leader is the person the group
expects to perform the leadership role at the meetings. Leadership is in this
study regarded as a specialised role in a group setting. No distinction is made
between leaders and managers: all of the appointed leaders in the groups are
referred to as leaders in this study. Thus, leaders and managers are consid-
ered the same person in this study. All of the participating units belong to
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larger organisations and all of the participating groups have a formal ap-
pointed leader.

Leader behaviour examines leader activity during the meeting sequences. It
looks at what the leader does in terms of communication and controlling the
meeting. Leader behaviour tries to discover how the activity of the leader
affects the interaction pattern in the meetings. What does the leader do?
What effect does this behaviour have on the interaction pattern in the LIM?

Participant behaviour focuses on the behaviour of the followers in the
groups and on the activity of the participants at the meetings. It is especially
sensitive to the active contribution of the participants at a meeting. The par-
ticipation aspect is both a part and an effect of leader behaviour but it also
has an impact on the communication of a meeting. I also study the number of
participants that are active during the meeting. What do the participants do?
What effects does this behaviour have on the interaction pattern in the LIM?
Table 5 describes some of the operationalisations of the research questions.

Table 5 Leader behaviour, participant behaviour, and structure

Description Procedural/Activities
What is the leader do- e Informs or ar- e  Starts the meet-
ing? gues (advocacy) ing
e Asks questions e Finishes the
(inquiry) meeting
e (Gives positive e Distributes the
comments floor
(positive) e Asks for silence
e Gives negative
comments
(negative)

e Talks about cli-
ents (other)
e Talks about the

group (self)
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Table 5 (Continued) Leader behaviour, participant behaviour, and structure

Description Procedural/Activities
What are the partici- e Inform or argue e Signal the inten-
pants doing? (advocacy) tion to talk
e Ask horizontal e Talking: one
questions  (in- participant talk-
quiry) ing
e Ask Vertical e Silent
questions  (in- e How many take
quiry) part in the dis-
e Give  positive cussion?
comments (posi-
tive)
e Give negative
comments
(negative)

e Talk about cli-
ents (other)
e Talk about the

group (self)
What does the structure e Infrastructure: rules, procedures, form,
of the meeting look agenda, notetaking
like? e Content: topic, purpose

e Setting: physical organisation, seating,
type of room/furniture

The leader and the participants may thus give information to the group, come
with an argument, ask a question, deliver positive feedback or comments,
deliver negative feedback or comments to the group, talk about the clients,
or talk about the needs of the group. The leader has the further responsibility
of leading the meetings, and he may start the meeting, finish the meeting,
distribute the floor in the group, ask for silence, and decide and explain the
form of the meeting. These are the basic meeting control functions.

Working with the empirical material

The general approach of analysis was divided into two major steps, where
the first step focused on exploration and idea generation. I started working
with the empirical material by listening to all the recorded meetings and
taking additional notes. The field diaries were used in this step to compare
the insights from the meetings and refresh the memory of the listener. The
field diaries contained information on the number of participants, the subject

67



of the meeting, starting point and end point of the meeting, the location of
the meetings, the communication pattern at the meeting, the feedback given,
and some general reflections. The first step ended with the selection of three
sequences from the five units under study.

Each sequence was sequence was chosen based on the three perspectives
used in the study: leader behaviour, participant behaviour, and structure of
the meeting. Based on these three perspectives, I choose sequences that put
particular emphasis on one of the three perspectives. In some sequences the
meeting behaviours and structure are typical for the group based on the en-
tire series of observed meetings. This focuses on what an “ordinary” meeting
looked like and how the group behaved on such occasions. In other se-
quences the behaviours are atypical for the group. Atypical situations may
work as a defining moment for a group’s identity. In such instances the true
identity of the group is revealed more clearly. The fifteen empirical se-
quences are presented in Appendix D and Appendix E with a title of the
sequence and a short description of which perspective the sequence focuses
on.

In the second step three selected sequences from each unit were listened to
again and analysed with the use of the operationalisations of the LIM and the
research questions. The analysis procedure was to re-examine shorter se-
quences from the described meetings in the first step. These sequences were
analysed in more detail. Focus was on describing the events of the meetings
and to comment on them according to the perspectives of leader behaviour,
participant behaviour, and meeting structure. The meetings were bracketed
into smaller segments of 8-40 minutes depending on the length and devel-
opment of the meeting. A basic bracketing strategy was to portion the meet-
ing when the participants changed subjects or when there was a significant
change in the communication at the meeting, or any other natural break such
as a coffee break or a new head speaker. This is referred to as “natural units”
(Hare, 1973).

Establishing the interaction pattern: Qualitative coding in the
LIM

The LIM captures the interaction pattern of the meetings and the research
questions examine how the participants and the leaders behave at the meet-
ings and how this affects the interaction pattern. In this study the LIM is
used as a conversation model using a qualitative interpretation of the interac-
tion pattern in a group.
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When assessing the LIM interaction pattern, each sequence was scored by
two researchers. The researchers scored the sequences independently and
before the final estimate was set, they exchanged the assessment and read
and mediated upon each other’s comments. This allowed us to interact to
some extent with our opinions regarding the meeting, and the estimate and
understanding of the sequence deepened as we openly discussed and will-
ingly listened to arguments that looked at the sequence from another per-
spective. The final score was then set as negotiated coding agreement (Garri-
son et al., 2006).

When deciding on a score, three basic criteria were considered: frequency,
amplitude and relevance of the utterances. Each category was assed using
these three criteria. Frequency refers to the number of statements, i.e. a sub-
jective interpretation of quantity without it being necessary to go into any
exact numbers. Amplitude is the strength of the statements, i.e. the commit-
ment of the utterance and if the utterance has high or low value of impor-
tance for the speaker. Relevance refers to the relevance of the utterances in
relation to the topic and purpose of the meeting and the overall goal and task
of the group. Wheelan (2010) uses the term work statements and subsidiary
statements to differentiate between statements that are focused on the task
and those that are not task-oriented. After these three criteria had been estab-
lished in all the categories of the LIM, an adjustment was made according to
the relative balance between the categories. This was done considering the
basic idea of the LIM with a balanced interaction. Table 6 shows how the
concepts of frequency, amplitude, and relevance were used.

Table 6 Frequency, amplitude, and relevance of an utterance

Frequency Amplitude Relevance

How often is the cate- How important is the Is the utterance relevant

gory used? utterance for the for the topic of the
speaker? meeting?

The categories of positive and negative comments were also assessed using
frequency, amplitude, and relevance, but here we included the atmosphere
into the assessment. Was there an open communication climate during the
meeting? Was there an expression of open or indirect hostility in the interac-
tion? Did the group share laughs together? Such atmospheric judgments
were made to score the categories as positive or negative.

To make an assessment of the interaction pattern a scale from 1-10 was used
in each category of the LIM. The scale was divided into three levels defined
as follows: (1-3: low level) “non-existent or weak signal in the group”, (4-6:
moderate level) “there is a signal from some or several of the participants in
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the group”, and (7-10: high level) “distinct signal in the group”. Table 7
shows how the scoring levels were defined and how the participation rate
affected the scoring at each level.

Table 7 Scoring the interaction of the groups

Step  Definition Participation rate
1 ’non-existent signal” Low
1-3 ’non-existent or weak signal” Low
4-6 “there is a signal from some or Medium
several in the group”
7-10  distinct signal in the group” High
10 “clear and distinct signal from High

several in the group”

When the participants just occasionally use the category or not at all, this is
scored as 1. A rating of 10 indicates a “distinct and clear signal from all of
the participants in the group”, i.e. several (more than two) of the participants
use the category several times during the meeting. Participation rate thus
became a criterion in the highest (7-10) and the lowest scale level (1-3).
More than just one or two participants need to be active in order to be ranked
in the highest level, and if only one or two persons are active the score will
be in the lowest level.

The participation rate in the discussion was decided to be of significant im-
portance in order to score high in the model. In theory one or two persons
talking during a meeting could create a perfect balance at a high level in the
LIM, even though so few participants are not taking part in the discussion. A
person skilfully using the categories of the LIM could even create a perfect
pattern at a high level in a monologue. This situation was thus considered
inappropriate and we decided that the relative participation rate was impor-
tant to score high in the model. The important thing was to treat the LIM as a
conversation model which implies that a conversation needs to actually take
place.

The scores are presented in a spider-web diagram to give a graphic presenta-
tion of the interaction pattern during the analysed sequences. The ideal inter-
action pattern is presented in Figure 2. In the diagram there is a balance be-
tween all the categories of the LIM at the highest level (10) and the ratio
between positive and negative comments is set to 6 to 1 (10/1.75=5.71). The
diagram should be read looking at the scores for each category and by look-
ing at the balance between the bipolar dimensions of advocacy-inquiry,
other-self, and positive-negative. The diagram thus illustrates the interac-
tional dynamics of the scored sequence as well as the balance between the
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dimensions. The spider-web diagram is an alternative graphic presentation of
the interaction pattern in the LIM based on a qualitative coding procedure.
The procedure builds on the categories of the LIM but is does also include
participation and commitment.

The Ideal Interaction Pattern in the LIM

10
Advocacy
10

==z The |deal Interaction
Pattern in the LIM

Figure 2 The ideal interaction pattern in the LIM

The assessment of the interaction pattern is referred to as qualitative coding
in the sense that two researchers have done a common interpretation of the
interaction pattern for the sequence. The joint coding is thus not a validation
in the strict sense. The researchers were not isolated during the coding and
did not calculate any correlation values (e.g. using Cohen’s Kappa (cf.
Bakeman & Gottman, 1997)). Instead, the researchers worked together on an
estimate discussing and reasoning together to create the final assessment of
the interaction pattern that both researchers could accept and thought was a
fair description of what they had heard during the sequence.

The estimate is thus based on two researchers focused listening of the se-
quences. The team thinks that these estimates fairly describe what happened
during the sequences. The reconciled coding took advantage of the knowl-
edge that exists within the research team regarding the LIM.

Each recorded sequence has been analysed in two steps, where the first step
was to establish the interaction pattern in the LIM for the sequence. This was
done by two researchers. The second step was to connect the interaction
pattern with the behaviour of the leader, the behaviour of the participants,
and the structure of the meeting. The analytical work was done from audio
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recordings and supplementary transcripts of the sequences. This second step
was done by the author.

Description of the meetings

A basic type of presentation of the empirical material and the empirical find-
ings is description. An important choice here is which type of description
and how detailed the description should be. In this study I have chosen to use
a combination of description techniques, the first being a descriptive back-
ground to the groups and the second a sequential description of the events
for a selection of meetings. The description of the meetings and the behav-
iour of the participants at the meetings are based on field notes and the re-
corded tapes of the meetings. The field notes give a first glance of what is
going on at the meetings and the recordings help to highlight different types
of behaviour observed. The description of the meetings forms a narrative
that both gives the subject and setting of the meetings and the main interac-
tional events during the meetings. The narrative focuses on what the partici-
pants are discussing and how the meetings are conducted. The idea with the
descriptions is to give examples of meeting behaviours that seem to be im-
portant for the interaction and to show different aspects of the local context
in which the interaction is taking place.

When describing something, you have to omit different aspects of the de-
scribed situation. It is impossible to describe every detail of a situation or a
physical place. Thus, I was forced to choose which details are important and
how they are going to be described. Bases on the purpose of the study, I
chose to focus on four descriptive components of the meetings. These are the
same building blocks used in the conceptual framework for the study: leader
behaviour, participant behaviour, structure of the meetings, and the LIM
interaction pattern.

Finding and writing a story are the two major steps in doing qualitative re-
search. The first step is to find a story that needs to be told and that will shed
light on the phenomenon in question. It is clear that this step involves analy-
sis: which story to choose and how to present it is the first step in the analy-
sis of the material. This also implies that there can be no separation between
analysis and observations. The analysis is an on-going process staring on the
first day of observation. The next step is to write a story that presents the
material such that the participants would recognise themselves in the de-
scription. This is sometimes referred to respondent validation (Silverman
2006). Silverman, however, notes that respondent validation is not a good
method of validating qualitative research and instead he proposes the use of
analytical induction. Analytical induction refers to the testing hypotheses
generated from the research process. This is done by using the constant
comparative method, deviant case analysis, and comprehensive data treat-
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ment. The constant comparative method is used to test provisional hypothe-
ses by finding other cases and comparing different groups. Deviant case
analysis seeks out and addresses deviant cases in the data. Comprehensive
data treatment means that all data are used in supporting the claims of the
research. These approaches has been used in the present study, especially the
constant comparative method was applied when analysing the interaction in
the groups.

Limitations

Analysing from tapes has two major disadvantages. One disadvantage is the
sound quality of the tapes. It is not always easy to hear everything that is
said on the tapes. The sequences that were analysed were for this reason
transcribed verbatim so that the listener could check who was talking and
what they said. Another disadvantage is that all other on-going interaction is
lost. It is not possible to see how a message is received if there is no verbal
comment. It is also hard for an outside observer who has not been at the re-
corded meeting to make sense of the meeting just from the tape. Important
surrounding and background factors at the meetings are then lost. However,
the fact that I had first-hand experience from the groups made this disadvan-
tage less serious. The field diaries were also useful when creating and under-
standing the background of the sequences.

The scope of the study is limited to formal meetings. Looking into the inter-
action at all encounters in an organisation would be of interest. The commu-
nication at the meetings may not be representative for the communication at
other meetings or at other situations in the organisation where other situa-
tions and other meetings probably would have a different interaction pat-
terns.

Summary of the chapter

This chapter gave an overview of the research process and methodological
choices made in conducting the study. The study uses observations, inter-
views, and informal discussions as its empirical sources. The observations
were conducted in five Swedish public sector groups. The groups were fol-
lowed and observed over seven or eight formal meetings. To analyze the
interaction at the observed meeting the categories of the LIM were used.
This analysis was made in a qualitative estimation of the interaction pattern
in the groups.
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4. The Elementary school

This chapter, together with the following four chapters, introduce the ob-
served groups participating in the study and gives sequences from three ob-
served meetings from each of the groups. These five chapters make the em-
pirical core of the study and the meeting sequences in the groups are de-
scribed and analysed.

Each chapter introduces the groups and their meetings. Each group is pre-
sented in three meeting sequences showing examples of the three studied
contextual factors of the thesis: leader behaviour, participant behaviour, and
structure of the meeting. The presented sequences are also analysed and
scored with the use of the qualitative interaction analysis model developed in
the previous chapter.

Introduction

The Elementary school unit is a municipal elementary school in a larger
municipality. The school consists of classes ranging from kindergarten up to
the sixth grade. The area in which the school is situated is a socially mixed
area with many residents of a foreign background. The work of the school
consists of taking care of the education of the children in the different age
categories as well as keeping them in the school after the classes are over.
This part of the work is done in the recreational centre that takes care of the
children before and after school.

The group and the participants

The group observed is called the development group of the school and their
focus is to think of the long-term development of the school. The group
meets once a week, usually afternoons between 14.30 and 16.00. The aver-
age length of the meetings is one hour and fifteen minutes. Those who par-
ticipate in the group are team leaders’, union representatives, and the princi-
pal and vice principal of the school. The participants at the meetings are
either responsible for a team of teachers in the school or representing the

7 Swedish: arbetslagsledare
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teachers union. The participants are called development leaders. The average
group size during the meetings is nine persons, including the leader. There
are several layers of leadership positions at the school, ranging from head
principal, vice principal, and team leaders. The responsibility of the team
leaders is to organise the work of a team of teachers.

The group formed at the time (about 2000) when the current principal started
to work at the school. The primary focus of the group is to “look into the
future” and try to prepare the school for coming changes. The idea behind
the group is to have a group that could plan for the strategic future of the
school. The role of the group is to be able to plan ahead several years and not
focus so much on the present situation in the organisation. The disposition of
the group has changed somewhat over the years but the basic structure of the
group is still intact. The group is especially focused on development and
long-range planning. A second group at the school, with almost the same
participants, known as the leader group, focuses more on implementation
and the weekly operations of the school. This gives the development group
an opportunity to focus on strategic planning and thus the meetings focus
less on details and more on how the school should meet the future.

The participants think that the group is a well working group:

”You never enter a meeting feeling anxiety. It is a positive school, but it is situated in a tough
area. It is hard to work here. /.../ [The leader] is good at spreading the positive things in the
organisation.” (Interview no. 32, 2009)

The same participant also comments on the meetings:

”The meetings are limited in time and [the leader] is good at interrupting the discussion and
focusing on the topic at hand. The meetings give us an opportunity to think things through.”
(Interview no. 32, 2009)

The venue of the meetings

The meetings take place in one of the ordinary classrooms. In one corner of
the classroom there is an oval table used by the pupils in group assignments
and it is at this oval table that the meeting is conducted. The classroom has
three doors, one is leading to a smaller group room, one is the entrance lead-
ing to the hall where the pupils hang their jackets, and one is leading out to
the school yard. The leader sits at one short end of the table and the others
gather around her. The participants usually sit at the same place around the
table. The vice principal, is for instance, always sitting on the left-hand side
of the leader. The observers are sitting a few paces away from the table. No
overhead or other technical equipment is used during the meetings. The class
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room, with the small benches for the pupils, gives the meeting an intimate
character. (Figure 3 shows the meeting room).

| | White board
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Figure 3 The meeting room of the Elementary school

The meetings contain two separate parts, one information part and one dis-
cussion part. The information part is the formal part of the meeting where
the protocol from the previous meetings is discussed. The meetings usually
start with a briefing from the principal and then they normally have one or
two discussion topics to cover. The meeting usually goes through three dis-
tinct phases in addition to the forming of the group and the closing of the
meeting. These phases are a formal phase in which the protocol is discussed
and the participants are given an opportunity to add points to the agenda.
The second phase is the distribution of a written handout and the silent read-
ing of the handout. The third and longest phase is the discussion of the hand-
out. The phases in the meeting are summarised below:
1. Gathering during small talk between the participants
2. Opening of the meeting, a quick review of the protocol from the
previous meeting, and additions to the agenda
3. Distribution and silent reading of the handout; the leader introduces
the topics
4. Discussion of the information in the handout
5. Closing of the meeting
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The leader of the group

The leader of the group has a background in child care and has worked her
way up within the municipal educational system. She started as a child care
taker, then became responsible for a kindergarten and then vice principal,
and finally, head principal at the current elementary school unit. She has
been head principal at the school for ten years. The principal of the school
showed an interest in group processes and group and leadership theories and
had been taking part in several leadership courses.

The leader describes her philosophy of leadership which in part is inspired
from a soccer coach she used to play for:

“[The coach] always had the best team on the field. And that’s a mind-set. I also work in that
way. You always have the best team, the best pupils, and the best staff. Many coaches have
the best players on the team injured or on the bench and they always have a lot of excuses.
Many coaches are waiting for victories that will give the team self confidence but [he] devel-
oped a self-confidence in us, and that’s why we won. /.../ I try to do that as well. All the
players I have, so to speak, are different and they are good at different things and you need to
lift them what they are good at.“ (Interview no. 30, 2009)

The leader is focused on the mission of the school, which is to give the pu-
pils a solid education. She says, it is the mission that is important” and that
the mission should decide how the school is organised and how the work is
done at the school. The leader keeps a forward looking approach to her lead-
ership of the organisation: “I’m not so much for history — I want to look to
the future.” (Interview no. 30, 2009) She goes on to say:

“We are working by watching what others do and I work a lot by reading research papers and

watch and learn from that. It is clear that this will be subjective: it is me who decides the
things I think are good. That’s what I sell but I’'m a damn good salesman. And that’s what it’s
all about somehow being a leader- that you believe in what you’re doing.” (Interview no. 30,
2009)

She also means that by looking forward and being informed you are able to
work proactively instead of being surprised and working reactively to
changes:

“I don’t want to be affected by life, I want to affect life. Then you are in control and you can
decide for yourself what to spend your energy on. It is a loss of energy to be surprised all the
time when decisions are made that you really ought to know about but don’t, such as deci-
sions that were taken two years ago.” (Interview no. 30, 2009)
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The group remained stable during the entire year of observation, which
makes it unique compared to the other participating groups in the study. The
school went through many changes during the year, particularly regarding
the number of pupils in the classes at the school. These changes were dis-
cussed at the meetings, and sometimes the group was ahead of changes that
were planned for the coming year, or even the year after that. An example of
such forward planning was the fact that the group already prepared for and
discussed the coming changes discussed in the parliament. A proposal had
been made in the parliament but nothing was decided yet. Even so, the
group, or at least the leader, had read the proposal and decided to prepare
some reactions to it. This was just a proposal waiting to be handled in the
parliament and not any new directives, but the group was nevertheless pre-
paring for the future. As the leader said: “I plan to live in the future, and
therefore I make plans for it” and “it is always a loss of energy being sur-
prised” meaning that it was better to be informed about events after the fact.

Meeting sequences in the Elementary school unit

Sequence one: Discussing parental critique

In this sequence the leader plays a major role for how the meeting unfolds.
The leader monitor and controls the meeting and reminds the participants of
the agreed upon rules for the meeting. The group organises the meeting by
distinctly separating idea generation and discussion.

At this meeting the group had a specific problem to discuss, or as the leader
calls it, a “burning issue”. After a few fast comments on the previous proto-
col and some other general points on the agenda, the group begins discussing
the problem that many children are leaving the school for other schools in
the area. The discussion is focused on one specific pupil whose parents have
written a letter explaining their decision. The parents wrote this letter on a
request from the principal who wanted to have more information on why the
pupil had changed schools. The headline on the agenda for this discussion is
called “parental critique”. As a way of bringing order to the discussion and
letting all of the participants have their say, the meeting starts with letting all
the participants read the mail from the parents and write down their thoughts
regarding the mail. After about ten minutes of silent reading, the group
members shared their thoughts with each other. The leader of the group
made clear that there should be no discussion, only reflections. There are ten
persons participating in the meeting.
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At the beginning of the meeting, the leader presents the issue and asks one of
the participants to stop reading the mail she has distributed in the handout.
She also explains the form of the meeting:

“I do not want you to read these e-mails yet.” The leader says looking at one
of the participants that had started to read the handout. The participants an-
swer “ok” and put down the paper. The leader goes on to explain what the
meeting will look like:

“We will begin with the agenda and then take some time [to read through the
handout]. The idea is that when we get to this item, that you read through the
e-mail and that you get some time to reflect on what you think about it based
on the questions that I have written. Then we make a round robin. Every-
one’s opinion should be heard. Then we will have a discussion.”

The leader continues and quickly covers goes on to the first formal items on
the agenda. When they have covered the first items on the agenda and
reached the item called “parental critique”, the leader once more reminds the
group on the form of the meeting:

“The important thing is that you read both e-mails, consider them and write
down some thoughts. Then we will do a round robin [to hear] regarding your
thoughts, and then we will have a discussion. Everyone will get a chance to
share their thoughts with the group. It is important that all are present.”

After the group has read in silence for about ten minutes, the leader breaks
the silence and once more reminds the participants about the form of the
meeting. When the first participant starts to express more than just reactions,
the leader immediately interrupts her and reminds the participant that there
should be no discussion:

“We will do a round robin to hear everyone’s thoughts and everything is
supposed to be put on the table.” The leader turns to the vice principal and
asks:

“Can you take some notes and write down the thoughts that come up.” Then
she turns to the participant sitting nearest on her right and says:

“You can start then, [name].”

“The first thing that struck me when I read this was that the parents were
lulled into some sort of security when they were here with their child and
looked [at the school]. But that’s not it. This is very alarming. I think that’s
what they write... and this is something that... we must do something about
this.

“I will stop you there.” The leader interrupts.

“Yes”
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“Because...”

“I know.”

“We shall not discuss.”

“No, therefore I...”

“Give your comments and then we proceed. Well, have you finished?”

The presentations continue and the rest of the participants share their
thoughts and ideas with the group. The leader distributes the floor during the
sequence and the vice principal takes notes. The participants try to explain
what they read into the letters and what they thought about why the parents
let their child leave the school. Here are some examples of their thoughts:

“I think [the parents] had too high expectations. How were these expecta-
tions created and why did they have these great expectations? Have we given
them the wrong picture, or have we given them a true picture?”
“Where did they get the information?”
“It sounds like it is based on observation, or is it the experiences of the pupil
that [they build on]?
“They do not build their decision on fact, but on emotion.”
“We need to think about how... what we need to do now is to reflect on /.../
how we present our school so that it is a realistic presentation.”

“It builds a lot of emotion I have to say when you read between the lines,
and it is hard to know what it represents.”
“We must be able to explain how we actually work with these things that
they express concern about and have comments on. We must be able to tell
them about what we actually do. Otherwise, they are not given any examples
or evidence that we actually do what we say we are doing.” The vice princi-
pal finishes the discussion.

The leader summarises the presentations and starts the discussion:

“Now it’s more about how. We have posted some questions: how do we
address the criticism? What do we do? What can we do better? What can we
change and what can we keep?”

The next step in the meeting is to discuss what could be done in the future to
avoid the problem or what they could do to lower parent expectations. The
group decided that one of the main issues was the discrepancy between what
they said to the parents and what the parents thought that the school really
did. They did not want to change anything; rather, they wanted to be better at
explaining things to the parents. The issue was not that they worked badly
but that they could not explain well enough to the parents what really hap-
pened at the school.
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During the discussion, the group becomes louder and louder and several
participants are talking at the same time. The leader steps in:

“Try to be a bit better behaved, so raise your hand when you want to speak.”

“That goes for you too” says the vice principal.

“Yes”

The participants are holding up their hands to signal that they want to speak
and the leader keeps track on the speaking order.

The leader summarises the discussion:

“We have noted a lot of great things on the list here, which might be part of
this. It is clear that it is hard for the parents to explain why all these other
pupils have left the school. I think that these parents have been extremely
nice and honest and brave to give us this information and I thank them for
that. The question is whether we need to drill more into what they
say, and I think we’ve got enough on the table.”

Comments to the sequence

Leader behaviour — the leader controls the meeting by introducing the topic,
deciding on and explaining the form of the meeting and reminding of the
form of the meeting. The technique to remind the participants of the form of
the meeting is used repeatedly during the sequence. Whenever one of the
participants starts to discuss, the leader quickly steps in and reminds the
group that they should focus on contributing to the discussion in the first step
and later discuss the issue at hand. The leader set the rules for the meeting
and stated that the discussion was free and that every opinion, good or bad,
was welcome. On some occasions, the leader of the group had to stop the
participants from entering into discussion. The group had existed for a long
time and they have had time to formulate rules and principles for their meet-
ings. Further, it seemed that the participants accepted these intrusions by the
leader.

Participant behaviour — the participants generally played by the rules during
the meeting, and when they did not, they were reminded by the leader. Dur-
ing the round of reflection the group tried to create a common picture of
what had happened and why the parents removed their child from the school.
They also built a shared understanding on how the problem could be avoided
in the future and what the problem really was. The reflection session served
as a way for the group to formulate the problem and build a common ground
on which they could elaborate further.

Structures — The topic of the meeting was to explore the written communica-
tion from the parents and understand the information given by the parents.
They also explored ideas on what they as a group could change and do bet-
ter. The discussion had a distinct structure with some notable features. The
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group was given a written handout at the beginning of the meeting that the
participants subsequently read. Then they shared ideas and questions in a
round robin manner without discussing the topic. Next they discussed the
ideas and concerns raised during round robin. One of the participants took
notes during the meeting in order to keep track of the ideas. When every-
body had shared their thoughts, the discussion took place. The leader made
clear that they should not discuss in the first par, but only give their senti-
ments on the problem. It was in the next step that they tried to solve or at
least make inquiry into the nature of the problem and how they should take it
from there.

The LIM interaction — The advocacy-inquiry dimension came into natural
play during the sequence. The group shares thoughts and ideas (advocacy)
and they formulate questions (inquiry) which can serve as a basis for further
discussion and elaboration on the topic.

Other enters the discussion via the parents e-mail to the school. The group
discusses why the parents have acted as they did and what the e-mail meant.
Selfis used to analyse what the participants have done and what they need to
do in the future.

The leader encourages the participants and their ideas: “that was an interest-
ing question”. The group also shares many laughs together and the atmos-
phere of the room is positive, regardless of the serious nature of the topic,
making the score in the positive category high. There are few negative com-
ments during the discussion. Figure 4 illustrates the interaction pattern for
the presented sequence.
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Figure 4: Interaction pattern: Discussing parental critique

The graph shows the interaction pattern during the presented sequence. A
balance between advocacy and inquiry and between other and self exists at a
high level, indicating that the group manages to fully utilise all the categories
in the LIM. There are also more positive comments than negative comments.
The pattern shows that the group manages to keep the discussion focused on
both asking questions and advocating ideas. The active controlling of the
meeting helps the participants to keep their focus on the topic and they ac-
cept the rules for the meeting. The participants also take responsibility for
the outcome of the meeting by contributing with their personal thoughts on
the situation.

Sequence two: Discussing cutbacks in the staff

In this sequence the participants play a major role by exploring the situation
and the school staff. The participants manage to include and talk about oth-
ers in the meeting sequence as well.

This meeting was held five months after the first meeting and follows the
form of the first meeting. The meeting starts with the head principal distrib-
uting a handout containing the costs of different activities at the school and
the costs of free massage. The second part of the handout contains a listing
of the current employees and their designated work time. The topic of the
meeting is to discuss school cutbacks and savings. The principal calls this
“adopting the number of employees to the operations”.

When the meeting starts some of the participants start to look at the handout.
The leader steps in and says:
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“I don’t want you to look at these papers in advance. We’ll try to do this
together.”

The leader then proceeds to cover some of the fixed items on the agenda and
after presents the discussion topic for the meeting.

“Now I am going to distribute this material. I have made a paper informing
about the current situation and I’ve also looked at the consequences. We will
go through this together here in the group.”

The leader starts by explaining the numbers on the two papers given to the
participants. The first paper shows the number of pupils at the school and the
second the income for the coming fiscal year. The last paper shows the prin-
cipal’s suggestion for cutbacks. The leader says,

“You will be given time to read through this material. I just want to explain
the disposition of the information.”

The participants ask for more details regarding the numbers on one of the
papers and the leader explains. Then the participants are allowed time to read
the handout and formulate questions regarding the information in the hand-
out. During this time, the leader leaves the room to make copies for everyone
to keep and to show their work teams.

The group reads in silence for about two minutes. Whispering conversations
are heard among the participants. After two minutes, the conversation gets
louder and louder. The leader steps in and asks if everyone has read through
the material. Then she says:

“Could we do like this: we start the discussion and begin to take questions.
Then we can try to find out [what the numbers mean] and also that everyone
gets to have their say.”

The leader starts to inform the group that there have been some changes with
respect to the income side. The school has been granted more money for the
coming fiscal year. The leader then informs the participants about the current
situation on pupils and staff. The school has lost twenty-nine pupils from last
year.

“Every student we lose creates a lot of holes. /.../ We have been able to have
so many employees during the years because we have so many side incomes.
We have been pushing the problems before us all the time and we are still
doing that. /.../ Because of the side incomes we are in a better position now
than we would be otherwise. I think this is important to know and keep in
mind.”
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The group asks the principal about the staff and the current situation. The
leader tries to explain the difference between the number of employees and
the actual number of persons working at the school.

“I did not understand what you said. /.../ You thought it wouldn’t cost any-
thing if you were on leave. But how did you say, before and after?”

“It costs those days that you work in January.”

“Yes.”

“You are not on leave from January 1°”

“No.”

“And you will not return in June.”

“Yes, but then I am following...”

“And with these six persons it will be... these days in January will be one
and a half months total salary for these six persons. The equivalent of one
person’s full pay for one and a half months. And for those weeks in June, it
will be almost two-three months salary.”

“Yes, then I am following you.”

“Plus holiday pay that they are allowed compensation for.”

“Yes, then [ am following you.”

“Do you understand what it is that cost?”

“Yes.”

“Well, but like I said before, do we have a choice?”

The discussion becomes louder and the leader steps in and asks the group to
calm down:

“Let’s return to the order here. As I said, we’re going to behave ourselves
today, now that we have [the researchers] here. So let’s make a round robin
when we have talked about this, so that everyone gets an opportunity to ex-
press their view.”

The leader then explains her suggestion for adaptation between the number
of employees and the income. The school has to cutback three to four em-
ployees for the coming year.

“There will be no substitutes for the teachers in education. Do you under-
stand what [ mean here?”

“We also need to look at our staff benefits. It is lunches, food and sand-
wiches, meals and parties, and massage. Do you see that massage and the
wellness hours and fruit are large costs? We have never presented these
numbers like this before.”

The group continues to ask the leader questions:

“[Name] you raised your hand, didn’t you?”

“Yes, I just wanted to ask: is the term adjustment just a fancy word for no-
tice or...”
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“Adjustment”

“Yes but is this adaptation...”

“It just so happens that we do not have enough pupils.”

“Yes, but it is the same as if we need to lay off people?”

“Yes, or we do not extend the temporary contracts.”

“Right.”

“We have not included any of the permanent staff in the cutbacks.”
“Okay”

The discussion continues and the participants keep asking the leader ques-
tions:

“If we didn’t keep the massage, I don’t understand, what would that mean in
money?”’

“I wasn’t clear there. This is only one example of savings and we can choose
exactly what to... it was good that you asked.”

“I thought of this with free lunches. These are educational lunches, were
they not?

“Yes.”

“And would that mean that every teacher who ate with their class would
have to pay for their lunches?”

The leader answers questions and explains the information in the handout.
At the end of the sequence, the group discusses the time frame for the reor-
ganisation and when and how they are going to inform the staff. The idea is
to prepare the various suggestions and work through them. The leader fin-
ishes the sequence:

“How do we move forward with this? I think we need to look at how we
solve this with the services and teacher education, and how we can make
adjustments and what it will mean for the organisation. /.../ We need to have
a separate meeting and make sure that someone prepares a suggestion. As
you said [name of the participant], it is actually a bigger issue. If we do this
job well, we could save a lot of resources, I think”

Comments to the sequence

Leader behaviour — The leader distributes the floor and she takes the most
talking space during the meeting. The leader starts the sequence by giving
information and explaining what the numbers in the handout mean. This is
done both as an introduction and as a direct response to questions from the
participants in the group. When the discussion gets too animated, the leader
steps in and asks for order. The leader clearly defines the discussion by not-
ing that all ideas and inputs are needed and that the discussion is “free”. She
thus encourages the participants to explore the situation and come up with
suggestions.

86



Participant behaviour - There is a high participation rate at this meeting and
good flow. Most of the questions from the participants at the meeting are
directed towards the leader (vertical inquiry). They ask many questions in an
attempt to understand and make sense of the numbers in the handout. The
group answers to the call from the leader to explore and then come with new
ideas. This exploration involves both questions and suggestions from the
participants. The participants also step outside their own box and explore the
situation of the staff and teachers in the organisation.

Structure — The topic of the meeting is to discuss the budget for the coming
fiscal year and plan the activities of the school together with the available
resources. The meeting starts when the leader distributes the handout for
everyone to read. The group then spends a couple of minutes to read through
the material and after the discussion starts. The word is free but in order to
keep order the participants need to ask for the floor by raising their hand or
otherwise signal to the leader that they have something to say. The leader
keeps track of the persons that want to speak.

The LIM interaction — The group and the group leader contribute to the dis-
cussion by asking questions and making suggestions. The entire sequence
represents a form of common inquiry. The leader clarifies when necessary
and the group then provides input to the discussion. There are several ideas
and suggestions in the discussion in the form of inquiry and advocacy.

The entire discussion is focused on the organisation and what the new or-
ganisation will look like in order to meet the available resources. In this dis-
cussion the staff and the organisation have been interpreted as other. This
definition is made because of the climate in the group and the concern with
the staff in the organization. Another interpretation would have been to view
the entire discussion as a self-oriented discussion. The group takes an outside
perspective in their communication and the focus for the meeting is con-
stantly putting the children and their situation in the centre of attention.

The atmosphere is surprisingly positive considering the topic of the discus-
sion. It is important to note, though, that none of the cutbacks will hit the
participants personally. The meeting lacks clearly stated positive comments
in that the group is more focused on the task and at discussing the work of
the group. Even though the meeting is focused at discussing problems and
suggesting solutions, there are not many positive comments on the sugges-
tions. The positive support is at least not expressed verbally. From the ob-
servations, there was some positive body language, such as head nodding,
i.e. some sort of silent positive support. Unfortunately, these nonverbal be-
haviours were not systematically recorded in the field diaries. Figure 5 de-
picts the interaction pattern from the sequence.
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Figure 5 Interaction pattern: Discussing cutbacks in the staff

The graph shows the interaction pattern during the presented sequence.
There is an overweight of inquiry over advocacy, a major overweight of
other over self, and more positive than negative comments. The pattern indi-
cates that the group is mainly focused on exploring the situation of the staff
in the organisation and their current situation. The low score in advocacy
indicates that the group is in a problem formulation phase in which the prob-
lem needs to be explored before they can search for possible solutions. The
group is also mainly concerned with the staff situation, which is demon-
strated by the high score in the other category.

The main feature of the sequence is the way the participants explore the new
situation and what this will mean for the staff in the organisation. This ex-
ploration gives the meeting a rather unusual form, scoring high on both in-
quiry and other and low on advocacy and self. The usual pattern in the LIM
would be high on advocacy and self and low on inquiry and other.

Sequence three: Discussing the organisation of the staff

This sequence focuses on how the group conducts their meetings, i.e. the
structure of the meeting. The group organises the meeting by gathering
around a material and by having an open discussion climate.

When the meeting is supposed to start, there is still one person missing. The
head principal does not want to lose time and says: “we could reason a bit
regarding these surveys in order to use the time effectively”. The survey is
an internally developed survey targeted at measuring the work conditions
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and how the employees feel about the organisation. The survey on stress and
the work environment shows better numbers this year and there are less em-
ployees feeling negative stress this year than last year. There is also a higher
response rate than last year. The leader talks through the survey. After this
discussion they go through the protocol from the previous meeting and also
ask if there are any questions to take up at the end of the meeting. There are
ten persons present at the meeting.

Then the group responsible for marketing presents their new brochure pre-
senting the school as a socially focused knowledge school. This ends the
formal part of the meeting and the head principal says “now the discussion is
free”. With these words, they start the discussion of the new organisation for
the following year.

“Well, if you look at this material that you have got here, this is a proposal
on the new organisation. /.../ And now we will have a free discussion to find
a good way to go forward with this now.”

The leader goes on to explain some details in the material:
“Now you will need some time to look this through.”

“This is a working material only, so nothing is official yet. And we need to
think about how we release the information. I can say straight off that this is
a proposal based on the brain and not on the heart because we had to look at
where we have the expertise and to make use of skills in an intelligent way.
But here we have tried to assume that people are in the right place and it
means, as you can see, that there are some changes that we have to work a
little bit on.”

“It is impossible to find a justice that is one hundred percent fair. /.../ The
ambition of the management team has been to identify key figures that we
can use in a material when we are planning the organisation, and this was
one way [to do that].”

There is a short silence and then the leader says:

“So the idea now is to read. We can take a moment and read and ask ques-
tions. And again, no question is too dumb to be asked and all questions
asked, are asked in this room. We will then decide before we end the meet-
ing the way forward. And that is what will be in the protocol. Otherwise, we
could not have a free discussion in the development group.”

The group looks at the handout, containing mainly numbers, for a minute.
Then they start to ask the leader for more information:
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“I didn’t really understand what you said there in the beginning. You meant
that the percentage is different...”
“Yes, but it will be a different amount per pupil.”

They go on to discuss what the work groups look like and how many pupils
there will be in each class. There is also some confusion in the group regard-
ing the names of the employees on the list presented by the leader. One of
the participants explains the current work situation for one of the teachers in
her work team. The leader continues to control the discussion and the par-
ticipants signal that they want to talk by raising their hands.

Next, they talk about the different competencies among the teachers in the
groups. The leader is clear that they will never use teachers that are not
qualified to teach at their school.

Comments to the sequence

Leader behaviour — the leader presents a suggestion of the new organisation
of the school and gives a short introduction to the material before she opens
the discussion. The leader is clear that the solutions should be within the
given economical framework. During the sequence, the leader controls the
meeting. She also engages in longer explanations of the information given in
the handout.

Participant behaviour — The group keeps to the stipulated rule and the leader
encourages participation and new ideas by officially having free discussion.
This is a way of informing the participants that they are now allowed to ex-
press any opinions and to test ideas in this forum. The participants find many
questions to explore and the discussion jumps between different ideas, ques-
tions and suggestions. The group varies between trying out solutions and
formulating problems. Most of the questions are vertical questions from the
participants to the leader on the information in the handout and whether dif-
ferent solutions are possible.

Structure — The purpose of the meeting is to look at the organisation of the
staff and try to match this with the current economic reality of the school.
The group spent a short time to examine the handout which consists of time
specifications for the teachers and the other staff at the school. The leader
then announces that the discussion is free and that the group till try to find a
workable solution to the new organisation by engaging in an idea-generating
phase. The participants raise their hand when they want to speak.

The LIM interaction — The group participants come with many suggestions
and thoughts about the organisation. This is done both in the form of advo-
cacy and inquiry. The leader has encouraged this exploration of ideas and
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suggestions. The interaction moves between inquiry and advocacy and the
group shifts between proposing solutions and formulating problems and
questions.

Others are referred to in the discussion, mainly the children and how their
needs will be affected by the new suggested organisation. The group also
bases much of the discussion on the resources that are available. This could
be referred to the self-category. The discussion is centred on the school but
there is also ample room for the surrounding environment in the discussion.
The group is asked to think freely and to come with ideas during the meet-
ing.

The discussion takes place within a positive atmosphere although there are
not many clearly stated positive comments. Figure 6 displays the interaction
pattern from the sequence.
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Figure 6: Interaction pattern: Discussing the organisation of the staff

The graph shows the interaction pattern during the presented sequence. Bal-
ance between advocacy and inquiry exists at a high level, a slight overweight
of other over self, and there are more positive than negative comments. The
pattern indicates that the group is involved in both asking questions and
coming with suggestions. The centre of attention is on the staff and on the
pupils of the school (other). The balance in the dimension advocacy-inquiry
indicates that the group moves back and forth between formulating the prob-
lem and suggesting solutions.
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Summary of the findings in the Elementary school unit

The group has organised their meetings according a model in which the
same basic structure is used at every meeting. This structure seems to help
the group to balance inquiry and advocacy in their meetings. The group
starts with a round robin structure, where all participants contribute their
opinions. The structure during this part of the meeting is strict and formal,
i.e. no discussion is allowed, just opinions. In the next phase of the meeting
the group is open for discussion of opinions. Because the group has shared
their opinions in the previous stage of the meeting, the group now has access
to most of the knowledge and opinions that they need to solve or discuss the
problem at hand.

In the first phase of the meetings the group participants are focused on shar-
ing their view, i.e. advocacy. In the second phase of the meetings the partici-
pants focus more on exploration of different viewpoints and asking each
other questions on the discussion, i.e. inguiry. This is thus an example on
when the structure of the meeting helps the balance in the communication.

The meetings were formal and not just discussion meetings. A protocol was
always kept at the meetings. The assistant to the head principal took notes
during the meetings. Thus, the assistant did not have the opportunity to par-
ticipate fully at the meetings. The principal sometimes made short comments
to the one taking notes, saying, for instance, “write this in the protocol” or “it
is only necessary if you write...”

The meetings had some standing issues at the agenda that were discussed at
every meeting. These issues included comments on the previous protocol
and information from the group responsible for work environment. However,
at most meetings the information and fixed issues at the agenda were quickly
dealt with so that the meeting could proceed to the discussion and develop-
ment aspect of the meeting, which was the main purpose of the meeting.

In the dimension other-self there is also a balance at most of the meetings in
this group. This balance, however, is more of a “moving” balance depending
on the topic discussed at the meeting. In some discussions there is an imper-
fect balance towards the self-category. The topic and the purpose of the
meeting give different balances in the other-self dimension. When the group
discusses organisational topics there is an imbalance towards other.

The future-oriented perspective at the meetings helps the group to take an
outside perspective. To inqguiry about the future requires a more other-
oriented perspective. The self-oriented perspective, on the other hand, is
almost always focused on the history of the group. This temporal dimension
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of the model helps explain a lot about the communication pattern of this
group. The future-oriented perspective seems to come naturally for the
leader of the group. In the interview she expressed it as: “I plan to live in the
future and therefore I want to affect it”. The rest of the group has adapted to
this view and are used to talking about the future during the meetings.

The leader controlling the meeting has responsibility for letting everyone
speak their minds, which was done in an elegant way in this meeting culture.
Letting everyone share their views is a very effective way of getting every-
one’s opinions in the room. In this way all of the participants have at least
spoken once at every meeting. This way of organising helps the meeting
move forward and ensures that all contribute to the discussion.

The leader gave very clear instructions and made sure that they were fol-
lowed. She also made sure that they had enough time to discuss the problems
on a deeper level. If the discussion would stray, the leader put the meeting
back on track. The leader was also concerned with the way the time was
spent: she did not want to spend time on irrelevant things and she did not
want to wait for late attenders to the meetings. On one occasion (sequence
three), one of the participants was late because she had to attend to a pupil.
This was a legitimate reason for being late, but the leader proposed that the
group start with another discussion to make the most of their time. This
serves as an example of the getting-things-done approach used by the leader.

The leader of the group is task-oriented and therefore does not care much for
small talk. She could be described as a person that wants to get things done
and that wants to focus on solving and discussing the problems at hand. The
meetings of the group are structured to focus on practical and actionable
issues.

The leader in the group plays the following roles: functions as a reminder for
the group that it is allowed to talk and think freely at the meetings and func-
tions as a controller of the structure of the meetings. She is clear on when the
group is allowed to discuss issues and when they are not. This division be-
tween discussion and opinions helps the group to focus on the subject matter.

The culture of the elementary school has been developed for at least eight
years. The group has existed for about ten years but it took its current form
in the beginning of the 20™ century when the new head principal took over
the school. The participants of the group have changed over the years but the
core of the group is still intact. During the year of observation, no one left or
entered the group. This stability is probably important for the group and the
development of a well working meeting structure and form. Further, because
of this stability, the ground rules for the meetings were understood and ac-
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cepted by most of the participants. The norms of the groups were set and
developed. They had found a way to organise that worked well for the group.

The group worked in the same way at every meeting meaning, suggesting
that the participants accept and understand the ground rules for the meetings.
The principal has the function of conversation leader and guides the commu-
nication according to topic. The meetings are similarly structured and the
principal has a rather strict way of leading, but everyone is included in the
discussion. The structure is designed more to keep the discussion on track
rather than not letting everyone participate. Rules of the meetings are not
communicated verbally but all of the participants seem to be cognisant of the
rules and have accepted them.
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5. The Environment unit

Introduction

The Environment unit is an environment office of a medium-sized munici-
pality. The work of the unit consists of outside inspections of kitchens and
restaurants in the local area as well as tests taken on the toxic levels in the air
and ground. The work is guided by projects where it is decided which types
of inspections that need to be made. The unit is subdivided into three sub-
units handling different parts of the environmental control in the municipal-
ity. The office merged in 2006 with the office of city planning and city archi-
tects, and the new unit is referred to as the City planning and Environment
office. Earlier they were a stand-alone unit in the city municipality office.
The logic underlying the merger between city planning and the environment
office is that all new constructions in the municipality need to obtain a per-
mit from the environment office and get their environmental plan approved.
Much of the work done by the environment office also concerns the indoor
environment of the buildings in the municipality, such as measuring radia-
tion levels and checking ventilation systems. Thus, there is an organisational
logic underlying the decision to have the two units under the same organisa-
tional structure.

The group and the participants

The average group size during the observed meetings was eight persons. All
members had the same educational background (health inspectors). They
split their work time between taking part in inspections and writing reports
and filing. The larger group is divided into three subgroups: environmental
protection, health protection, and food inspections. The subgroups do not co-
operate or work together on a daily basis and the members of the different
subgroups are seated in different corridors at the office. There is, however,
large mobility between the groups where they change positions every now
and then.

The inspectors have a personal responsibility for planning their work and
have liberty to choose how and in which order they want to do perform their
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work tasks. The constraining factor is the timetable from the political side of
the organisation, where the inspectors have to report to the politicians mak-
ing the decisions at regular intervals. The work of the inspectors is regulated
by environmental laws, but there is still much room for the inspectors for
interpretation of the paragraphs in the law.

The group has office meetings every Friday afternoon between 13.00 and
15.00. The aim of the meetings is to share information and to co-ordinate
between the three subgroups. Because of the different inspections, it may be
that they do not see each other for a whole week. The observed meetings in
the group function as a possibility for co-ordination between the subgroups
and as an opportunity for the leader to spread information to the other mem-
bers of the unit. The inspectors report to each other what is going on in their
section. Sometimes the inspectors ask direct questions to the leader regard-
ing how to solve a work-related problem.

The participants of the group think that the meetings are important for the
group to see each other and get together, as well as to receive information
from the unit leader on recent and upcoming events.

“I like it here but I would like to work with other tasks. [The structure] here is extremely flat.
There are not many career opportunities. There are no possibilities to move up or advance.
Those who have left probably did not feel that they could develop here.” (Interview no. 23,
2008)

The venue of the meetings

The meetings take place in a small conference room in one corner of the
office building. The left-hand side and the front side of the room have win-
dows. In the corner of the room a paper flip chart is placed. No technical
equipment is used during the meetings. The observers are sitting in chairs
placed at the wall or at the table together with the group members. The
leader is always sitting at the short end of the table and the participants are
placed around the table. Some of the participants sit at the same place at
every meeting. One of the senior inspectors, for instance, always sits on the
left-hand side of the leader. Figure 7 gives an overview of the meeting room.
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Figure 7 The meeting room of the Environment unit

The meetings follow the same agenda every time and involved the following
phases:

Phases in the meeting

1. Gathering during small talk

2. Opening of the meeting and review of the protocol from the previous
meeting

3. Reporting and discussion from the pre-planned agenda; the leader informs
the group

4. Closing of the meeting

Most of the inspectors claim to be satisfied with their work and their work
situation, but there are signs of stress. In the employee survey there are sev-
eral inspectors pointing out that they are stressed and even one noted the
desire to change work. The fact that the inspectors are able to plan their own
work is an important factor contributing to the work satisfaction of the in-
spectors. Changing work roles from outside inspections to inside paper work
also contributes to work satisfaction at the office. The monotony of the eve-
ryday office work is broken by the field work and inspections. According to
one of the senior inspectors:

It is an independent work. /.../ I do my own planning. I decide how the projects will be run

and this means that I have to prioritise my work. Sometimes when you have much to do it is
extremely difficult, but it is an independent job with a lot of contact with other people. /.../
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You get to be a part of the entire organisation and take part in the planning process.” (Inter-
view no. 18, 2008)

The work and the subgroups are two aspects of the work of the office. Pro-
jects are started to target different areas in the municipality or different
branches such as schools and day care centres. The subgroups are important
because most of the everyday work take place within these subgroups. This
makes the subgroups cohesive and most of the development and planning are
done in these groups. The fragmented structure of the office makes the Fri-
day meeting function as a group building meeting more than a planning or
discussion meeting.

The unit has a flat command structure with one leader of the environmental
office. He in turn has one higher ranking person, the leader of the larger City
planning and Environment unit. The smaller subgroups have a leader, but
this is more of an organisational leader than a manager. This leadership is
also rotated on an irregular basis. For those inclined for advancement, there
are few options at the office. The possibility to control their work at the of-
fice is substantial however. Almost all of the inspectors believe that the best
part of the job is the freedom of self-organising and planning the work day.

Most of the inspectors are satisfied with their work and the meetings. They
found their jobs rewarding and interesting and the best part of their work is
the freedom to plan. Some feel that they have a stressful work environment
with little or no time for reflection. They must also constantly answer tele-
phone calls from concerned citizens. This has the effect that their work day
is fragmented and stressful.

The leader of the group

The leader of the group started as an inspector at the office and was then
asked to become head of the office when the previous leader left. He ac-
cepted the position, although he felt that the everyday work of being an in-
spector was more fun and rewarding than leading and administrating the
office. He tries to work as much as possible with his old job doing inspec-
tions and planning inspection projects: “I still do some inspector’s work and
that is the most fun part. I would not like to drop that part entirely.” (Inter-
view 1n0.19, 2008) The leader is well thought of among the other inspectors,
partly because of his humble and quiet nature. He did not have any ambition
to become the head of office when he was asked to take over the leadership
of the office. One reason he was asked to become the head of office was that
he was the inspector that had worked the longest at the office.
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The hardest part of being a middle manager was the time constraint and the
administrative part of the work.

“The hardest part with the work is the time pressure, the fact that you never catch up. There
are always things to be done that are waiting. You would like to do some things better but
there is no time. I am not very fond of administration and economy is the least interesting part
of my work.” (Interview no. 19, 2008)

The overall picture of the office is a workplace with independent inspectors
performing and planning duties on their own. There seems to be great of
pride in their work and this is also a source of stress. The inspectors have
difficulties in saying no to new projects and to calling citizens. In addition,
they work more than is required from them. This makes the Friday meeting
especially important because it creates a zone where all the inspectors at the
office can meet and create a feeling of belonging and togetherness. The indi-
vidual work and the fact that the inspectors can plan their work independ-
ently is a source of pride among the inspectors.

The previous leader did not share information with the inspectors. One of the
inspectors noted that the current leader of the group is “incredibly transpar-
ent, and he tells us about what is going on.” (Interview no. 18, 2008) An-
other inspector said that the leader of the unit was very good and that he
always supported the inspectors, both externally and internally in the organi-
sation. The leader was also perceived as being good at providing the inspec-
tors with the latest information about the organisation and current events in
the administration of the municipality.

Meeting sequences in the Environment unit

Sequence one: Working together as a group

This sequence is a typical meeting in this group. In this particular sequence
the leader plays the head role of the meeting by being both chairman of the
meeting and the person with access to information.

This meeting is the first observed meeting in this group. The meeting is an
ordinary office meeting in which the leader informs the group about what is
currently going on in the municipality and at the office. The leader follows a
pre-planned agenda for the meeting which is used at every meeting. There
are nine persons present at the meeting.
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First on the agenda is the previous protocol. The group looks at the protocol
and the leader says “if you want to add something, just tell me later.”

Then he moves on to a general information item: one of the municipal lead-
ers will be following the inspectors in doing an inspection. The inspector
responsible for this explains that he has been in contact with the municipal
leader:

“I have been in contact with him. He is hard to get in touch with. I had to
leave my cell phone number in order for him to contact me. I have been in
contact with a pizzeria for the inspection but I haven’t got any answer from
them yet.”

The leader gives information from the latest meeting with the leader group.
The city planning office has had a tough time handling their workload and
therefore:

“There will be a new full time employee at the city planning office”, the
leader says.

This is met with positive remarks from the group.

The leader tells the group that there has been some questioning regarding the
newly employed at the office. He says that personnel from other parts of the
office have talked about the employment. He says that it is ok to have differ-
ent opinions but if they had some real issues with the employment they
should talk with the one who made the decision. He ends the information on
this matter by asking:

“Do you have any comments regarding this matter?”

One of the inspectors answers and says that she thinks it was good that they
brought it up at the leader group meeting.

The leader then goes on with further information. They will publish a report
about a controversial issue in the municipality. The head of the office will be
the contact person in the errand if the media or private persons are asking
questions.

“We will get help and support with this report from the [university]”

“That’s good”

“Yes, it feels good. They are experts on this type of measurement and they
will give an objective estimation.”

“Will they be present at the hearing?”

“No... it’s not really decided yet. We have not received the report from them
yet. It will be published and made available on the Internet.”

The leader continues to give information. The activity of a day care centre in
the municipality is not following the regulations on day care centres in the
municipality. The leader says that the issue “has fallen behind the chairs
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between the city planning and the environment office because of manage-
ment changes at the office.”

“Is there any comparable case? I mean other centres that have these prob-
lems?”

“Are there other centres that have the wrong location?”

They discuss this issue.

“I have the errand right now and have been in contact with the manager of
the day care centre. | also promised to get back to her. Do you think I need to
anything right now or should I wait for the...” one inspector asks the leader.
The leader concludes this issue by saying, “I can contact her and explain the
situation. It’s a complicated errand, but now we have decided what to do and
it will be initiated by the city planning office.”

The leader moves on to inform the members on an appeal against a heat in-
stallation. The neighbours have questioned the permit to install heating. Ac-
cording to the leader this errand is unique for the municipality. The inspector
responsible for the issue tells the group in more detail about the issue. After
her presentation one of the inspectors says:

“It will be good to see what happens with such errands.”

Previously, there have been no such procedures. The leader notes that maybe
they should not ask the neighbours about such an installation. Other munici-
palities have different regulations regarding this matter. The leader ends with
saying:

“It is a peculiar errand.”

Then they quickly move on to the next item.

Comments to the sequence

Leader behaviour — The leader follows the pre-planned agenda employed in
every meeting. He starts with asking the group to comment on the previous
protocol and then he goes on to give information. The leader talks most of
the time but after his short presentations are finished, there are several com-
ments from the others. The leader does not engage in any procedural tasks in
the sequence apart from officially starting the meeting. He does not have to
distribute the word or ask the group to be silent. The group listens carefully
to the information given by the leader, commenting or asking questions oc-
casionally.

Participant behaviour — The participants take part in the meeting by com-
menting on the items on the agenda and the information that the leader pre-
sents. There are also a few questions. Several of the participants take part in
the discussion and have comments or ask questions. During the discussion
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about the day care centres, the responsible inspector asks the leader what is
expected of her. The leader answers that he will contact the city planning
and then come back to the inspector. This is clearly a work-oriented se-
quence at the meeting. During the discussion about the neighbours’ com-
plaint, the leader starts with presenting the special case and then asks the
responsible inspector if she wants to add anything. The inspector then offers
her version of the story, which is directly followed by comments from the
others in the group. It is similar to a mini case presentation, but without
problem solving. This is an example of how to give information in a more
interactive way than just reporting the facts. The group is involved in the
errand and they may have similar cases on their desks in the future.

The structure of the meeting — The purpose of the meeting is for the leader to
inform the group about current events and co-ordinate the work between the
subgroups in the unit. The meeting is structured like an ordinary meeting
with an agenda with standing items that are worked through at every meet-
ing. The leader follows this agenda for the duration of the meeting. The
meeting is organised with the agenda, a protocol, and one of the participants
is taking notes.

The LIM interaction — Participation is high at the meeting and there is con-
siderably interaction between the leader and the participants. There is mostly
advocacy taking place during the meeting but this type of advocacy could be
called positive or sharing advocacy. No one tries to advocate a view point;
rather, they are sharing information that could be useful. The participants
enter the discussion by asking for clarifications of the given information or
asking about their work situation. These vertical questions place inquiry at a
moderate level.

The group focuses on their unit and their work during the sequence. This
creates an imbalance in the other-self dimension.

The atmosphere is positive and the group reacts positively to the fact that the

city planning office will get a new full-time employee. Figure 8 shows the
interaction pattern of the sequence.
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Figure 8 Interaction pattern: Working together as a group

The graph exemplifies the interaction pattern during the meeting. There is an
imbalance in the dimension advocacy-inquiry towards advocacy at a moder-
ate level. In the other-self dimension there is a major imbalance towards self
over other. The atmosphere of the meeting is positive and almost no negative
comments.

The pattern indicates that the group mainly focuses on the internal affairs of
the unit during the sequence. The leader informs the group which listens
carefully and asks for clarifications. On some occasions, they enter the dis-
cussion with their own ideas or thoughts.

Sequence two: Discussing possible joint projects for the coming
year

This sequence has more interaction than a typical meeting in this group. The
participants engage in the discussion and are willing to both explore the
topic and contribute with their thoughts and ideas.

In this sequence the group discusses joint projects that are going to be
started. The projects are already funded and the only cost for participation
for the unit will be time. The unit has to decide whether they want to take
part in these joint projects. One of the participants tells the group of his ex-
periences of being part of this kind of project. He says that it takes a lot more
time than anticipated and that the end result of the project is often in the
form of a scientific report. There are nine persons present at the meeting.
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The leader gives the background and explains what it is about:
“There are environmental joint projects every year that one can sign up for if
one has the time and feels that it is interesting.”

The inspectors can either be project managers for the projects or they can
chose just to take part in the project. The project plans for the coming year
have arrived and the leader says:

“It is four different projects and I thought that we go over them to see if we
should join or not.”

Before he moves on to present the projects, he explains how the projects are
chosen in the previous stage. The first project: sound pollution from circula-
tion. The leader reads from the project description. The leader comments on
the project:

“It sounds quite complicated. It doesn’t sound easy.”

The others agree.

“Will we be involved in this project anyway?”” one inspector asks. One of the
participants has been part of a previous project so he is asked, “did it take
more time than you thought?” He says that it takes time but that they had
allocated time for the project. “But it is really instructive.”

The leader says “The question is interesting but...” “Should we leave that
project and decide when we know about the other projects?”” The group nods
and hums.

The next project is about service and conduct when performing inspections.
The leader reads from the project description.

“We have talked about these things and it is important.” /.../ “What do you
think about this project?”

One of the inspectors says that they are already good at communicating. The
leader explains that if there are not enough participants signing up for the
projects, they will not start. He also says that they can benefit from running
projects without having to take an active role.

One of the inspectors asks, “Is it expected of us to take part in projects every
year, or...?” The leader says that they are not expected to be part of the pro-
jects because there are so few projects running every year.

One of the inspectors explains that currently there are no demands to partici-

pate but that in the future there will probably be demands to participate in
the projects because the municipalities receive funding for the projects.
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The leader then continues the meeting by explaining the third project: cos-
metic products aimed at children. Such products have become increasingly
common in retail. The main idea of the project is to inform shop owners
about the products and their effect on children.

One of the participants says, “What?” when she hears the headline for the
project.

The leader continues to read from the project description, then asks for
comments, and receives the following reflections from the group.

“This should be done by us and this is an area which we have neglected.”
“But we have already planned the next year and we have no time for this
project.”

“How big is the problem?”

“This is not the type of project I would prioritise if I did a project next year.”
“I think we should wait.”

“[And] what would the end result from this type of product be?”

The leader tries to explain from the project description. And they decide to
read the last proposed project before they take any decision on participating
in the projects.

The leader continues, “I will take the last project as well.”

This project is about electric waste. There is a problem with theft from
dumps with electric waste. More specifically, old refrigerators are stolen and
then exported and sold in other countries. The leader ends the presentation of
the project by saying:

“Well the floor is open.” No one takes up on the invitation and the leader
continues. “If I can say what I think first. I don’t believe this is a problem for
us in this municipality.”

“If we should be part of any project, we have to feel like it is really the one
we want to take part in,” says one inspector.

“I would prefer to take part in a follow-up project [of the last project we took
part in] instead of starting new ones,” says another.

The group discusses the matter briefly concluding together that perhaps this
should be done by the leaders of the environmental offices.

The leader says, “I can bring this up as a request on next Friday [at the leader
group meeting]. /.../ If you have any ideas for next year’s projects, then give
them to me and I can present them next Friday as well.”

They next decide on the projects:
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“Let’s take a decision regarding the projects,” the leader says.

“It doesn’t matter what I think because I work with it,” comments one of the
inspectors.

“Of course it matters, everyone’s opinion is equally important,” the leader
answers.

The group leader of one of the subgroups remarks that they have discussed
their view on taking part in any type of joint environmental project.

“It sounds like a fun project.”

“Fun yes,” says the leader, “but it is not an easy project.”

“It feels like the project is on this level and that we are on another lower
level.”

“Let’s do like this,” says the leader, “do we want to participate yes or no?”
The group says, “No.”

“I interpret that as a no.”

Comments to the sequence

Leader behaviour —The leader reads from the description of the projects and
lets the group decide if they want to participate. The leader clearly shows
when he thinks the projects are of no interest to the group. Concerning the
projects he says, “I do not think that this is a problem for [our municipality]”
or “this seems like a very complicated project.” After the description of the
projects, they decide whether they are going to participate by answering yes
or no. They turn down all of the projects. The leader does most of the talking
during the sequence. The first project is met with many opinions from the
participants but when he asks about the other projects, the group is more
silent. The leader is the one who has both the detailed project descriptions
and the background to how projects are picked in the first place.

Participant behaviour — Participation is high and the members ask each
other questions (not just questions to the leader). Because one of the partici-
pants has been part of a previous project, he has experience from what it is
like. One of the other participants asks him about time allocation and work-
load when taking part in a project. At least half of the participators say some-
thing during the sequence. This horizontal interaction disappears during the
later stages of the meeting sequence, where the questions and interaction go
through the leader. The participants formulate the implicit and guiding ques-
tion for the sequence: Do we have time for these projects? One of the par-
ticipants states this more clearly: “If we should be part of any project, we
have to feel like it is really the one we want to take part in.” Thus, the pro-
jects are primarily examined from the viewpoint of time allocation. More-
over, the participants are taking responsibility for their own work situation
and the focus on the meeting. The participants focus attention towards the
time costs of the proposed projects.

106



The structure of the meeting — The topic of the sequence is the joint projects
for the coming year and the group has to decide if they want to take part in
these projects. This sequence of the meeting does not follow any special
form or agenda. The leader has decided that the group should decide jointly
to take part the projects. The participants are free to contribute during the
meeting sequence and they are not required to ask for the floor if they have
something to say. The leader asks the group what they think, or says, “The
discussion is free.” Before the group decides whether to take part in the pro-
jects, everyone has the opportunity to participate.

The LIM interaction — The purpose of the sequence is to determine whether
the group should participate in joint projects during the coming year. The
group explores various projects on the agenda to decide whether the projects
would be of interest. During the presentation of the projects, the participants
have time to reflect and think about the different projects. The group then
engages in inquiry. After a short presentation of the projects, the group is
given an opportunity to advocate their views on the projects. Positive advo-
cacy is used in the form of sharing important information. There are also
some positive comments on the projects and the project experience. Inquiry
is used both vertically and horizontally in the sequence. The first project is
especially met with substantial horizontal inquiry, indicating that questions
are not directed to the leader but to someone else in the group who might
have more information regarding how it is to be part of a project.

The other-self dimension is not directly involved in the discussion but there
are forms of using both other and self. Other is represented in the discussion
by other municipalities and other administrations in the municipality. Others
are not given any real role in the discussion but they do look at how other
municipalities have done. Both these examples, however, are indirect other
and indirect self. The focus is on deciding whether the group (i.e. self) will
have enough time and energy to take part in the projects. This balance be-
tween time and effort could be seen as the theme of the sequence. Self'in this
case is the thinking of one of the inspectors regarding time allocation and
planning.

The discussion is positive and everyone in the room is allowed to have an
opinion about the joint projects. At the same time, there are no positive and
supporting comments. There are also no negative comments during the se-
quence. Figure 9 shows the interaction pattern for the sequence.
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Figure 9 Interaction pattern: Discussing joint projects for the coming year

The graph shows the interaction pattern during the presented sequence. Bal-
ance can be found between advocacy and inquiry at a high level, an imbal-
ance of self over other, and a more positive than negative comments. The
pattern indicates that the group manages to keep the discussion focused on
both asking questions and advocating ideas on a high level. The imbalance in
other-self indicates that the group tends to be more centred on their own
perspective and their own time than on the interest of others.

Sequence three: Sharing information

In this sequence the group engages in a round robin to discuss events of the
coming week. This round robin allows the participants to take part equally at
the meeting. The structure thus sets the frame for the meeting.

The first part of this meeting contains a good deal of information from the
head of the office while the next part of the meeting consists of the part in
which all the inspectors share information with each other regarding their
whereabouts during the week and their plans for the coming week. There are
eight persons present at the meeting.

The leader asks the group to have a round robin discussion starting with the
inspector sitting adjacent to him. The idea of the round robin is to tell the
group what the coming week will entail for the individual inspectors. The
first inspector is going to leave the unit shortly:

“I am free Monday and I will pick up the keys for my new apartment. [The
rest of the week] [ will try to finish my open errands.”
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“Just tell us which they are. We can finish them” Another inspector says.

The inspector tells about the projects she is going to relinquish. The other
inspector says “just leave it.” The inspector says:

“I have to focus on the PCB. I have found routines for this but they are all
different.”

“Do you know how these errands are going to be archived,” the archivist
asks.

“I have made a system for finished errands they are marked with a crocodile.
It is not easy. I have so much to do.”

The leader makes a humming sound, indicating that it is time for the next
speaker. The inspector hurries in order to finish:

“So, to summarise: I have a lot to do right now. Ok, now it’s your turn,” the
inspector says while turning to the person sitting next to her.

The next person to talk is the newest inspector at the unit. He has just com-
pleted his degree. “I will have to leave early on Tuesday. I will meet with my
supervisor and will sign the papers for my apartment.”

Another inspector reports:

“I have a lot to do. We have to move the group meeting.”

“That’s ok.”

“I will try to finish errands and we will have a group meeting. I have to leave
early Tuesday next week. Wednesday [name of inspector] and I will go
through the archive.”

The next inspector is going to meet the social services department in the
municipality, as well as take part in an emergency education course. Leader:
“It is a good education I took part in this yesterday. They show you how to
detect and to put out fires.” Inspector: “and they show you how to lift.”

The inspector continues his presentation:

“I have to follow-up an inspection at a pizzeria and keep in contact with [the
leader of the municipal administration]. And I also heard that it is not going
to be any party on Friday.”

The inspector inviting to the party says, “You should be glad for that; it’s a
mess at my apartment.”

The last inspector says:

“I am just trying to finish things [before the holidays]. I have the fire educa-
tion course on Tuesday as well.” Then the archivist informs the group re-
garding the matter of invoices. Someone asks how the results were on the
archival test. The archivist says that there were some that didn’t pass. In-
spector replies, “That’s why I don’t dare to take the test.”
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Then the leader informs the group about his coming week. He will attend a
leader meeting. Then he asks the researchers: “Are you recording this?” The
researchers turn off the tape and the leader informs the group on some sensi-
tive matter.

Comments to the sequence

Leader behaviour — The leader is quite passive during the round robin ses-
sion of the meeting. On one occasion, he tries to urge the participants to be
shorter. This is done by a subtle “hum”. He listens to the information from
the inspectors and comments on some of the issues.

Participant behaviour — Participation and activation from the participants are
higher at this meeting than at previous meetings in this group. The meeting
has a lighter and more easy-going atmosphere than the previous ones. The
group is ready to ask questions to each other as well as to the leader. During
the round robin, the participants share information about their work week but
they also share information and thoughts on non-work-related issues, such as
when one of the inspectors are going to move and what they is going to do
over the weekend.

The structure of the meeting — The purpose of the round robin is to share
information and inform one another about the personal work for the coming
week. The round robin, which is a part of the fixed agenda, is performed at
every meeting. Usually, the round robin is short and informative, where the
inspectors tell the group when they are going to be on inspections or other-
wise unavailable at the office.

The LIM interaction — The round robin is naturally based in advocacy be-
cause of the informative character of the round. Advocacy is achieved in the
form of giving each other information. There is also considerable interaction
between the participants about what they are going to do the coming week in
addition to providing information.

During the sequence, inguiry is quite high in the form of questions. The
questions are more like clarifying questions, such as what did you mean and
who is going to do that. The participants are engaged in a joint exploration.
This exploration may be done in the name of self-interest because they want
to keep track of the things that the leaving inspector will leave behind. Still,
this exploration still sets a mark on the sequence design. The questions they
ask are directed toward each other, which may be interpreted as sharing and
showing interest in what they do.
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There is also a natural focus on self in the interaction during the round robin.
The discussion is focused on the group, what the routines look like, how to
file things and what the participants will do during the week.

Others are presented as passive and enter the discussion in terms of activities
the group will engage in; for instance, they mention places that they are go-
ing to inspect or persons that they will meet during the week.

Positive and negative comments were nearly absent in this sequence. The
spirit of the sequence, though, is positive. Figure 10 depicts the interaction
pattern from the sequence.

The Environment Unit Sequence Three

Advocacy
10 .8

Meg ative Inquiry

==zm=The Environment
Unit Sequence Three

Positive Other

self

Figure 10 Interaction pattern: Sharing information

The graph shows the interaction pattern during the presented sequence.
There is an imbalance towards advocacy over inquiry, a major imbalance
towards self over other, and more positive than negative comments. The
pattern indicates that the group shares information with each other by using
advocacy, but regardless they manage to engage in a discussion instead of
just reporting to each other, which is indicated by inquiry category in the
graph. The imbalance in other-self indicates that the group is more centred
on their own perspective and routines than on the interest of others. Because
the topic of the sequence is focused on reporting about their current job
situation an imbalance toward self'is to be expected.
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Summary of the findings in the Environment unit

The meetings in the Environment unit contain a good deal of information
and the fixed agenda makes the meeting rather stressful when every point of
the agenda needs attention at every meeting. This makes room for discus-
sions smaller and gives the meetings an imbalance towards advocacy, i.e.
there is no time to stop and think. The discussion focus on self and much of
the communicative playfield is taken up by advocacy and self.

The other mentioned and discussed at the meetings are often other munici-
palities and examples of how they do in different situations. Other can also
be the residences of the municipality. As mentioned above, the positive di-
mension is used but mostly for non-specific positive comments, such as “that
is good” and “good work”. There are few specific positive comments.

The leader acts as a classic managerial leader in the sense of controlling the
meeting and giving information to the group. The leader has the information
advantage over the group and the participants use the meetings as a means of
getting to know what is going on at the unit and in the municipality.

The participants engage the leader in vertical inquiry during the information
session of the meetings. They ask for more information and details concern-
ing their own work. A typical vertical question by a participant to the leader
is, “Do I need to..?” During some of the sequences, the participants engage
in more horizontal inquiry by asking each other questions and sharing ex-
periences with each other. One good example of horizontal inquiry is when
one of the participants tells the group about his experience from a joint pro-
ject. This is an example of when the meeting functions as an opportunity to
share information with the other inspectors in the unit.

An important purpose of this meeting seems to be to keep the group and the
office together rather than to discuss any real problems or develop the office.
The sub-groups at the office have their own meetings for planning and de-
veloping their work. The large office meeting is apparently more for social
importance than for work reasons. The inspectors thought that they needed
the information given by the head of the office and that the meeting was a
good place to catch up on what the others in the office were currently doing.
One of the inspectors expressed this and said very clearly that if the observed
meetings had been the only ones at the office, he would not have been happy
with the situation. Now he thought that the office had a good meeting struc-
ture with one smaller group and then the whole office on Fridays. He
thought that the office meetings were good but that they did not give much
per se to the everyday work of the inspectors. Nevertheless, it seems as
though it is good for the general atmosphere of the office to have a gathering
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with all of the inspectors and to obtain some information on what is going on
in the office and in the municipality.

The assumption taken from the field of POS — that meetings have a relational
purpose (cf. Dutton & Ragins, 2007) — fits well in this group. The group uses
the meetings to get together and to build and probably maintain the relation-
ship between the different parts of the office. The meetings are work-
oriented but with a relational twist. The group shares information on big and
small issues at the meetings. Considerable information is conveyed at the
meetings, but for the large part it is such information that could be distrib-
uted through other channels. The fact that the meetings take place in the end
of the week during the last working hours of a Friday afternoon probably has
an impact on the energy level at the meetings.

The Environment office is divided into smaller groups and the only time
when the whole office meets is at the Friday meetings. These meetings have
an affixed agenda and all items are discussed at every meeting. The meetings
are led by the head of the office, who dominates the meetings in terms of
time. The meetings consist mostly of information from the head of the office
concerning current events at the office and in the municipality. Sometimes
they also discuss and plan coming events such as teambuilding days. But
most of the everyday planning takes place at the lower level in the organisa-
tion among the different sub-groups at the office. Participation at the meet-
ings varies and it is mostly the leader and three participants who talk during
the meetings. The others come with shorter comments and questions but
rarely with any real ideas. The communication is centred on advocacy and
most of it is coming from the leader of the group. The participants ask some
questions but mostly in order to clarify an issue rather than exploring new
territories. The meetings serve a function in terms of creating a feeling of
togetherness at the office and learning the latest news around the office.
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6. The IT unit

Introduction

The IT unit is responsible for hardware, software, and support in a medium-
sized municipality. The professionals working at the office are divided into
two main categories: system and support technicians. The system technicians
have a longer education and the main responsibility for databases and other
software issues. The support technicians are responsible for manning the
helpdesk at the office as well as handling hardware and support with print-
ers, etc. The systems technicians are often required to help the support side
with manning the helpdesk and solving hardware problems in times of stress
and high workload.

The office went through a reorganisation about a year before the observa-
tions started. The structure of the office changed and the current leader
started to work at the office. According to some of the technicians, the reor-
ganisation caused some turbulence in the office but that the result was a
more transparent organisation. The organisation is flat. Part of the senior
staff meets together with the leader in a development group that has respon-
sibility for resource and long-term planning and priorities for coming pro-
jects. The flat organisation also implies that there are few possibilities for
employees who want to take on management roles.

The group and the participants

The IT unit had three types of meetings in their organisation. Unit meetings,
which were those that we observed, were held every Tuesday morning be-
tween 8.30 and 10.00. At these meetings, the entire staff of the unit were
present. The systems technicians had their own meetings on Thursdays and
the support technicians had their separate meeting on Mondays. According
to one of the systems technicians, these meetings presented the opportunity
to raise more specific issues and to discuss problems in the workplace.

Lack of time is an important problem at the unit. Many of the technicians
feel stressed and unable to offer the best technical solutions to the clients
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because of lack of time. The main problem for all of the systems technicians
is the insufficient time to complete a project as they would like. They always
have to finish projects quick because they must start with the next project.
Sometimes they know that the customers will come back in a couple of
weeks and ask for some other things that they did not have time to finish or
do the way they had preferred. One technician says, “[Y]ou would like to
have the opportunity to do more [...] to avoid having to take care a problem
coming back to you later.” It is also important for the technicians to have a
good relationship with their customers, “otherwise they make up their own
solutions”.

Much of the working hours are spent on acute non-pre-planned errands. One
of the system technicians said:

“The work is changing and I have responsibility for different types of system. /.../ Sometimes
it is stressful because it is so much going on at the same time. The most difficult part is to get
the overall solution as I want it to be.” (Interview no. 11, 2008)

The best part of the job, according to the systems technicians, is that the
work contains many different tasks and the work days vary. They also find it
stimulating to learn about new solutions and new systems and to understand
how these new systems work. The technology is in a constant state of
change, which means that the technicians have to learn new systems quickly
to stay abreast of the rapid technological advances. This challenge is de-
scribed as one of the challenging and stimulating aspects of working at the
office.

The venue of the meetings

The group held their meetings in their break room, which had a whiteboard
at one of the walls. The room was furnished with sofas that stood along the
walls and a larger table in front of the whiteboard. There were some arm-
chairs in the same material and colour as the sofas. The participants and the
leader took a place in the sofas during the meetings. The group sort of
formed an open square in the room sitting in the sofas at the walls. The ob-
serving researchers sat at one end of this open square next to the exit door.
The leader was often sitting in the sofas at either the long end or at the short
end of the room. Figure 11 displays the meeting room.
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Figure 11 The meeting room of the IT unit

The group used to gather for office meetings once a week to inform the
group regarding the week and update them on current events in the munici-
pality. One fixed point on the agenda was the “grade” the unit had achieved
the week before. This grade was based on how many errands the unit had
solved during the week and on how many that were left unsolved. The quota
between solved and unsolved errands resulted in a grade for each week. The
unit usually had good grades every week, except for the third week in august
when the school started and most of the staff in the municipality returned to
their jobs after their summer vacation. During these weeks, the group had
many incoming errands and therefore unable to solve all of them resulting in
a lower grade. The leader was clear to explain that the grade did not take into
account how many incoming errands the unit had had during the week. It
was only a measure of how many of the incoming errands that the unit had
solved during the week regardless of the number of errands. Accordingly,
they could accept a lower grade if the number of incoming errands was
large.

The meetings in the group were altered at the start of the observational se-
ries. To achieve more active participation from the group the leader changed
the meeting form, calling the new meeting for meeting dialogue. This meant
that the meeting changed from an information meeting into a meeting with
more focus on the voice of the participants and on discussion. The meetings
followed the same basic pattern whereby the leader introduced the topic or
topics of the day (usually two topics to be discussed separately). On some
occasions, the leader asked someone to start or even started the meeting by
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presenting her own reflection on the topic. The average group size during the
observed meetings is twelve persons. The meeting consisted of the following
stages:

Phases in the meeting

1. Gathering during small talk and breakfast

2. Leader opens the meeting and introduces the topic(s)

3. Discussion or information

4. Closing of the meeting

The unit had their office on the ground floor in the large municipality main
building. This is where most of the administration of the municipality had
their offices. The blinds were down to avoid sunshine on the computer
screens. This gave at the office a sort of dark ambient. The unit was also
responsible for the handling of hardware in the municipality and thus it had
to store a lot of boxes containing everything from computers to paper for
their printers.

One person had to man the helpdesk telephone during the meetings. This
meant that this person had to leave the meetings to answer incoming calls.
There was no one that could answer the door during the meetings. Because
the office contained valuable hardware and sensitive information, there was
a closed door to the office that only could be opened by the right access card.
Thus, when the doorbell rang during the meetings someone had to get up,
leave the room and open the door, and then come back again to the meeting.
At the worst times, this happened more than five times during a two-hour
meeting. This was an obvious disturbance to the meeting and the group lost
focus on their topics when someone had to leave every now and then to an-
swer the door. Whenever the doorbell rang, there would also be a discussion
about who should get up and answer the door. These interruptions took away
time and energy from the meetings. The problem with the helpline could not
be as easily solved. The group is required to have the helpline open between
8 am and 4.30 pm all working days.

The leader of the group

The leader of the IT unit had a background from the city council sector, a
sector that organises the health care in Sweden. Her professional background
was as a nurse. She started as leader of the IT unit after the reorganisation in
2007.

“The most fun part is to help people develop. To be able to make a difference. I think that is
cool. To have the power to influence and make a difference. The hardest part is to get people
to do the things we actually have decided on. To get every person to understand why we
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should do something in a new way. Then there is always someone who says that they continue
to do things like they always have done.” (Interview no. 21, 2008)

“I think it is easy to take decisions and formulate goals. But to really get people to understand
and to change is not easy. But it is real cool when you are able to change. I know what you
can do and what capacity you really have.” (Interview no. 21, 2008)

According to some of the participants, since the new leader of the unit ar-
rived in mid-2007 there has been a better structure at the unit and the em-
ployees have been given more opportunities for taking courses. The new
leader has tried to tear down the invisible wall at the unit between the sup-
port side and the systems side. They refer to this as “the wall”. One major
difference in working is that all the employees at the unit have one day when
they are responsible for manning the helpdesk. Some of the systems engi-
neers thought that for them this was a waste of knowledge and resources in
that their knowledge and time could be better spent somewhere else. How-
ever, a different perspective than that of the systems engineers is that it could
be a way to include everyone more in the work of the unit and to build a
more help-like climate. Earlier in the history of the unit, some of the techni-
cians have been working very individually and there has been no overall
responsibility at the unit. These two issues (lack of responsibility and the
invisible division between the groups) have been the two major focuses of
change taken by the new leader.

The group changed over the observation period and some new persons were
employed. The main issue at the office, which was discussed at several
meetings, was the balance between giving service and support and handling
the databases and software of the municipality. The office had a double mis-
sion: handling the day-to-day support of the municipality and related com-
puter and information issues. The task that took the most time and personnel
resources was the helpdesk because it had to be manned every day during
working hours and the problems most often were acute.

The place for the IT unit in the overall municipal organisation has changed
from time to time. Some of the employees note that it is annoying that the
upper management in the municipality never seem to be able to make up
their mind. Earlier, the unit was organised into a stand-alone IT unit, but it
has now been moved back into the service part of the municipality admini-
stration. This service and consultancy office involves several administrative
functions (e.g. personnel, wages, and telephone switchboard). IT units in
public sector organisations are often outsourced in that the IT section is
rather easy to outsource without any real problems. This is a constant threat
for the in house IT office. The technicians did not seem to be worried about
this problem of outsourcing. At least it was of no immediate concern to
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them. One of the system technicians thought that the municipality did not
really see how much an outsourced IT unit would cost and what they would
be missing in service of not having an in-house IT unit. Most of the inter-
viewees say that this no longer poses an actual threat. The last time discus-
sions about outsourcing were held at the top level in the municipality the unit
managed to present detailed estimations of the costs for such an outsourcing.
These calculations showed that it was cheaper to do things in-house. Ideo-
logically, there could be motives for outsourcing, but this did not seem to be
a major concern.

Meeting sequences in the IT unit

Sequence one: Discussing the distribution and administration of
personal computers

In this sequence the group engages in an atypical discussion. The group dis-
cusses a technical problem by setting up the discussion in special structured
way.

There is some small talk before the meeting begins. The leader welcomes the
participants. She says that the meeting will be different from other meetings,
because they have not agreed on a theme for the present meeting. Instead,
they have two discussion items and some short information items. There are
eleven persons present at the meeting.

The leader starts the meeting by giving information on some items. She ends
the information part by asking:

“Is there anyone else who feels that they need to talk about something before
we move on to the first discussion item?”

Then they move on to the first discussion item on what kinds of routines are
needed in order for the office to be able to keep track of the PCs. The leader
introduces the topic and asks the group:

“Should we keep the current routine or should we try something else?”

The leader turns to one of the technicians and asks:

“I think you had a suggestion?”

“Yes, I am trying to remember what it was.”

The technician proceeds to give some background to the case. One school
received 50 PCs and the problem is how the customers are going to sign that
they have received the machines. One suggestion he had thought of was that
the technicians check the inventory button in the internal computer system
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when the equipment is delivered and installed. One of the other technicians
tries to make sense of the case:

He asks, “What is it all about? Is it about the inventory record, that you want
an acknowledgment that they have received [the computer], or is it that they
oppose that they have received the equipment?” He continues:

“Then it [seems to me to be] two separate problems. The inventory record is
one thing and the signing from the customers is another.”

According to the leader, the main problem is the register of the inventory
and how to keep track of the machines in the municipality.

“In the end it is really about the inventory ledger because it is there that we
pick up the information.” says the leader.

The discussion continues: the inventory should be the responsibility of the
customer. The leader steps in and says that there are two problems:

“You’re absolutely right that it’s two problems or questions. One is that the
inventory ledger is correct and the second is that we get a signature that
someone has brought the equipment to the customer.”

Suggestion one: One of the technicians suggests that “the customers could
sign for it when we deliver and then we’ll store the signed papers in a
binder.”

This is met with objections:

“It must be more like a store”

“It will be a lot of paper”

“It will be become quite difficult in practice”

“Paper is not going to work [...] it will trace out in a month.”

They do, however, agree that it has to be some sort of receipt for the custom-
ers to sign that they have received the machines. They decide that the paper
method is no good.

Suggestion two: The senior technician comes with a new suggestion to cre-
ate a receipt in the already existing system.

“It’s a really interesting thought. I think, but what do we do when they don’t
respond,” says the leader.

She also raises concerns what will happen if the customers ignore the mail
and do not answer. The leader also says that it would be easier for the unit to
create an internal routine than to get the employees in the municipality to
change their behaviour.

Suggestion three: one of the support technicians makes a suggestion:
“Some kind of a read receipt-- that you have read the email when you have
closed it. Couldn’t that work?
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One of the technicians replies, “That will not be so easy I think.”

Another technician says that they have to be better at registering the ma-
chines in the inventory register.

The leader tries to sum up the discussion and asks, “Do we have any other
ideas? The current routine is [...] to create a separate case for each PC. [...]
It requires that you enter the inventory record each time and that you have
the right information and that we handle it correctly every time. But do we
have any other ideas? We seem to agree about what is not going to work.
Paperwork, no. Okay, do we have any other ideas?”

In the present situation they have to create one errand per PC when they are
delivering to schools, which calls for substantial administrative activities.
One of the support technicians says that there has to be some registration at
the actual time the PC is out. Another of the support technicians says that
they need to have more self-discipline at the office. The problem is the siz-
able time gap between the actual installation and the registration of the in-
stallation in the inventory register.

Suggestion four: one of the systems technicians offers a new suggestion:

“Is it possible to build in a feature in the errands [in the computer system]?”
This would mean a function in the errand that automatically links to the in-
ventory register when the errand is closed.

The senior systems technician answers, “No, that will be a bit tricky I think.”

The leader once again tries to summarise the discussion.

The leader says that it should be possible to go into the inventory register
and check the computers.

“Does it feel like an impossible thing to do,” she asks rhetorically.

“What we are talking about is really the livelihood of the unit [...] we lose a
lot of money when we don’t have control over our equipment,” the leader
says.

The senior technician says that when you click on inventory it means that
you confirm that the information standing there is correct. One of the sys-
tems technicians comes with a new suggestion:

“Every time you click on the inventory button, an e-mail is sent to the person
responsible for inventory.” Thus, the customer has to answer the mail if they
have not received their machines.

The leader suggests, “We can make the feature such that if no one answers,
we assume that the information is correct.”

This suggestion gets support from the group:
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“Smart!”

“It’s a good idea, a real good idea.”

The leader asks, “Is there anyone who would be willing to write down this
new routine and send it out and put it in the [internal computer system]?”’
The senior technician takes responsibility for this. The leader ends this part
of the meeting by saying:

“Great, are we pleased with this solution?”

“Yes.”

“Really pleased,” the participants answer.

Comments to the sequence

Leader behaviour — The leader takes a passive position in this discussion.
She takes an indirect part in the discussion by listening and observing. If one
of the participants falls into monologue mode, she restarts the discussion by
summarising the suggestions thus far. She also acknowledges the first sug-
gestion from the group by saying “this is a really interesting suggestion”.
This encouragement is important to get the meeting going and motivate the
participants to contribute with ideas. The leader exercises her leadership in
this sequence by prodding the group forward and avoiding long drawn-out
monologues or with ideas that cannot be solved. She seems to want to have a
solution to the problem but seems to prefer that the group comes up with a
well working suggestion on how to do it. The leader thus plays an important
role in the discussion by trying to clarify the issue and providing support.
She does not have to distribute the floor or remind the group about the form
of the meeting during the sequence. In this respect the discussion is self-
driven.

Participant behaviour — The interaction moves between the participants in
the meeting room. Several of the technicians come with different sugges-
tions. The first suggestion is not supported by anyone, not even the leader.
The second is met with support from the leader. The leader, however, moves
on and problematises the suggestion. A third suggestion comes from some-
one else in the group, but this suggestion is met with a negative reaction
from another participant. Almost all of the participants are now taking part in
the discussion. They are quick to dismiss some of the suggestions in the
discussion. When the discussion about a possible solution starts, there are
many of the participants taking an active role in trying to solve the problem.
The participants ask a few horizontal questions but most of the queries come
from the leader. The participants talk directly to each other during the dis-
cussion without using the leader as mediator.

Structure of the meeting — The meeting takes place in the lunch room and the
participants are seated in sofas and armchairs. The topic of the meeting is
how to organise the distribution of PCs in the municipality. The current sys-
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tem is working satisfactory. This is a practical- and problem-oriented topic.
It is possible to advance a new practical solution to the problem. There is no
agenda for the meeting, i.e. the leader presents the topic of the meeting and
she takes notes during the discussion. The discussion had the form of a
group discussion. The initial ideas from one of the systems technicians is
tested and discussed by all participants. The word is free, everyone who has
an idea is allowed to contribute and no one has to ask for the floor. The dis-
cussion is based on the presentation of one of the systems technician.

The LIM interaction — The ideas suggested at the meeting could be consid-
ered both inquiry and advocacy. An important exploration that takes place
during the sequence is in the beginning of the discussion when a participant
is concerned that the problem in question may not be clear. This sets the
stage for the rest of the discussion. Two of the proposals are expressed as
questions rather than assertions.

Most of the advocacy is done by providing information and offering sugges-
tions for different solutions. Some of the advocacy has an exploratory nature
in which the group tries out ideas and proposals generated by the partici-
pants. The participants offer proposals that are then tested in the group.
Some ideas are rejected fairly quickly, whereas, others are explored further.
With two exceptions, the group rejects an idea by using advocacy instead of
being negative.

Other are presented indirectly and as a passive other. This is a counterpart
that the group has to relate to. Others are referred to as “the customer” or as
“they”. Later in the sequence the other is starting to have a will (“what do
they think™), and even a little later with a vested interest in the department’s
work routines.

The beginning of the sequence is centred on the group and the discussion
concerns the group’s needs and the procedures that the group must follow to
make everything work. The proposals are about what they can do to solve
the problem (self-centred focus). The discussion is about that they need to
keep track of the computers are and who has them.

When the group has come up with an idea that they think works, there are
several participants who believe the solution is good. These are clearly posi-
tive comments: “It’s clearly an interesting idea, I think”, “Smart.” “It's a
good idea, pretty damn good idea.” Negative comments are heard mostly in
the form of rejecting the suggested solutions, but this could also be viewed
as a form of advocacy. Figure 12 shows the interaction pattern for the se-
quence.
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Figure 12 Interaction pattern: Discussing the distribution and administration of PCs

The graph shows the interaction pattern during the presented sequence.
There is a balance between advocacy and inquiry, a slight imbalance towards
self over other, and a trend towards more positive than negative comments.
In all, the pattern shows that the group manages to keep the discussion fo-
cused on asking questions and advocating ideas. The group almost manages
to balance other-self at a high level, indicating that the clients of the group
are given an active part in the discussion. The passive leader behaviour al-
lows the other participants to contribute to the meeting. The participants
engage in a conversation with each other and the discussion is probably
helped by the concrete topic of the meeting. This is an example of when the
structure of the meeting combined with the behaviour of the leader allows
good collaboration in exploring a problem. The meeting had a balanced in-
teraction pattern in the LIM and it also resulted in practical solutions to the
discussed problem.

Sequence two: Discussing “soft” issues

In this sequence the leader plays a major role. She engages the group by
asking questions on a topic that the group is not used to discussing.

The group gathers in the lunch room under some small talk when the group
first forms. One of the technicians is going to the doctor and he they talk a
bit about the doctor’s appointment. The small talk subsequently subsides and
after a short silent pause the leader says, “Ok, should we begin? /.../ Today,
we are going to talk about our work environment and how we prioritise our
work tasks.”
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The leader points out that there have been some thoughts among the techni-
cians on the group’s past work environment. The leader also says that “today
I would like to put on the pressure and force you to participate more and ask
more questions.” This is a reaction from the feedback from the researchers
from a previous meeting. The group barely used the inquiry category at the
previous meetings. Now the researchers have encouraged the leader to try to
get the group to ask more questions during the meetings. There are eleven
persons present at the meeting.

The leader starts the discussion:
“Let’s start. I will try to take notes during the discussion. What do you think
about the work environment today? Is there anyone who wants to start?”

At first, there is a brief silence and no one likes to be first. Then, one of the
techs says, “I think we have a good work environment and it is getting better
and better.”

“How was it before?” one of the techs ask.

“It was the classic thing with us and them.” This is referred to as the wall in
the office.

“I feel the wall has been torn down: good work by us,” says the leader says.
The leader goes on to asks, “What can we do to make [the work environ-
ment] better.

“We could help each other. And we could be better at cleaning the office. It
is a way to show commitment. [...] It is not the cleaning of the office that is
the idea.” One of the techs says.”

Two of the techs engage in a discussion about the cleaning of the office
space.

“We need to be more open and talk to each other about what is expected at
the office.”

The Leader says that it is of course hard for everyone to be available every
time we clean the office. She then asks, “Is it important to show commitment
for the work environment?”

“Yes,” someone answers.

“Why?”

“In what other ways can you show commitment for the office?”

“You could take an interest in what the others are doing.”

“Anything else?”

This is met with silence. The leader asks the previous speaker:

“What do you mean with taking an interest?”

“To be interested in what they are doing and asking about new things.”
“What makes you committed or not in your work?”’
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“We should share our knowledge more and give more feedback and encour-
agement to each other. It is to share knowledge in the small things,” one of
the support techs says.

Leader:

“The work we are doing with goal orientation, is this good for the environ-
ment? It’s perhaps a leading question, but what do you think, does it help
that we are working with goals?”

A senior tech says that it is important with goals for the commitment at the
office. Another tech says that the most important thing with commitment is
that it benefits the individual or the group, or preferably both.

Leader: “Does it feel like it [benefits us]?” This is followed by a short si-
lence. Then the tech asks, “Are you asking me?” Leader “hmm” Tech: “Yea,
sure, in certain aspects, in other aspects, no.” Leader: “ok.” Silence again.
The tech does not want to say anything more about this matter. The others
try to get him to explain more: “What aspects are you thinking of?”” “I didn’t
understand what you said. Can you develop this a bit?”” The tech says that he
does not have any concrete examples. Leader: “I think that most people are
committed when they have flow.”

The leader goes on to ask about the fitness program at the office and in the
municipality: “What do you say about the fitness — is that good for the com-
mitment?” One of the techs says, “It is easier to communicate with each
other at work if we are doing things together outside work as well.

Comments to the sequence

Leader behaviour — At the outset of the meeting, the leader explains that she
is going to take notes during the discussion, which suggests that she will take
a passive observant role during the meeting. During the sequence, the leader
asks many questions: “How does it feel?” “What do you think?” “Does any-
one have an opinion about this?” “What do you mean?” However, many of
these questions are met with silence. The leader tries to take a passive posi-
tion listening and taking notes. At the same time, she is very active in asking
questions and asking the participants to explain what they think. On one
occasion during the sequence and again at the end of the sequence, the leader
summarises the discussion. When two of the participants get too involved in
the issue of cleaning, she steps in to get the discussion moving again.

Participant behaviour — The participants have had no time to prepare for the
issue. The focus of the discussion is on how they are cleaning the unit and
how important that everyone lends a hand in this cleaning activity. The dis-
cussion is focused on ideas that arise in the minds of the participants during
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the meeting. The group is not that keen on answering these questions and the
discussion reverts to a discussion on the cleaning of the unit and at which
times the group is supposed to gather to collectively clean the common areas
of the office space. The first time the leader asks how they feel about the
work environment she is met with silence. She reiterates the question and
finally someone answers that the climate is good and improves all the time,
indicating that that the participants have not prepared the question or that
they are unwilling to share thoughts on this matter in a group setting.

The structure of the meeting — The topic of the meeting is work environment.
The headline, or discussion topic, for the meeting is formulated as a ques-
tion: “How can we contribute to a good working climate?” The participants
have not had any time to prepare for the topic and this may be one explana-
tion for the weak response and the long discussion about cleaning the office.
The basic form of the sequence is that the leader introduces the topic, asking
the group about their opinion. The meeting starts with the leader trying to get
some input from the group on the first agenda item, namely the work envi-
ronment at the office. She has to ask the group several times before the dis-
cussion gets underway.

The LIM interaction — The interaction is dominated by advocacy from the
technicians and attempts of inquiry from the leader. The discussion seems to
be bound to these two categories during the sequence.

Most of the utterances made during the sequence are statements of advocacy.
The leader asks many questions, which may be interpreted as inquiry, but
they are mostly controlling questions or short questions. Thus, the frequency
of questions is high during the sequence. The participants engage mostly in
advocacy, at times they engage in horizontal inquiry. In fact, all of the ques-
tions asked by the participants are horizontal questions during this sequence.

The discussion is focused on self, which is natural given the topic of the
discussion. The category of other is never used during the discussion. An-
other missing category is positive comments, which is not used during the
discussion. Figure 13 shows the interaction pattern from the sequence.
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Figure 13 Interaction pattern: Discussing “soft” issues

The graph reveals that both advocacy and inquiry are at a moderate level. In
the dimension other-self there is a major imbalance towards self, indicating
that the focus of the discussion is centred on the group and the views of the
participants in the group. This discussion did not involve the other category.
In the positive-negative dimension the group tends to be more positive than
negative.

The discussion in the sequence puts the focus on the difference between
frequency of statements and the amplitude of the statements. There are many
questions asked during the sequence but with low amplitude, and most come
from the leader. The same goes for advocacy category; advocacy is mostly
advocacy with low amplitude. The leader tries to get the group motivated but
it is either a commitment of the participants or the genuine interest of the
leader that is lacking. Something makes this sequence more imbalanced than
normal. The meeting has an imbalanced interaction pattern and the group
seemed to be stuck in a probing phase with no concrete solutions offered.

Sequence three: Discussing the task and mission of the group

In this sequence the participants contribute with their thoughts on the devel-
opment areas of the unit. They explore and problematise their current work
situation.

The group is gathered in the lunch room and seated in the sofas around the

room. The group consists of twelve people and the leader is seated in one of
the sofas on the long side of the room. This is the first meeting that is ob-
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served in a group situation and the leader has started the meeting by intro-
ducing the researchers and the topic of the meeting. The group is supposed
to discuss the development of the office and how they can handle the mis-
sions from the politicians and from their customers. Everyone present says
their name and function at the unit and they also add what they think is im-
portant to discuss regarding the missions.

The leader explains the purpose of the meeting: “The purpose is to talk and
to come up with concrete solutions. Concentrate on how it is now and how
we want to have it in the future. The goal is not to do as we always have
done; the goal is to create something new. We need to work leaner.”

One participant asks, “Is the goal to be leaner or what is the goal?”

“The goal is to have lean deliveries.”

The leader goes on to summarise the opinions of the techs:

“I'You all said that] things happen that disturb [the daily work]. I would like
to know more about this. Does anyone have an idea, what are these other
things?”

“Things that do not work.”

“Acute events that need to be taken care of.”

One participant says, “We have to stop believing that it is unique. /.../ Pro-
jects that are finished continue to create work.”

Then he gives examples of things that have happened and what they should
prioritise. The leader hums and takes notes. One of the support technicians
adds that:

“It is common that the system spooks and that this spreads.”

The support technician continues to explain that it is a complex environment
they are living in:

“We cannot control all of the variation that we have. We live in a spook en-
vironment.” “These disturbances take resources.”

The leader summarises:

“What you are saying is that we have a high factor of disturbances?”

One participant says, “The tasks that are not planned take most of the time
and resources.” Another gives an example of an acute errand and ends with
saying: “Couldn’t someone else have done that?”

“I think we focus [too much] on the missions which makes normal work
unplanned.”

The leader hums. One of the support technicians suggests that they should
plan with larger margins. The leader returns, “I hear what you are saying. It
is important we are able to say no. It’s possible that the current balance be-
tween mission and support is wrong- that’s possible.”
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The leader continues to ask about the present situation:

“But the planning we have today, does it feel correct? That we plan the ac-
tivities: that we have support. Does it feel correct?”

“We are lacking future orientation.”

“I thought that we should work with the operations.”

“We are not yet.”

One of the support technicians says rhetorically, “Have we planned for the
workload we have today?”

The leader answers, “I don’t know, what do you think?”

“It does not seem like it. We are in a transition period right now. What is it
that is so surprising?”

“No, there is nothing that is surprising. We have uphill right now. I don’t
think that we should start the discussion by saying that we should have more
people.”

Then they leave the subject of more personnel and the leader asks the group:
“The running of the unit: do you have any ideas regarding this matter?”

“We have focused too much on missions instead of working with the tech-
nique in a smart way.”

One of the support technicians says, “We should work parallel with tech-
nique and missions.” One systems technician adds, “We cannot forget the
technique.” The support technician continues:

“It takes energy not knowing what lies behind things.” He suggests that the
customers should be informed beforehand and that the information between
customers and technicians should be better. One of the system technicians
says, “You cannot prepare for everything.” And “we have to take things as
they come, when they come.” The system technician adds, “We should dis-
cuss the technique more.”

The leader then returns to the issue on the meetings that the group had de-
cided to have:

“The meetings that we decided to have, support meetings and systems meet-
ings, what happened with them?” One systems technician answers:

“They drowned in the missions.”

“What did we decide? Does anyone remember? And where should we report
from these meetings? /.../ I wonder why these meetings have not been con-
ducted. Is it the time constraint or the fact that we do not dare?”

One technician answered, “There have been other things to do.”

Comments to the sequence

Leader behaviour — The leader introduces the meeting’s topic. During the
meeting, the leader asks the group questions regarding clarifications. The
leader also summarises the discussion at some points during the meeting.
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The leader does not have to encourage participation or keep track of the peo-
ple during the meeting. Except in the beginning of the meeting, the leader
takes a passive role during the meeting. However, when necessary, the
leader steers the meeting by asking questions to get the discussion back on
track. This is done either by asking a new question on the topic or by picking
up on one of the previous topics and asking the others what they think. The
questions asked by the leader are directed towards the whole group and not
towards a specific individual.

Participant behaviour — The participants are mostly communicating with the
leader during this sequence. The discussion goes to and from the leader.
Sometimes the participants agree with the other participants and repeat what
the others have just said. The participants are sharing information with the
group by giving examples of occasions when the missions have not worked
out when the workload has been too large. The participants are quite passive
during the sequence. There is no discussion going on in the room; rather, the
members of the group share thoughts and insights. The meeting is dominated
by a few technicians who do most of the talking together with the leader.

Structure of the meeting — The purpose of the meeting is to share ideas on
the current and future work situation of the unit: how could they work differ-
ently to avoid acute errands and always solving crises? This topic is thus a
development topic. The meeting has no prepared agenda and there is no sec-
retary. Instead, the leader takes the notes during the meeting. The partici-
pants do not have to ask for the word in order to speak and they take turns in
speaking, addressing most of the discussion towards the leader. It seems that
the group is in the beginning of a discussion on change and development but
that they have to establish some sort of present state first. One of the systems
technicians tries to raise the issue of number of people at the unit and that
more people may need to work there. The leader, however, thinks that it is
too early to talk about employing new people before they know if there are
other possible solutions.

The LIM interaction — The main dimension used during the sequence is ad-
vocacy. The group is giving information and offering opinions on the situa-
tion. The participants are discussing with each other, not just the leader. The
leader is asking many questions, which activates the inquiry category of the
LIM. The entire topic of the meeting is formulated as a question: “How is
[the work situation] today and how do we want to have it in the future?”
None of the participants manages to capture the second part of that question.
The participants are not asking any horizontal questions and one of the par-
ticipants asks the leader a question.
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The discussion is mainly focused on self in the other-self dimension. Cus-
tomers, seen as other in the LIM, are mentioned during the sequence but
mostly as examples on how the group should work towards the customers,
not what the customers might think of the units work.

Positive-negative is a rather silent dimension during the sequence. There are
no positive remarks at all, and some of the more rhetorical remarks regarding
how the unit should work may be regarded as negative. Still, in general the
discussion is neutral in relation to the positive-negative dimension of the
LIM. Figure 14 shows the interaction pattern from the sequence.
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Figure 14 Interaction pattern: Discussing the task and mission of the group

The graph shows the interaction pattern during the presented sequence.
There is an imbalance towards advocacy over inquiry. The advocacy cate-
gory is at a high level and the inquiry category at a moderate level. Most of
the inquiry is done by a single person (i.e. the leader). There is also an im-
balance towards self over other, and more positive than negative comments.
The pattern indicates that the group does not manage to balance questions
and suggestions, although the topic involves thinking into the future. The
participants in the sequence are trying to explore their current work situation,
which is primarily done by giving information and suggesting that their
technological environment is complex and unpredictable. The interaction
pattern is quite far from the ideal LIM interaction pattern. However, the se-
quence serves as a first attempt to describe the current situation and the prob-
lems that the unit is currently facing.
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Summary of the findings in the IT unit

The interaction pattern in the LIM seemed to depend on the subject matter
and the behaviour of the leader. When the group had topics that were con-
crete and that the participants found interesting, such as the problem solving
topic with the administration of PCs, the interaction became more balanced.
However, when the topics were unprepared or when the leader tried to en-
gage the group through asking questions, the interaction had a bias towards
advocacy. The same could be said about the participation rate at the meet-
ings. When the group was allowed to discuss topics that they found interest-
ing, the participation rate was quite high, but when the leader requested that
the group to have opinions on different soft issues or strategic issues for the
unit, the participation rate was lower and the interaction moved slower in the
room. The interaction often took the path through the leader during the meet-
ings in such discussions and the participants did not engage each other in any
horizontal inquiry. Instead, the interaction started at the leader, then moved
slowly to someone in the room, then back to the leader, often with a long
silence in between, and then out into the room again. In more concrete dis-
cussions the interaction moved more quickly and in a more complex pattern
than in the other discussions. On these occasions, the participants talked to
each other and not to the leader. These discussions also showed a different,
more balanced, interaction pattern. On such instances, the leader took a pas-
sive role, which allowed the participants to take a more active part in the
discussions.

The leader had prepared a series of development topics that she wanted the
group to discuss but the group’s understanding of these topics was rather
low. The group did probably not feel secure enough to talk about “soft” top-
ics in a formal meeting without preparation. At the closing interview with
this group, some of the technicians said that they would have preferred to
prepare the topics in smaller groups in order to verbalise their opinions. They
felt that the meetings were an insecure arena for unprepared opinions. The
leader wanted the meetings to be development meetings in which different
topics on the unit were discussed.

When the interaction pattern is balanced in the LIM the group is able to
move forward on the issue at hand. This is for example done in sequence
one. On the other hand the interaction pattern suffers when the group en-
gages in discussing issues that are new to the participants, such as softer
issues. In these situations the interaction pattern becomes imbalanced to-
wards advocacy and self.
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7. The Municipality management group

Introduction

The Municipality management group is made up of the highest non-political
leaders in the municipal hierarchy. The group meets for a one-day meeting
every month to discuss current events in the municipality and common pro-
jects. The group is made up of managers from the municipal administration,
chiefs of staff, and vice presidents of the three municipal companies. The
administration leaders are responsible for the different parts of the municipal
administration, such as the school or the culture administration. The group is
led by the municipal director, who is the highest ranking non-political ad-
ministrator in the municipality. The group answers to the politicians of the
municipality.

The group and the participants

The group consists of non-political administrators and several of the manag-
ers are relatively new in their posts, ranging from about two months to two
years. The leader has been in his current post for one year when the observa-
tions started. The average size of the group during the observed meetings is
twelve persons. Although the group has existed for several years, the compo-
sition has changed and the group is relatively young and still developing.
Many of the participants are new and are still looking to find their role in the
group. The daily work of the administration leaders consist of management
tasks concerning their particular administration. One major responsibility is
the staff of the administration and the keeping the administration within its
budgetary frame.

During the year of observation, the group went through some significant
changes in work form. From the third meeting and onward, they used more
break-out groups and engaged the participants more actively in discussions.
These meetings were led by the operations development manager in the mu-
nicipality who wanted to get information and suggestions on the new ERP
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system®. Having smaller sub-groups worked very well for this group. These
smaller sub-groups had 3-4 participants and they reported back their findings
to the larger group after about 20-40 minutes of discussion. This form was
also used when discussing issues on the organisation of the bureaucracy of
the municipality.

Later the group decided that they needed to change their way of working and
that the group was too large for having constructive discussions. Therefore,
they created a smaller group which prepared the discussions and developed
specific ideas to be tested in the larger group. The smaller group met in the
morning to discuss issues on the work of the municipality and then they re-
ported their conclusions to the larger group in the afternoon. The idea was
that the small group should prepare the decisions by reducing options and
that the larger group should be part of the decision-making process.

One of the participants describes her view of the meetings:

“The [meetings] were much more dynamic in [the previous municipality I worked in]. In this
group /.../ it has kind of been a lot of one-way communication. We just sit and listen. But
now when we have created the smaller group, I think it will be better.” (Interview No. 41,
2009)

“It depends of course on us who are sitting in the room but it possible that the questions have
not been conducive to discussion. It has been a presentation of more or less complete matters.
There is no need to discuss a matter when the decision is already made. And then sometimes
the fact is that the [leader’s] leadership style does not invite discussion. (Interview No. 41,
2009)

Working in a municipal organisation means that the non-political administra-
tors have to follow and obey decisions made by the elected politicians in the
municipality. According to one of the participants, the relationship and trust
between politicians and the non-political administration is working well in
the municipality:

“For me, I see the immense trust in the non-political administrators that you have here. This is
an on-going discussion in every municipality, the division between politicians and the non-
political administration, but here the line is a little narrower than it is in many other places.
The [politicians] do not interfere as much here as they do in other [municipal] organisations.”
(Interview no. 36, 2009)

¥ Enterprise Resource Planning -system
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The venue of the meetings

The meetings had an agenda that was distributed to the participants before-
hand. The overall aim of the group is to gather all the leaders in the munici-
pality on one occasion monthly to share information and discuss the future
of the municipality. The meetings focused on information often with one or
two outside guests that gave a presentation on varying issues in the munici-
pality.

The group held their meetings at two locations. One room was used as a
conference room in one of the municipal administration buildings. This room
had a large oval table in the middle, a white board at one short end of the
room, and chairs for visitors and listeners along one of the walls. The room
had windows on one long end and on one short end of the room. The room
was located on the ground floor. The leader was sitting at the short end of
the table in a chair that had a larger back than the other chairs in the room. In
front of the leader was a chairman’s gavel. The observers were sitting along
the long side walls. Figure 15 shows the first meeting room of the Munici-
pality management group. (This room was used in the sequences discussing
the new municipal culture house and showing disinterest in external guests.)
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Figure 15 The first meeting room of the Municipality management group

One of the participants describes the problem with the meeting rooms in the
group:

“The leader sits there [points to the leader’s chair at the short end of the table] and then we are
sitting here in a row. And the other [meeting] room [we have] is a disaster. It is hard, I think,
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to motivate discussion and dialogue when the leader is sitting on a podium and the rest of us
sit around like this. I usually try to sit on one of the short ends so that I can at least see the
others.” (Interview No. 41, 2009)

When the group meets for one-day sessions, the day is divided into two
parts. During the morning hours, the group follows an agenda prepared by
the leader of the group while the afternoons are devoted to a more thematic
discussion, often on some particular issue in the municipality or listening to
presentations from invited guests. This type of meeting has been running for
about one year, with the group meeting regularly every fourth week during
the spring and fall. An example of points from this agenda is the presentation
of current events in the different administrations in the municipality.

Phases in the meeting
1. Gathering during small talk
2. Opening of the meeting and introduction by the leader
3. Discussion, reporting, or small group discussions
4. Closing of the meeting

Some of the participants questioned the purpose of the meetings, i.e. if they
only were there to listen to information, they could spend their time at other
places using the time in a more constructive manner. The aim of the meeting
was to co-ordinate between the administrations, share information with each
other, and get support from one another, particularly when dealing with de-
manding issues.

The leader of the group

The leader had a background from the Air Force where he had spent a sig-
nificant part of his working life. When he retired from the Air Force, he went
into the city council sector working as a vice president of a large hospital. He
subsequently moved to the municipal sector working as a school leader for
almost four years in the same municipality he is now leading. His back-
ground is thus as a leader and administrator with a firm background in the
public sector (governmental, city council, and municipality).

The leader says that leading large organisations in the public sector is quite
similar and the only big difference between the air force and municipal sec-
tor and city council is the inertia of the public sector.

“A difficulty encountered in both the city council and the municipal world is that there is

inertia in the organisations that is not found in the military. If an officer said that now we’re
going to do like this, the officer knew that it would happen like that. But it does not work like
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that either in the city council or in the municipality. In these sectors you have to recruit people
to do things. You cannot order them to do things.” (Interview no. 28, 2009)

The leader says that “being city manager is like any other job: it becomes
what you make of it. /.../ The challenges we face are about the same as those
you face as a manager in any organisation.” The leader has actively tried to
develop the group:

“What I have been working actively to try and change since I took over is the relationships
and function of the group. I have the help of a consultant and we are still meeting with this
consultant twice a year in two-day sessions. We call these meetings for training camp and we
continue working with issues regarding group dynamics and group processes in order to get
everyone to feel confident enough in the group to be able to express their views freely. /.../
They should feel that they can express their opinions without being blamed or criticised be-
cause of their ideas and opinions.” (Interview no. 28, 2009)

Meeting sequences in the Municipality management
group

Sequence one: Debating the new municipal culture house

This sequence is a typical meeting in this group. The leader initiates a debate
or discussion which is then performed between two of the participants.

The meeting has started in the morning and the observed sequence starts the
afternoon part of the meeting. During the mornings, the group usually has a
fixed agenda and in the afternoon they discuss a selected theme or topic. The
morning part of the meeting contains information from the different admini-
strations in the municipality and the discussion of common projects.

The meeting takes place in a meeting room with a huge oval table. The
leader is sitting at one of the short ends of the table in a chair with a larger
back than the other chairs in the room. A gavel is lying at the table in front
of the leader. The group consists of ten municipality administration manag-
ers.

This sequence is from the round robin part of the meeting. The group has
met during the morning and that morning part of the meeting ended with the
round-robin but they did not finish it. They are now back from a lunch break
and during the lunch the leader of the group, the culture leader, and the
school leader had had an informal discussion on the new culture house in the
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municipality. The leader thinks it would benefit the others to hear and take
part in this discussion. The municipality has received money from a celebrity
to sponsor the new culture house.

The leader finishes his presentation of what will be going on in the afternoon
part of the meeting by saying:

“So that is what we will discuss in the afternoon. But we are not really fin-
ished with the discussion that we did in the morning because we were talking
about [the new culture house] when we broke for another subject and maybe
we should finish it. Everyone was not included in the discussion we had on
the way to lunch today.”

“No, now I do not... Help me where to start with this” The culture leader
says.

“We talked about how [the culture house] was planned really and how it
ended up on the investment side.”

“Yes, yes, to tell this from the beginning /.../.

The culture leader gives a description and the background of the project,
explains that the project has created a moving carousel in the municipality,
and that the project is beginning to grow. The cultural leader checks with the
leader during his presentation to determine whether the information he gives
is in accordance with what they talked about during the lunch break:

“Is that correct?”

The leader answers with a “hum”.

“The money that we have received comes from the investment plan and a
half million from [the celebrity]. Is that going to be enough for what you
want to do or has this half a million, which you’ve already got, created an
expectation of more money?”

The cultural leader affirms that the expectations on the project probably are
higher now than they were from the start. The school leader then steps into
the discussion. He is involved because it is his responsibility to man the cul-
ture house with teachers and recreational time staff. He says, “The most im-
portant thing now is to establish what we are going to do and which kind of
activity we are going to have in the house.”

“Yes.”

“Is it not?”

“Yes.”

“And, we have not done that yet.”

“No we haven’t, in...”

“So what we are talking about now... it is two activities that will become
one and we do not know if it is the same or if there is a new activity or some-
thing. So step one now is to investigate what we need to accomplish in the
coming year.”

“Yes.”
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He also says that the culture leader has to act on already taken decisions and
at the same time keep his eye on the new culture project. The problem for
the school leader is that some of the personnel changes have to be done be-
fore the end of the year in order to be able to be saved in this year’s budget.
The school leader asks control questions to the culture leader. The culture
leader is not able to answer these questions and the school leader continues:
“So you don’t have to leave that house for at least a year?” The culture
leader says that they rent the old building for one year at a time and that it
would be capital destruction to keep the house without activity in it. The
school leader changes from his confrontational style into a more reflective
one:

“I just think that it is important for us to take it in the right order.”

The school leader says that the politicians already have decided that they do
not have enough money to keep both of the houses. The culture leader says
that this is correct, but that they also have decided to keep some of the activi-
ties and move them to the new building. The culture leader asks the school
leader if he is following the reasoning:

“Are you following me?” The school leader asks.

“Well, well.” The culture leader answers

The leader steps in and does a summary of the discussion:

“Is it like this that you want to check the possibilities of getting financing
from the school and social administration?” The culture leader answers, “I
am not looking for /.../ money.” The culture leader wants a staff that are
trained in recreational centre pedagogy and the school administration can
help him with this part.

“This part we can help you with /.../ you just have to decide before the end
of the year what your activity is going to be like,” says the school leader.

They decide that they are going to discuss the matter in the strategy group of
which they both are part. The discussion ends after this and the group is si-
lent for a moment. The leader then says, “Mm, well, but it sounds like it is
primarily your challenge [name of culture leader].”

“Yes, yes,” the culture leader answers.

There is another short silence, and then the leader says, “[name of the city
architect] did you have a question?” The city architect just wondered if they
had not already decided on an activity because they have been approved a
building permit from the architect’s office. This is confirmed by the culture
leader.

At the end of this part of the meeting, the leader sums up the discussion once
more:
“Then this will be an errand for the strategy group?”
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“Yes.”

“Yes.” The culture leader and the school leader answer and the school leader
adds:

“Then we are in agreement.”

Comments to the sequence

Leader behaviour — The leader presents the agenda and the topic of discus-
sion for the afternoon session. He helps the presentation by asking a question
that pertains to the expectations on the cultural house. The leader steps in
twice during the discussion, first when he wants to clarify if the culture
leader wants more funding, and second, when the debate/discussion has
slowed down. He also steps in to summarise the outcome of the discussion
with one sentence.

Otherwise, the leader is not actively participating in the discussion but he is
actively monitoring it. This monitoring can be seen by the way he steps in
and summarises and by the fact that he keeps track of the ones in the group
who want to ask question or make suggestions. The leader is thus not sitting
idle but is actively monitoring the group and the discussion. The leader nods
and hums at some point and some of the other participants also hum. The
leader is both active and passive at the same time. He is not taking part in the
discussion thus in this sense is inactive. However, he is active because he
monitors and steers the discussion. The reason for the discussion to take part
in front of the big meeting is that the issue regards several other leaders in
the municipality, such as the city architect, the technical leader, and the so-
cial leader. These persons are affected directly or indirectly by the new cul-
ture house. The leader takes part in the discussion by asking questions and
keeping track of the others who want to speak.

Participant behaviour — The participants are mostly spectators because the
discussion does not involve them directly. The discussion is mainly con-
ducted between the culture and school leaders. The others are following the
discussion and some ask questions on certain issues. Ten people present in
the room and during these twenty minutes of discussion seven persons make
at least one verbal utterance. The cultural leader gives his presentation and
the others listen. The school leader steps in because he has a stake in the
project. He says that they have to look at the problem more systematically.
The participants are mostly silent, except for the ones taking part in the ac-
tual discussion. From the audiotape, it is impossible determine whether they
are idle, taking notes, or following the discussion actively. Nevertheless,
they do respond when given an affirmative question, but only in the form of
an acknowledging hum.
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The structure of the meeting — The structure of the meeting is formal. The
participants take turn in speaking and have to ask for the floor through the
leader. There are only a few interruptions of the person speaking, suggesting
that for the most part the participants show respect for the person on the
floor. The formal structure of the meeting, asking for the floor and letting
everybody have their say, not only slows down the discussion but also inhib-
its spontaneous suggestions to solve problems. However, because the discus-
sion does not concern them directly and that they do not have all the avail-
able information, they are less likely to try to come up with solutions. What
would have happened if they would have presented the discussion in the
form of a case to be solved instead of a discussion between the school and
cultural leader? Perhaps the group participants would have been more will-
ing to contribute suggestions and ideas to the school and culture leader.

The LIM interaction — Inquiry is used in two ways in the discussion: to af-
firm that the others have received the message or that the message was pre-
sented in a correct way and as inquiry into the nature of the project. The
main dimension during the discussion is advocacy in the form of presenta-
tion of a background and giving possible solutions.

Other-self is always hard to measure but the discussion involves some other
perspective. However, the problem is largely framed as a self-oriented prob-
lem involving several of the administrations in the municipality. To summa-
rise the sequence, the communication is mainly done using advocacy state-
ments.

The discussion is neutral in terms of observable positive or negative com-
ments. No one comments on the suggestions of others by either affirming
them with positive comments or rejecting them with negative comments.
Some of the affirmative sounds (such as “humming”) could perhaps be in-
terpreted as positive comments. Figure 16 depicts the interaction pattern
from the sequence.
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Figure 16 Interaction pattern: Debating the new municipal culture house

The graph shows the interaction pattern from the sequence. The dimension
advocacy-inquiry is at a moderate level and there is a slight imbalance to-
wards advocacy. There is a major imbalance towards self over other and
there are more positive than negative comments. The pattern indicates that
the discussion centres on the interests of the participants and the group and
that the type of advocacy is at a discussion level, i.e. the amplitude of the
utterances is moderate.

The discussion is typical for this group in many respects. The group uses a
formalised structure of their meetings resembling a similar structure of the
entire municipality administration. The formality of the group and the form
of the meeting room slow down the pace of the meetings and reduces of
most of the participants from participators to spectators.

All of the LIM categories are at a moderate level, except for the self category
which is at a high level. The leader controls the discussion during the se-
quence by summarising the debate so far and asking questions. Most of the
participants are not directly involved in the discussion, which lowers the
score in several of the categories. The leader initiates the discussion and
helps the participants to follow the discussion but this does not help the fact
that most of the participants are not involved and they have no opinion or
stake regarding the question. The result of the discussion is that the other
participants are made aware of the issue, but the discussion does not result in
any concrete ideas from the group on how to move forward on the issue.
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Sequence two: Showing (dis)interest in external guests

In this sequence the participants are exploring the information given by an
outside presenter. They try different approaches to make sense of the presen-
tation.

This meeting follows the structure of the first example in this group. The
observation starts in the afternoon and three external guests present different
ideas to the group. The first is a guest from the health project group that is
co-operating with municipalities in creating open air rehabilitation. The
leader of the group asks the three external guests to introduce themselves.
They are representing a health project and will present the idea and give
some background to the health project. After they introduce themselves, the
leader asks the group to present themselves. At the same time, one of the
representatives of the project passes out a list so the participants can sign
their name and e-mail addresses. The group then presents themselves by
stating their name and function in the municipality organisation. There are
eleven persons present at the meeting.

One of the representatives presents the agenda for the presentation and the
pre-tests that were done for the project. It is a health project focused on the
nature and health and rehabilitation of persons on sick leave. The representa-
tive tells the group that several persons have started to develop these services
in Sweden.

The representative starts to wrap up and summarise her goals of the project.
The project is supposed to create employment and create an opportunity for
the residents of the municipality to have access to nature. The technical
leader takes the word and says, “We are already working with that.”

“Mm, I know that.”

“We do everything to get people out in the nature. Uh, the economy for this-
is that...”

“That’s not really established yet.”

“But what kind of support would we as a municipality get from you?”

Before the project representative is given an opportunity to answer, the
leader interjects, “It will not cost the administration any of their own money
to participate in this. It will be entirely funded by the Board.”

The environment leader tells the group about some of the current projects in
his administration. They are presently working on a project to make the na-
ture parks in the municipality more easily accessible for the residents in the
municipality. He also suggests that they try to link these two projects with
each other to avoid working on the same thing.
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The representative of the project suggests a round robin where the partici-
pants discuss their thoughts on project. This is met with silence from the
group. The school leader then takes the lead and asks, “How many other
municipalities are represented in the project?” The representative names the
different municipalities in the area that are represented in the project. The
school leader then asks if they want the same type of schools to be repre-
sented in every municipality or whether it is enough with every type repre-
sented in the overall project. The answer is that the project does not need all
types of school in a single municipality to be represented. This is met by
silence. After a brief period of silence, the leader asks about how rehabilita-
tion is connected to the project in that health is one of the main goals of the
project. The personnel leader also asks about rehabilitation. The social leader
does not want to buy any welfare services from the project, but says that they
may be interested in using nature more for their own administration.

The school leader reports that he has been involved in the pre-study phase of
the project.

“What I need is a little more specifics of what is expected of those who pro-
vide these project teams. I still feel like it’s a bit fuzzy if you are suggesting
that we should buy or sell these services or whether we will provide the con-
cept that someone else buys. It’s not... I still don’t know really what it’s
like.”

He wants much clearer information on the project and what is expected from
the administration if they decide to take part. The representative answers that
the idea is that the school could buy services for pupils that need training. As
she sees, it the school would be the buyers of the services. The school leader
answers that if this is the case, then the reason for his administration to take
part in the project would be to make sure that the sellers understand the task
and deliver what they are expected to deliver. He is still wondering what is
expected from his municipality and clearer information overall regarding the
project:

“What is expected from us?”

The school leader decides to take part in the project but the technical leader
is reluctant. After the presentation is finished, it turns out that it is more than
just a presentation of the project. It is also a sales pitch to participate in the
project, which the leaders have to decide whether to take part in the project.
The leader of the group pushes for participation by summing up the rather
vague promises from the participants and saying that the municipality now
has decided to be part of a working group in this project. The leader of the
technical administration says that his administration has too much going on
anyway and that they do not have time to take part in yet another committee
or working group. The school leader wants to take part but he has some criti-
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cal questions related to the presentation and he feels that what is expected
from the participating administrations in the project is unclear.

Comments to the sequence

Leader behaviour — The leader takes his role as leader, presents the group,
and asks the external guests to present themselves. After the presentation, the
leader encourages a round robin discussion where the municipal managers
are asked to how their administration could fit into the project. This forces
the participants to at least contribute something to the meeting.

Participant behaviour — There are only two of the participants who are ac-
tively taking part in the discussion, namely the school leader and the techni-
cal leader. The rescue officer steps in to explain about the youth fire brigade.
The participants are asked by the leader to say a few sentences about what
they think of the issue.

The structure of the meeting — The meeting is used to have an external pres-
entation and three external guests are standing at the short end of the large
boardroom table in front of a power point screen. The rest of the group is
located around the table with the leader sitting at the opposite short end of
the external guests. After the presentation, the group is allowed to ask ques-
tions, but because they do not seem to be very interested in the topic, the
questions are mostly from the external guests to the participants.

The LIM interaction — When the presentation is over and the rest of the
group has a chance to talk, the LIM is starting to give indications in other
categories than just advocacy. The technical leader starts by first using advo-
cacy and then follows up with doing real inquiry with respect to the possi-
bilities of the project and the funding of the project. The questions from the
group show in the LIM and this makes this sequence almost balanced in the
advocacy-inquiry dimension. The questions need closer examination before
we can tell how they are explored by the group. The questions in this se-
quence at least have the functions of activating the group and exploring the
theme of the meeting. The representative is not always able to give a clear
reply to the questions and an explanation for this will be given in a later se-
quence when the aim and scope of the project are put to the test.

The discussion thus moves in the advocacy-inquiry dimension. The other
categories are not used as much. Most of the inquiry in the sequence is con-
nected to self; the questions asked are about how the project will be relevant
for the administrative leaders and their administrations.

The participants are engaged in both polite inquiry and critical inquiry while
examining the propositions of the external representative. The question
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about funding could be seen as critical inquiry. The school leader uses in-
quiry as a way to focus on the weak point of the presentation — what is ex-
pected of the administrative leaders if they decide to take part in the project.

There are not many positive comments during the sequence and some of the
answers from the administrators may be interpreted as sarcasm. This passive
hostility shows in the negative category of the LIM. Figure 17 shows the
interaction pattern from the sequence.

Municipality Management Group
Sequence Two

Advocacy
10

MNegative Ingquiry
== fAunicipality
Management Group
Sequence Two
Positive Other

Self

Figure 17 Interaction pattern: Showing (dis)interest in external guests

The graph shows the interaction pattern of the sequence. The meeting has a
slight imbalance towards advocacy over inquiry, a major imbalance towards
self in the other self-dimension, and balance in the positive-negative dimen-
sion.

The interaction of the sequence scores low in all of the LIM categories, ex-
cept negative category which is higher than usual for Swedish meetings. The
sometimes ironic comments to the external presenters and the irony given in
some of the questions to the presenters give a higher score in negative cate-
gory than usual. The score in the other category is at a moderate level based
on the participants’ lack of engagement during the sequence. The partici-
pants are trying to make sense of the presentation by asking the external
guests questions. The interaction pattern is balanced but at a low level and
the result of the discussion are vague promises from some of the administra-
tion leaders.
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Sequence three: Trying to solve an organisational problem

This sequence differs from other meetings in this group. In the sequence the
group explores an organisational problem presented by one of the partici-
pants. The structure of the meeting plays a major role for how the meeting
sequence unfolds.

The group forms in the morning during small talk. The leader stands at the
front desk waiting for everyone to take a seat. The small talk settles and the
leader says good morning. He asks one of the researchers, who is new to the
group, to present himself. He then remarks that today’s meeting is about
salaries and the new organisation of the municipality staff administration. He
further notes that he cannot take part at the meeting because of an acute per-
sonal matter. He explains what has happened and that he must immediately
leave the meeting. He says that he will not be able to concentrate at the
meeting anyway. One of the participants says “go”; the leader says “thank
you” and leaves the room. There is some mumbling in the room and one of
the participants asks, “What do we do now, who will take over?” Because
the two first items at the agenda are prepared by persons in the group the
personnel leader suggests that those responsible for these items take over the
meeting.

After a few minutes of silence the group decided that they still could have
the meeting, as well as discuss almost all of the agenda for the day. Someone
in the group asked for leadership and that someone else should run the meet-
ing. However, the group settled on letting the person that had the main re-
sponsibility for the current agenda lead the meeting. This arrangement re-
sulted in that three persons came to dominate the meeting. Some of the pres-
entations lacked proper preparations but in general the participants managed
to improvise well despite the absence of the leader.

The group begins the meeting without the leader present. The sequence is
mostly information from the personnel leader. This would qualify as almost
a pure form of information giving. The personnel leader is well prepared and
does not seem to be inhibited that the leader is not present.

The group consisted of thirteen participants and despite its size, the group
managed to keep their established meeting practices.

The group returns from the coffee break. There is some small talk while the
participants take a seat. The leader of one of the municipal companies says
that he has a case that he wants to discuss with the group. There are twelve
persons present at the meeting after the break. The case is already on the
agenda for the day and is thus a prepared discussion from the VP’s part.
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“I would like to ventilate an issue in this group in order to sift any ideas
about it. A brief background...”

The issue is about one of the buildings owned by the company. This building
had received previous subsidiaries from the municipality to pay for its costs.
These subsidiaries were now revoked and therefore the company could not
afford to own the house any longer. But before the VP would sell the house
to someone outside the municipality, he wanted to hear the opinions of the
rest of group and if they had use of the house or useful ideas of how the
building could be kept in municipality ownership. The VP presented this
issue as a case in which he gave background information and the involved
costs of the building. The VP ends his presentation by asking two questions
to the group: “Are you able to see any possibilities, any possible uses of the
now empty building? Are there any other ideas?”

“So I was asked to listen around, talk to some persons and check with differ-
ent interest groups. I have mentioned it to [the school leader] and he was
very quick to respond with creative ideas, which I gratefully accepted. /.../
So, that’s where we stand now. I wanted to raise this issue to see whether
anyone can come up with possible uses for the house. I will stop there.”
“What kind of ideas did [the school leader] have,” the technical leader asks.

The school leader presents his suggestions. One idea could be to move the
sport gymnasium into the building. Another idea is to utilise the building for
office spaces for his principals who currently lacks proper office space or
sitting in different parts of the municipality. It would also be possible to
eventually move the entire social office into the building.

The discussion continues. The school leader has a third idea in which the
culture office moves into the house instead of the house in current use. The
school leader also points out that the moving of another office into the build-
ing must be accompanied by cutbacks somewhere else. The municipality
must save money. There is much laughter during the sequence because the
school leader points in the wrong direction during his talk. The others try to
correct him but he just looks annoyed. The school leader asks the others
about their view on his ideas. The culture leaders points to the needs of the
culture office and the VP of another municipal company says that their or-
ganisation needs a new building but that this particular building is not suit-
able. He also asks the other VP if it is really worth all the money to leave the
building. The VP answers that in the current situation he does not like the
fact that the other parts of the company are sponsoring the house. He also
says that the company (a hotel and conference company) would be able to
give better service to their guests if the house were left.
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The culture leader says, “What feels wrong to me is that this whole site, in-
cluding [the hotel], has such high quality that losing this to external people
would not be good. We don’t want to bring in other people into the tourism
activity, which is presumably the future of [the municipality]. I believe that
tourism and the entertainment industry will be important.”

The VP of the other company asks if the VP wants to leave the house. The
VP answers that he wants to get rid of the cost of the house, which would be
the same thing. Several other participants ask questions with regards to the
need for the company of the building and how it could be used. The culture
leader still does not want to leave the house; he says that they at least should
think about it before they use the house for something else.

Comments to the sequence

Leader behaviour — Because the leader of the group is absent, there is no
formal leader in this sequence. Instead, the group organises the meeting ac-
cording to the agenda, with the personnel manager leading the first part of
the meeting. The discussion presented and led by the VP has been prepared
by him.

Participant behaviour — In the first part of the sequence there is only one
person talking and giving information about the issue. The fact that the VP
has talked with some of the other leaders helps drive the discussion forward.
The ideas from the school leader are presented as a platform for the others to
depart from when discussing the case. The presentation of the case has also
given all of the participants the same information to depart from when dis-
cussing the case. Interestingly, the VP has already decided that the company
does not need the house, or cannot afford to keep the building in his com-
pany. The participation is enhanced by the open-ended question to the group
and the interaction is moving between several of the participants in this se-
quence. Several participants come up with ideas or ask questions to the VP
about the building and how it could be used.

The structure of the meeting — The structure of the sequence is informal and
there are no formal rules to the interaction to be followed. The basic struc-
ture is that the VP presents his case while the others are listening.

The LIM interaction — The VP gives the background to the case by using the
advocacy category of the LIM. The presentation ends with open-ended ques-
tions, i.e. inquiry, which helps the discussion gain momentum. /nquiry is
used here in the form of open-ended questions instead of just controlling
questions. There is a qualitative difference between these two types of ques-
tion. The school leader finishes his presentation of ideas by asking the oth-
ers, the culture leader, and the VP of the other municipal company for their
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ideas. These questions trigger discussion and help the discussion to stay
concrete. The discussion therefore involves advocacy and inquiry.

Others are represented and some of the participants think what will benefit
the municipality in the long term. Some of the participants are not directly
involved in the problem and their commitment to the discussion is lower
than those who are involved. The participants sometimes give suggestions
that will have an effect on their own administrations, which could be inter-
preted as self in the discussion.

There are no clear positive or negative comments. The atmosphere is posi-
tive and the participants seem to be interested in trying to help the VP solve
his organisational problem. Figure 18 shows the interaction pattern from the
sequence.

Municipality Management Group

Sequence Three
Advocacy
10 .
MNegative 7 Inquiry
== Nunicipality
Management Group
Sequence Three
Positive 7 Other

Self

Figure 18 Interaction pattern: Solving an organisational problem

The graph shows the interaction pattern during the presented sequence.
There is balance between advocacy and inquiry at a high level, a slight im-
balance towards other over self, and more positive than negative comments.
In all the pattern shows that the group manages to keep the discussion fo-
cused on both asking questions and advocating ideas.

The meeting balances at a high level in all of the LIM categories, except self,
which is at a moderate level. However, the lack of preparations motivates the
relatively low score of seven in the categories. The structure of the meeting
helps to balance the interaction pattern and the presentation from one of the
participants helps to give a clear problem statement and background to the
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discussion. The lower score in the self category indicates that the discussion
does not directly involve all of the participants. Most of the discussion is
done in the advocacy category but the utterances often indicate inquiry. The
group discusses possible solutions to the problem and tries to help the VP to
solve his problem.

Summary of the findings in the Municipality
management group

The meetings in the Municipality management group included a wide variety
of topics and procedures. The interaction varied according to topic and the
commitment of the participants. Because of the composition of the group, it
seldom managed to have topics that engaged all of the participants. When
asked to contribute, there was no lack of ideas but the participants also
seemed to realise that some of the topics did not concern them or their ad-
ministration directly.

The topics and discussions at the meetings are work-oriented. The partici-
pants discuss such issues as the organisation of the municipality and which
administration is responsible for a particular errand. The participants are
present as representatives for their administration or company and at the
same time as members of the management group. Thus, the participants have
to think about their workload and their administration or company and at the
processes of the management group.

The interaction in the group suffered because they had so many different
topics and branches of the municipality to talk about. For instance, at the
first meeting the school leader and the head of the culture office had a dis-
cussion on a topic which, for the most part, concerned only them. At the end
of this discussion, the school leader realised that the discussion could have
been done at another time to avoid taking time from the meeting.

The group had a rather formalised structure that allowed the meetings to be
orderly. However, such a formal structure and the agenda items limit the
freedom to discuss more openly. Another problem was to find topics that
concerned every participant at the meeting.

The leader is active during the meetings asking the participants questions,
and distributing the floor during the meetings. He tries to activate the par-
ticipants by asking direct questions. He controls the meeting but in several
discussions takes a passive role, i.e. restricts his role to monitoring the dis-
cussion.

152



The idea with the meetings was that the group should get together and share
information with each other in order to be more updated and better able to
meet the challenges of running the municipality. The leader expressed this as
“getting things known in the organisation”. The meeting, however, had stag-
nated into becoming mostly information meeting. For this, and other rea-
sons, the group decided to alter the organisation of the group in the middle of
the spring.
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8. The Culture unit

Introduction

The culture unit is responsible for the administration of both the culture
school and the culture office in a large-size municipality. The task of the
culture office and cultural school is to organise the cultural activities of the
municipality. The culture school consists of music and dance teachers giving
classes and individual lessons to children living in the municipality. The
mission of the culture office is to administer all of the cultural events in the
municipality (e.g. festivals and exhibitions). Together they form the culture
unit of the municipality.

The group and the participants

The observed group is a leader group that combines the leaders from both
the culture office and the culture school into one group. The average size of
the group during the observations is five persons and it is led by the head of
the office. The work of the culture school focuses on bringing musical and
artistic education to the children living in the municipality. This education
could be in the form of individual education of a chosen instrument or in a
dance class. The other half of the culture unit is the culture office, which is
the administrative heart of the culture in the municipality with overall re-
sponsibility for everything pertaining to culture in the municipality. Much of
the work is conducted in the form of projects. The culture office and culture
school have recently been merged into one single culture unit. Previously,
the culture school was a separate autonomous unit.

In the previous organisation the culture school and culture office had been
separate units. The staff of the culture school now had to be subjugated to
the leadership of the culture unit instead of being a separate independent
unit. The teachers in the culture school were used to the old way of doing
things, which gave them a lot of personal freedom and they did not need to
report any activities to their managers. The new organisation tries to organ-
ise the teachers in a more traditional fashion, including greater control over
the activities of the teachers, but proved to be difficult. Resistance from the
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music teachers often took a passive form. They resisted by not obeying, talk-
ing back, or obstructing decisions.

The group had also changed members and hired a new activity leader. The
activity leader was new to the role and she needed strong support from the
head of the cultural office. This new activity leader took over the work of the
previous leader. Later, after about two months, another activity leader was
hired to handle the music school. This took some of the workload off the
shoulders of the first activity leader. This new activity leader was more ex-
perienced and was not afraid to take on the music teachers.

The group is small (n=6 persons). Two activity leaders, who are responsible
for the work of the culture school, one administrator, one leader from the
culture office, who is responsible for many of the cultural projects in the
municipality, one music teacher, who represents the union at the meetings,
and the leader of the entire culture unit. The activity leaders have a back-
ground as cultural administrators from other municipalities and their work is
to organise the culture school and take care of personnel issues and facilities.
The leader has a background as a teacher and she has worked in the munici-
pality for several years, both as a teacher and as a speciality teacher.

One of the participants think that the group needs to develop and that it is the
responsibility of the participants to take on more responsibility in the group:

“The group has been controlled by [the leader]. She controls and takes responsibility for this
group: she plans the agenda and check that things have been done. [The leader] is a very
active person who wants much. It has not been an easy group. There has been considerably
insecurity regarding the composition and role of the group. Many of the issues should have
been discussed in a leader group. I think that this group should work more with the overall
issues and with a focus on the future and not so much on practical details.” (Interview no. 2,
2008)

The participants in the culture unit took the use of the concepts of the LIM
seriously. The leader of the group said the she always thought of the model
and that she kept it in the front of her mind during all conversations. Another
participant said that she thought of the model in conversations with her chil-
dren, trying to be more positive.

The venue of the meetings

The group held their meetings at several locations. The main location was a
conference room in the head administration building of the municipality.
Other venues were a conference site and a conference castle. The location in
the municipality head administration building was a corner office on one of

155



the high floors in the building. The room consisted of an oval table and at the
short end of the room there was a white board. Figure 19 shows the main
meeting room of the culture unit. (This room was used for the sequences a

new beginning and planning for the offsite meeting.)

‘White board
O
O

Figure 19 The main meeting room of the Culture unit

The meetings were scheduled as one- or half-day. The half-day meetings
typically lasted for 3-3.5 hours with a coffee break in the middle. The culture
office had decided to have long meetings. They also had frequent get to-
gether meetings when the group met outside the office for one or two con-
ference days. The meetings contained the following phases.

Phases in the meeting
1. Gathering during small talk
2. Opening of the meeting and introduction by the leader
3. Discussion
4. Break
5. Re-gathering during small talk
6. Discussion
7. Closing of the meeting

The leader of the group

The leader started as a junior high school teacher, but also worked as a union
representative. During her work, she has been involved in several cultural
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projects and part of different units. After her career as a teacher, she worked
with culture administration. In mid-2006 she was appointed to her current
position as leader for the culture unit. One of her main responsibilities as a
new head of the unit is to organise the merger between the culture school
and the music school into one unit.

“I have been too dominating a figure in the group. Maybe I am too focused on that. /.../ T have
been forced to dominate; otherwise, we would not have come as far as we have. I thought that
it would be possible to break earlier. Now we will try to have a new beginning in the group.”
(Interview no. 3, 2008)

The meetings were well organised with a very well prepared leader. The
group spent much of its time planning ahead and solving problems that ma-
terialised since the last meeting. There was no time pressure at the meetings
and the group seemed to be able to take the time they needed to discuss dif-
ferent matters. When the group gathered they started with a short introduc-
tion from the leader, who had prepared an agenda for the meeting. They also
had a short coffee break in the middle of the meeting. Most of the time dur-
ing meetings was spent trying to organise the work of one of the newly em-
ployed activity leaders. She needed strong support in her new role as a leader
and this was one of the reasons why they spent so much time on this. The
leader of the group did most of the talking. She invited the others to talk but
she reserved most of the time for herself. The others did not seem to mind
this at all, but they were allowed to talk if they wanted. The group seemed to
have a good dynamic in that fashion.

Meeting sequences in the Culture unit

Sequence one: A new beginning and starting to plan for the long
run

In this sequence the leader plays a major role, both by spreading and sharing
positive energy, as well as by strictly controlling and monitoring the meet-
ing.

The meeting takes place in the municipal head building in a small confer-
ence room. There are five persons present: the leader of the unit, two activity
leaders from the culture school, one activity leader from the culture office,
and the head secretary. The leader has prepared an agenda for the meeting.
Earlier meetings have focused on control of the unit and how to solve acute
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problems but now the group is able to focus on the long range planning and
the future of the group instead of just solving acute problems.

The meeting starts with the leader expressing relief and happiness over the
fact that the unit now is facing a new beginning:

“I have felt these weeks like I am dancing in a summer meadow- it feels
really good. What a difference! It’s really nice. I thought about the meeting
today and if I should make any agenda or not. We must in some way change
our management meetings. Earlier meetings focused heavily on control and
monitoring in order for us to go forward. I think there are some things we
need to decide and maybe we should take some time to talk about what we
want the work in this group to look like.”

The group is going to discuss the coming events in the office and the leader
has prepared some agenda issues for the group to discuss. The leader also
gives the others present at the meeting an opportunity to say what they think
would be important to discuss at the meeting.

“You have received the items that I think we should discuss. Do you want to
take them in any special order?”

The participants suggest some other items that they want to discuss or be
informed about. The leader then says, “I suggest that we go through the pre-
vious notes because I took it upon myself to look through the items not com-
pleted yet, and it was four. I will just talk through these notes and then you
just say if they are done or not.”

The leader goes through the checklist with the remaining items from previ-
ous meetings and the participants comment or explain how far they have
processed the items. When this part of the meeting is finished, they discuss
the coming staff meeting and which items to bring up at that meeting.

One of the activity leaders talks about how they are going to involve the staff
group in the work with the goals. Everyone in the staff will have to write two
questions regarding goals and the unit. The leader acknowledges this and
says, “That is really good.”

The questions generated by the staff will then be used by the smaller group.
The third activity leader steps in and explains that the goal of the smaller
group is not to give any answers, but to ask questions. The leader once again
comments on this idea:

“It is a good model. It becomes very concrete.”

The activity leader responsible for the idea informs the group that she is
currently having individual talks with the staff. The leader is thoughtful with
respect to the voluntary participation in the group. Will it really be volun-
tary, and what happens if the staff do not want to participate?
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The leader asks the group what will happen if no one wants to participate in
the group

“What will we do then?”” She is also critical of the voluntary participation in
the group:

“Is it voluntary?”

The others do not answer right away and she asks them once again:

“Is it voluntary?”

She is met with a short silence (perhaps reflective silence).

Then one of the activity leaders says that perhaps it should be representative
participation from the work teams instead. The others also want to have a
say, pointing out that there is the risk of forcing some of the teachers into the
group because they are alone or part of small work teams. One of the activity
leaders notes that they have not thought about and discussed this yet. The
leader asks if they want more time to discuss it alone or if they should dis-
cuss it at the meeting. The third activity leader steps in and says that she
wants it to be finished today. The administrator suggests that they could use
the work teams instead. There are four work teams in the culture school.

Comments to the sequence

Leader behaviour — The leader is the most active person during the se-
quence. In the first part of the meeting the group is going through those
items that were not completed from the previous meetings. This gives the
first part the character of a control sequence. The leader checks with the
other participants as to whether they have more information on the items and
or if they have solved the issues. When they talk through the checklist of
unfinished errands the leader dominates the interaction. Later in the se-
quence she leaves space for the participants.

Participant behaviour — 1t is a sequence with high participation. The activity
leaders from the culture school also participate at a high level. All of the
others contribute something at least once. The activity leader steps in and
explains that the previous activity leader was supposed to have left a written
report regarding this but that she has not been able to find any written infor-
mation. Then one of the activity leaders takes over and tells the group what
to discuss and talk about with the group. The leader asks the participants
about the agenda and this gives them an opportunity to speak their mind,
which provides an opportunity to influence what will be discussed at the
meeting.

Structure of the meeting — The meeting has a prepared agenda but the group
discusses those items they need to consider during the meeting. The leader
controls the structure of the meeting but the participants are free to break the
form when they want.
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The LIM interaction — The sequence is about sharing information and this is
done with the use of advocacy. Some questions can be heard but none that
are really focused on doing inquiry. The questions are more of the form
“have you done this?” or “have you heard that?” This is a form of control-
ling inquiry. When such questions are asked at meetings they are sometimes
met with silence or with an acknowledging mumble. These kinds of ques-
tions have thus not contributed to the discussion or prompted the group ex-
plore new and different positions (i.e. no real inquiry). This discussion also
makes it clear that the interaction analysis approach is not as useful in de-
termining these matters.

The group uses the other category when referring to the teachers at the cul-
tural school; in other respects, the discussion is mainly focused on self. The
interaction during the sequence is centred on advocacy and self. Both the
leader and the activity leaders are using advocacy to explain their view-
points. The discussion is also centred on the group and the organisation, i.e.

self.

The leader starts the sequence by expressing positive emotions. Although
this is not positive feedback given to any specific person it could still be
argued that the utterance is positive in the LIM. This use of the positive cate-
gory also sets the positive feeling for the rest of the meeting. The laughter in
the middle of the sequence could be seen as positive. | interpret it as positive
in this sequence because it brings the group together with regards to the issue
and lightens the mood of the group. Laughter is not normally considered
positive comments, but it can serve as a positive force in groups. Figure 20
shows the interaction pattern from the sequence.
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Figure 20 Interaction pattern: A new beginning

The graph shows the interaction pattern during the presented sequence.
There is an imbalance towards advocacy in the advocacy-inquiry dimension,
a slight imbalance towards self over other, and more positive than negative
comments during the sequence. Advocacy and self are used at a high level.

When the leader starts the meeting, she shares her positive feelings about the
present situation in the group and in the organisation. This positive energy
remains throughout the sequence. The leader also controls much of the for-
mal parts of the meeting and she decides when they are ready to leave a sub-
ject, setting strict and clear frames for the discussion.

Sequence two: Sharing positive highlights

In this sequence the structure of the meeting plays a major role. Each par-
ticipant is asked to share positive highlights with the group.

This meeting takes place at a conference site. The group is meeting for two
days to discuss such things as planning and development. In the present se-
quence there are only three participants: the leader and two activity leaders.
One of the activity leaders is new and has worked as leader for the culture
school for only three months.

The leader starts the new subject:

“Let’s take an evaluation of the year [2007]. I have already prepared you for
this but I will repeat the task. I want you to give three highlights from the
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year and three development areas. I also want you to provide feedback re-
garding the process in the group, this group.”

There is a short pause, and then the leader says, “Think a few minutes.”

The participants are silent and noting things down.

The leader breaks the silence and asks, “Are you ready, or do you want to
think for a few minutes more?”

“It’s easy to find highlights, but harder to note down development points,”
one participant says.

“For me, it is mostly personal things, and not so much about the organisa-
tion,” the other participant says.

“So are you ready to give your highlights,” asks the leader.

“I think the trip to [name of city] was very good. Everyone thought it was
fun. I thought it was fun.”

“I also think that trip was a highlight.” The leader fills in.

“Next! Keep going.”

“Next highlight was when [name of activity leader] came.”

“And the last was the child culture festival.”

“My first highlight was when I started at this job,” the new activity leader
says and laughs. “Ok, seriously, I have noted the leader days. It was very
rewarding for me, especially since I was new at the job (the development
days). These days gave me a lot; otherwise, | would have died. And the last |
noted the parent meeting. The teachers really showed their positive side at
that meeting. The meeting was a success after all.”

“Why did you say after all,” the leader asks.

“You mean regarding the meeting? We weren’t sure if we should have the
meeting and [ was very insecure before the meeting, I didn’t know what a
parent meeting entailed at the culture school.”

“The parents were really happy with the meeting,” the leader says. Then the
leader goes on to present her highlights.

“Alright, I have noted the trip, the leader days and... These three show that
we are moving forward. They become symbols. At the leader meeting, we
managed to talk about other things than just small and practical things- it
took off.”

“Ok, should we talk about development areas? Do you want to start?”

“The quality project, the dance and theatre programme, and Play. Do you
want me to elaborate?”

“Yes, please do.”

“We can still develop the dance and theatre programme, but we are getting
there. I talked on the phone with one of the leaders last night. Play is still at
the embryo stage. It is good that we dare to try new methods. The quality
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programme is a must. I am happy for your support there. It is fantastic and
fun. It feels like new.”

The leader asks the other participant, “And you?”

“I think that the leader group can be developed, that we can take on more
responsibility and that it is not just [name of the leader] who takes on all the
responsibility. I would like that the culture office could be a larger part of the
society. And I also want to develop the film area. We have received money
for a project that [ am preparing right now.”

“I have written administration and computerisation. Number two we should
give each other positive feedback. Three: continue to work with the goals of
the unit,” the leader says.

“Shall we [talk about development areas]?”

“What did you mean by that?”

“It was feedback on the process.”

“Could you start? It was hard to note down thoughts about the process in
bullet points,” says one of the participants to the leader.

“All of my points are named ‘take care’. The first one is take care of me.
Many of your problems end up with me, but when you have solved a prob-
lem I am not informed. This means that I sometimes I have ten monkeys on
my back instead of one. The next point is to take care of [name of adminis-
trator]. I am worried about her. She is going to start working full time again
and she is sometimes too ambitious. That’s important. The third is to take
care of yourselves. Do things right and do the right things. Give each other
positive feedback and try to focus on the positive things.”

The leader continues: “The development [of the unit] is going in the right
direction. Think 20-80. Take care of yourselves and create time and security.
We have a unique opportunity. We are the only ones in the municipality who
work in a non-regulated area.”

There is a short silence then the leader asks, “Do you understand what I
mean?”

“Hm.”

“What do you think?”

“That it’s easier said than done.”

The other activity leader fills in, “It is much dependent on yourself. Some-
times I think things just happen, things that you need to attend to. I cannot sit
and work undisturbed. The three priorities we talked about- they are not
possible.”

“What was that?”

“It was three things that I should concentrate on.”

“What does it look like for you in February and March?”’

“Good so far.”
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“Make sure to note days that you can use. Control your environment.”

“Be proactive instead of being hunted. ’'m giving you that in homework to
note down days. Or find another way. No one else is controlling your time.”

“What do you say about the process in the leader group?

“I think it feels really good. You and I [looking towards the other activity
leader] are working together in a natural way. We have only worked together
for three months. It is interesting to work like that. This is when you get the
best results. Earlier [ have been alone very much.”

“I also think that it is good. I feel that I can trust you and that things are get-
ting done.”

“It’s nice to see that you have found each other. Let’s take a break and let
some fresh air inside.” They leave the room for a coffee break.

Comments to the sequence

Leader behaviour — The leader has prepared an item on the agenda so they
can share positive highlights with each other from the year. They are also
going to give suggestions to areas that still need to be developed. The par-
ticipants were prepared for the meeting but the leader gives them time any-
way to silently think through what they are going to say. The leader thus
controls the meeting by asking the participants to share their information
(highlights and their thoughts). The leader decides when to begin and asks
the participants if they are ready.

Participant behaviour — The participants share positive highlights with each
other, contributing with personal thoughts about their work and the work of
the group. They are giving opinions about the past year. They also show
respect for each other by not interrupting and listening attentively to the
comments of the participants and the leader.

The structure of the meeting — There are only three people present at the
meeting. The item with sharing positive highlights has been prepared in ad-
vance but the leader still allows for a few minutes to note things down. The
participants are then asked to share their thoughts.

The LIM interaction — The interaction during the sequence is focused on
sharing positive highlights through advocacy. This could be referred to as
contributing advocacy. During the discussion, there is not so much inquiry
among the participants. On some occasions, the leader poses questions. The
topic of the meeting could be said to have inquiry built into it.

The highlights are both focused on self and on others, but the participants do
not take the perspective of others during the meeting. Most of the discussion
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is focused on the group and the process within the group. This would mean
that the self category is used more than the other category.

By sharing positive highlights, all of the dimensions of the LIM come into
natural use. Giving each other positive highlights automatically triggers the
positive category and connectivity among the participants, especially the
highlight that the activity leader from the culture office presented regarding
the arrival of the new activity leader. Sharing positive highlights with the
group also gives a balance in the LIM. When the group links the highlights
with development areas, a future-oriented focus is obtained. They ask the
question how would we like the future of the group to be.

In this example the negative category is used as a means for constructive
criticism. This criticism is done by the leader when she requests better feed-
back. Figure 21 shows the interaction pattern for the sequence.

The Culture Unit Sequence Two

Advocacy
10 8

MNegative 7 Inquiry

=r=The Culture Unit
Sequence Two

Positive Other

self

Figure 21 Interaction pattern: Sharing positive highlights

The graph shows the interaction pattern during the presented sequence.
There is an imbalance towards advocacy over inquiry, an imbalance towards
self over other, and more positive than negative comments. Both advocacy
and inquiry are at a high level.

The sequence scored high in all of the LIM categories, except for the cate-
gory other, which is at a moderately high level. The topic of the sequence
invites for positive energy and genuine inquiry. The group is centred on it-
self, which explains the imbalance towards self in the other-self dimension.
The topic of sharing positive highlights and thinking about the current situa-
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tion of the members in the group gives the meeting a very positive and gen-
erous atmosphere. The advocacy is of a contributing kind, where the partici-
pants give each other input and insights in terms of new ideas.

Sequence three: Planning for the offsite meeting

In this sequence the participants are in focus of the meeting. They discuss
the offsite meeting by including others into the discussion.

This meeting is mostly used to finalise the plans for a common trip that the
entire culture school and culture office will take part in at the end of the
summer when the staff returns from their summer vacation. The trip will be
a two-day meet spent in a nearby recreational area during which they are
going to do both recreational activities and planning for the coming semes-
ter. Most of the planning has been delegated by the leader to the two leaders
of the culture school. They have also created a temporary staff group that is
responsible to plan and help with the trip. Present at the meeting are four
persons: the leader and three activity leaders.

The leader introduces the topic and establishes the structure of the meeting;:
“This meeting is going to be led by you [the activity leaders] but I have pre-
pared some items. We have to look into all of this today and I want to be
able to make all the reservations today after the meeting. We need to decide
for the structure of the offsite days, the content, and responsibilities. Is there
anything else?”

“No.”

“Should we start with the content of the two-day meet? I want to listen to
you.”

“We can start by telling you about the discussion we had.”

“We have access to various health and fitness activities, which are included
in the cost of living. The idea of these activities is to do things together. We
also thought that it would be nice to make a boat trip during our lunch hour.”

The activity leader continues:

“I’ve looked into the cost of the boat trip and it would cost 5400 SEK, ex-
cluding lunch. That would be almost 10000 SEK when we have paid for
lunch for everyone.”

“That’s quite a lot of money. Remember, this is the first day [after the vaca-
tion]. People need to talk and socialise.”

“There are so many other things to do there instead.”

“Make sure that the boats and the tennis courts are scheduled to us.” The
leader says.
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“Also, one of the employees wanted to bring her massage table and give free
massages. | think it feels unnecessary with the boat trip. We don’t have to
spend the money on this.”

“It is better to lie low,” says the leader.

“It would be nice to do something together with the group.”

“It is two days. The first day we can let loose. The second day we may create
groups.”

“That is a good idea. It’s their first day at work. They need to feel free.”
There is a short silence.

“Activities that require preparation need to be on the second day.”
“Regarding the massage table, is that really good for her and how many per-
sons will she be able to massage,” the leader asks.

“Two hours, which means that she may massage four people. I think it is
stupid.”

“The group may be very passive towards new things,” the leader says.

“Has she done that before,” one activity leader asks.

“Not with the massage chair. She wanted to do chi gong with the group.”
“Then it will be possible for her to take part in the other activities during the
afternoon.”

Then the leader asks, “How do we do with the notes today?”

“I took notes at the last meeting.”

“I can write today.”

“We need to have a list of things and we need to decide who is going to do
what. May we leave that item with health,” the leader asks. This is followed
by a short silence.

“I have a question. Offsite salary is being paid out. Is that for everyone?”

“It is for everyone, but it is really a stupid thing. We have to administer a
thing that is going to give them 20 SEK maximum. It is the union who wants
to have it so. On the last trip, [ managed to take it away.”

“How come you get a salary when everything is included?”

“I don’t think we should mention it at all to the group,” says the leader.
“Then the union will have to inform the group.”

“We keep a low profile instead. It is hard to fight about a thing that they are
entitled to.”

“It would be interesting to discuss the item now; it is about principles. One
may wonder how come it is so important.”

“Historically, it was important when the group travelled abroad. It is work
days,” the leader points out.

“It is very little money. If they think that it is important to stick to the princi-
ples...”

The meeting continues with the other items.
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Comments to the sequence

Leader behaviour — The leader sets the structure for the meeting by saying
that the persons responsible for the offsite planning are going to predominate
over the meeting. She is clear on that issue as she wants to listen to what
they have to report. The leader has also prepared a checklist that needs atten-
tion. She also sets the time limit for some of the decisions that need to be
made by stating early that some things need to be solved at the meeting. The
leader gives some suggestions and directions in the sequence regarding what
needs to be done.

Participant behaviour — The participants take a large part in this sequence.
They are responsible for the planning of the offsite meeting with the staff.
The participants accept the proposed structure of the meeting and it is almost
as though they are reporting to the leader regarding the planning of the off-
site days. All of the participants are involved in the meeting and offer ques-
tions or suggestions. One of the participants informs the group about practi-
calities regarding the offsite and what she has found out about costs for the
activities at the site.

Structure of the meeting — The meeting is structured as a discussion or de-
veloping meeting in which case the group tries to come up with ideas for the
offsite meeting. The leader has set the tone (structure) for the meeting by
preparing an agenda and checklist.

The use of the LIM — The group asks each other numerous questions. There
is considerable inqguiry and advocacy going on in the sequence. The advo-
cacy is of the positive contributing kind. The inquiry is not manifested
through direct questions but rather through the use of the other category.

The other category is engaged via comments on the employees who are con-
sidered other for this group. The group tests ideas and tries to figure out how
the staff will receive the programme for the offsite meeting. The other cate-
gory is used as an empathic other.

There is one archetypical positive comment. One of the activity leaders

agrees with a suggestion from the leader by saying “that’s a good idea.” Fig-
ure 22 shows the interaction pattern from the sequence.
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Figure 22 Interaction pattern: Planning for the offsite meeting

The graph shows the interaction pattern during the presented sequence.
There is an imbalance towards advocacy over inquiry, an imbalance towards
other over self, and more positive than negative comments. All of the catego-
ries are at a high level.

The interaction pattern indicates a positive meeting with high relevance in
the utterances and with focus on inquiry and other. It is the energy of the
participants and their concern for the employees that drive the meeting. They
are concerned about how the employees will think about the programme for
the offsite meeting and concerned about the welfare of the staff in the or-
ganisation. There is also a high degree of horizontal inquiry and connectivity
between the participants. The leader is taking a more passive position during
the sequence. The interaction scored high in all of the LIM categories.

Summary of the findings in the Culture unit

Most of the meetings had a detailed agenda and concerned discussions on
most matters. The meetings were mainly work-oriented but the complex
situation at the office, with one principal leaving and another starting her
new work, takes up much of the time at the meetings. Consequently, the
others are forced to listen to things that do not concern them directly. The
others seem, however, to have no problem with this situation.

The situation at the office and the fact that the new principal has been ap-
pointed to responsibilities that were not intended to be hers makes the meet-
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ing take a special turn. The leader tries to support and encourage the new
principal as much as possible. Thus, the leader of the group has prepared
substantially and the agenda for the meetings is often large.

The group is new, with two new activity leaders and one new information
secretary. Three people form the base of the group: the leader, the culture
office representative and the musical teacher. Towards the end of the series,
when the new activity leaders in the group are getting more comfortably in
their posts, the leader started to delegate more responsibility for the meetings
to these new persons.

The atmosphere is very positive during the three presented sequences and the
group works together on creating a positive climate for their meetings. The
other categories vary according to the topic of the meeting, with good bal-
ance in the categories of the LIM. At times, however, this is unbalanced
towards advocacy, especially when the leader controls the participants and
takes up most of the time during the meetings. In the other sequences in
which the leader is more passive or when she invites the participants to con-
tribute to the conversation, the interaction becomes more balanced.
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9. Discussion and analysis

This chapter discusses the empirical descriptions presented in the previous
chapters. The purpose of the study was to explore how different contextual
factors of leader behaviour, participant behaviour, and structure of the meet-
ing affect the interaction process. What can these perspectives tell us when
looking at the interaction at meetings in organisations? The chapter focuses
on these three contextual factors and summarises and compares the behav-
iours of the participating groups in regards to context and interaction. A link
to group theory and leadership in meetings is made.

The first three sections cover these three contextual perspectives. The chap-
ter starts with a discussion on leadership and meetings. This is followed by a
look at the behaviour of the participants at meetings. The next section per-
tains to the structure of meetings and how different ways of conducting
meetings may impact the communication climate. Two such ways are the
case discussion and the future-oriented discussion. The next section is a dis-
cussion on order parameters and groups. The final section of the chapter
covers the three main functions of a meeting: learning, relation building, and
work.

Leaders in meetings

According to Yukl (2006) the leader has to balance two functions when lead-
ing a meeting which are the task function and the group maintenance func-
tion. The task function consists of process structuring, stimulating communi-
cation, clarifying communication, summarising, and consensus testing. The
group maintenance function involves gate keeping, harmonising, supporting,
standard setting, and analysing the process of the group. Table 8 presents the
leadership functions proposed by Yukl (2006)
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Table 8 Leadership functions at meetings (Yukl, 2006)

Task function Group maintenance function
Process structuring Gate keeping

Stimulating communication Harmonising

Clarifying communication Supporting

Summarising Standard setting

Consensus testing Analysing the process of the group

In the first sequence from the Municipality manager group (debating the new
municipal culture house) the leader of the group is active in using the task
functions. For instance, the leader is structuring the meeting by guiding the
discussion and sequencing the participants talk. He is also clarifying the
communication when that is needed in order to keep the discussion on track.
When the discussion slows down and the subject matter is resolved by its
own momentum, the leader makes a short summary of the outcomes of the
discussion. This is also considered a task function of the meeting. In this
sequence the leader functions as a controller of the discussion and this af-
fects the interaction pattern in a more balanced way.

Yukl (2006) argues that to simply perform task-oriented behaviours is not
enough in that the issue of timing is equally important. In the example from
the Municipality managers group the timing of the task functions seems to
be adequate. The leader of the group allows time for the discussion, makes
clarifications when he thinks they are needed, sequences the discussion by
inviting others, and finally summarises the discussion when it has slowed
down and comes to a natural rest. This implies that the leader is skilfully
applying the task-oriented functions during this meeting. The activity of the
leader functions as a contributor to the interaction pattern and this behaviour
has an impact on it. When the leader performs the task-oriented functions
during the meeting by actively monitoring the discussion, keeping track of
the sequencing of the participants, and summarising the discussion, they
have the effect that the interaction involves more of the participants and
more of the categories of the LIM. Thus, when the leader acts as a controller
the interaction pattern in the LIM benefits.

The leader in the Culture unit had tight control over the task function of the
meetings because of the situation in the unit, but her behaviour also had a
positive impact on the interaction of the group. She reminded the group of
the positive things lying in the future in order to help the group to get
through the difficult times. These positive reminders opened up the interac-
tion climate in the group and made the interaction pattern in the LIM more
balanced. This behaviour clearly functions as a group maintenance function.
One particular sequence stands out, namely the sequence where the partici-
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pants were asked to contribute with their three highlights during the year,
then three areas to improve and then some thoughts on how the process in
the group could be enhanced (sharing positive highlights). This simple exer-
cise made a difference on the interaction of the meeting and it contained
three features that affected the interaction. First, it focused on the positive
things in the organisation, i.e. on what the group and the members of the
group find works in the unit. Second, it focuses on developmental areas but
in a positive way. The group understood this and suggested only things that
could improve rather than things that did not work. Third, the discussion
focused on the future process of the group and how the group could work in
the future.

In the Elementary school unit the leader functions as a reminder to the group
regarding the rules for the meeting and the topic and preferred outcomes of
the meeting. The leader of the group started the sequences with defining the
form and clarifying the outcomes of the discussion. Thus, she performs the
task function during the meeting. The leader also encourages the group to
think in a collaborative manner and to be part of the exploration of ideas,
which makes the group more active and transfers responsibility for the out-
come of the meetings to the participants. The participants are made aware of
the fact that they are expected to contribute to the meeting, i.e. that their
ideas are taken seriously and that their thoughts count. As a reminder the
leader reminds the group that all contributions are welcome during the meet-
ing. This made the interaction in the LIM more balanced by allowing for
more information and ideas to be heard and more questions to be asked dur-
ing the meeting.

The leader of the IT unit sometimes takes a step back and performs the task
functions during the meetings and this gives room for the participants to
contribute with their ideas. The leader also controls the meeting by summa-
rising the discussion and bringing it back on track when needed. This helps
the participants to stay focused on the subject in question. When the leader
took a more passive and monitoring role, listening to the discussion, instead
of being active and trying to push the participants to contribute, the interac-
tion was found to benefit. This was evident in the sequence were the group
discussed a concrete issue (discussing the distribution of PCs). The leader’s
behaviour may have been important for creating more opportunity for ex-
changing ideas regarding the participants’ concerns and thoughts, but an-
other contributing factor was probably that the group was given a practical
problem to solve.

Williamson (1998) proposes that the leader, or the higher-ranking figure
during a meeting, should leave space to allow the other participants to share
their views on the topic. This is referred to as a symmetric conversation. The
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leaders in the five studied groups adhere to this behaviour, at least on some
occasions with the result of a more active group and a more dynamic interac-
tion. Examples in which the leader lets the participants control the discus-
sion is found in the IT unit (discussing the distribution of PCs), the Munici-
pality management group (debating the new municipal culture house), and
the Culture unit (planning for the offsite meeting). In these particular se-
quences the leader of the group follows the discussion actively instead of
dominating or controlling the interaction. Because the leaders follow the
discussion actively, at any time they can step in and power the conversation
forward or summarise what the discussion has produced hitherto.

When the leaders withdraw from their dominating position, they leave the
floor open for the participants to contribute and to question the ideas of oth-
ers. As noted by Williamson (1998), in asymmetric conversations the leaders
take up most of the space and the participants often support or serve as a link
of the leader’s ideas. When the space is opened for new input and questions
the perspective of the group broadens and the possibility for greater balance
in the dimensions of the LIM is more likely.

Leader behaviour and the LIM

In several cases in the empirical examples the leader has enormous influence
on how the meeting is going to unfold, which is natural considering the
meeting is the leader’s responsibility. In most cases, the leader is responsible
for planning the meeting’s agenda and calling the meeting to order. Accord-
ingly, much of what is going on at a meeting is in the hands of the leader.
The leader of the meeting also has a large responsibility for other factors,
including the structure of the meeting and its purpose. The leader also tries
to encourage the others to contribute actively at the meetings.

Several of the functions described by Yukl (2006) could be seen as linked to
increased inquiry in the LIM. For instance, structuring the participation at
the meetings means that more of the participants will have an opportunity to
be active, and this in turn will increase the total input of ideas and opinions.
This could mean an increase in just advocacy and not in inquiry. However, if
the advocacy is in the form of contributing information that is believed to be
relevant or providing new information, it might as well trigger inquiry from
the other participants. The task of stimulating the communication could sim-
ply be done by asking the participants that are sitting silent what they think
about the topic of discussion.

Clarifying the communication implies that the leader explains what the dis-
cussion is about. This is also most likely to bring a more balanced interaction
pattern if the group knows what will be discussed. One of the more impor-
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tant task functions during a meeting is summarising what has been said and
assessing the progress of the discussion. This will have an impact on the
interaction because the summarisations will move the group forward and in
the same direction. There is less risk that the discussion will stray when the
leader summarises the outcomes. Controlling the meeting is done by the use
of advocacy which at the same time helps the participants to focus on the
topic and purpose of the meeting. Although the activity limits the span of the
discussion, the participants are not allowed to discuss whatever they want.
This is because the controlling function gives an opportunity for a more fo-
cused interaction concerning the main issue of the meeting.

The leaders in the observed groups used different strategies to support or
contribute to the interaction pattern. The most common strategy is to ask the
group members for input. Thus, the inquiry category in the LIM becomes an
important tool for the leader to encourage conversation. Open-ended ques-
tions, used by the leaders, often trigger the communication to become more
balanced in the LIM. This is sometimes also achieved by asking the group to
suggest possible solutions to a specific problem. Another use of the LIM is
to ask the group regarding the other dimension, but this is not done as much
in the presented sequences. Asking about the other category would induce
the group to take a different view on the situation/topic.

Some of the discussion has a natural focus on self because of the discus-
sion’s topic. Depending on the situation and the topic of the meeting, an
imbalance towards self must not necessarily be considered negative. In the
original LIM (Figure 1) the corner of advocacy and self is the fix point at-
tractor of low performing teams. In some situations, however, it may be nec-
essary for the group to focus on their own process and the internal life of the
group. For instance, when Environment unit shares information with each
other (sharing information), this gives an imbalance towards self in the
other-self dimension, but the sequence still has an atmosphere in which the
participants think that the information is relevant and important for the group
to function. This observation demonstrates that it is not always bad to have
imbalance. What becomes important is that the group finds other situations
where they are either able to balance other-self or where they focus more on
discussion the other of the group. The present discussion shows, however,
that there does not have to be constant balance in the LIM interaction to have
good communication.

The leaders in the sample have different approaches towards both leading
and preparing the meetings. Balancing between the agenda and the available
time for the meeting is a delicate task for the leader. The problem is that
there are always important topics to cover at a meeting and then suddenly a
new an interesting topic emerges. The leader of a meeting must therefore be
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constantly vigilant to new and emergent topics and willing to spend time on
these topics at the expense of the other topics on the agenda.

The behaviour of the leader is important for how the interaction of the meet-
ing develops. The problem for the leader is to create a climate where the
participants feel comfortable in contributing their views (cf. Edmondson,
1999). In such a climate the individual can make mistakes or ask unintelli-
gent questions without being condemned or ridiculed. In such a climate a
group is able to learn. These two features make it easier for a group to test
new ideas and to ask the group when something is unclear. (Edmondson,
1999) Similar ideas can be found in Senge (1990) and Wheelan (2010).
Senge (1990:187) notes that “practising inquiry and advocacy means being
willing to expose the limitations in your own thinking — the willingness to be
wrong. Nothing less will make it safe for others to do likewise.” The leader
thus facilitates communication and sets the example for the other partici-
pants.

This study shows that the behaviour of the leader is an important facilitator
and primary source in creating a balanced interaction pattern. The main find-
ing, however, is that the leader behaviour affecting the interaction pattern
varies according to the situation. More specifically, the leader affects the
interaction pattern in the LIM to become more balanced by function as a
controller, reminder, or listener.

A passive leader may be a facilitator for interaction if this passivity engages
the other participants in the discussion. An active leader, on the other hand,
may be able to control the meeting and distribute the communication load
more evenly. Recent studies have shown that groups are not dominated by
their leaders (Runsten, 2011) and that leaders play a less significant role in
highly developed teams (Wheelan, 2005). However, this thesis found that the
leader is important for the interaction pattern and the monitoring of the meet-
ing.

The empirical findings of the study show that the leader may affect the inter-
action pattern and contribute to a more balanced interaction in the LIM by
function as a controller, reminder, or listener. The leader may also affect the
interaction pattern by using the task function and the group maintenance
function during a meeting. These behaviours create a more productive meet-
ing, either in terms of work results or as a more open climate in the groups
and as a higher commitment and cooperation in the groups.
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Participation

Participant behaviour during the meeting is closely linked to the behaviour
of the leader. They could in fact be said to be two sides of the same coin.
The participant role at a meeting consists of listening to discussions and
presentations and contributing with knowledge or ideas (Wheelan, 2010).
The participants respond to the behaviour of the leader but they also have the
freedom to raise questions and structure the meeting. This, however, is done
within boundaries of the leader, given that the leader is strong enough to
control the structure of the meeting. Wheelan (2010) suggests that the mem-
bers of a team should “encourage an open communication climate.” Such a
climate allows all members of the group to participate in the discussion and
increases the productivity of the group. The reason for this increase in pro-
ductivity is that all of the members will get heard and new ideas will be dis-
cussed.

Horizontal inquiry

When the participants engage in active interaction using either horizontal
inquiry or horizontal advocacy the interaction pattern in the LIM becomes
more balanced. This is shown in several of the empirical sequences (e.g. in
the Environment unit: discussing joint projects for the coming year, in the IT
unit: discussing the distribution and administration of PCs and discussing
“soft” issues, and in the Culture unit: planning for the offsite meeting.) This
horizontal inquiry helps the discussion to move forward and it also engages
more of the participants actively in the discussion. The findings also suggest
that horizontal advocacy may contribute to the interaction pattern. Several
empirical sequences are unbalanced towards advocacy but the advocacy
contains information that is valuable for the discussion and that is shared
between the participants. This is especially clear in the Environment unit
(sharing information) and in the Culture unit (sharing positive highlights).
Contributing to the discussion by sharing one’s thoughts horizontally helps
the interaction to become more balanced in the LIM.

In the first sequence of the Municipality management group (debating the
new municipal culture house) the participants are bound to the leadership
behaviour of the group. The two persons discussing are asked to do so by the
leader and the discussion is not prepared in anyway, apart from an informal
discussion during the lunch break. It is interesting to see how the informal
talk during the lunch break is transformed into a formal discussion in the
meeting room. The other participants are silent; their function in this discus-
sion is purely as audience though they are more than just an audience be-
cause they can take part in the discussion if they so desire. Some of the par-
ticipants chose to use this option during the discussion. However, before
they can do so, they have to get the leader’s permission to take the floor.
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Thus, in the Municipality management group the participants need to ask
permission to enter the discussion. Consequently, group interaction must
pass through the leader, even if the participants want to say something to the
other participants. This may be a result of the size of the group, the meeting
culture in the municipality, or both. Wheelan (2010) notes that larger groups
find it more difficult to be effective. However, in the Environment unit,
which is of the same size at the meetings as the Municipality management
group, the participants can ask questions directly to one another. One reason
for this communication to work is that the group meets in a smaller room
than the Municipality management group. It is easier and more natural to
direct the interaction towards the other participants than asking the leader for
the floor and then asking the other participants a question. The climate in the
Environment unit is also quite informal, which allows the participants to be
more spontaneous. Thus, it is probably the meeting culture and the size of
the meeting room that slow down the interaction in the Municipality man-
agement group.

The level of group development would also be a factor to consider when
looking at leader and participant behaviour (Levine & Moreland, 1990;
Wheelan & Williams, 2003). Early stages of group development are signi-
fied by politeness toward each other and a focus on keeping good relations
within the group (Wheelan, 2010). It is hard to determine the exact level of
group development in the observed groups, but by just looking at the age of
the group we can get a general idea at least of how much time the group has
had to develop. Depending on group, group composition, and group task
groups could evolve quickly through the stages of group development, but
given that these groups are work groups that do not meet on a daily basis the
development would be quite slow.

In the Municipality manager group and the Environment unit the groups do
not meet during their ordinary work. The Culture unit, on the other hand, is a
small group consisting of only five persons including the leader and several
of the members of the group are working closely with similar tasks outside
the group meetings. The culture unit group would therefore have the possi-
bility to develop more quickly into a mature group. It would also be interest-
ing to link the development of groups to the interaction pattern in the group.
One may hypothesise that more developed groups would have a more bal-
anced interaction pattern in the LIM. Wheelan (2010), in fact, notes that
teams (i.e. highly developed groups) have an open communication structure
that allows for more free and open discussions. Wheelan et al., (2003) pre-
sents evidence that mature groups have more work statements in the interac-
tion than less mature groups.
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As mentioned above, a meeting can either be focused on task or group main-
tenance (Yukl, 2006). Wheelan (2010) describes this as work-related talk
and supportive talk. According to her, the work-related talk should encom-
pass roughly 70% of the interaction. In the presented empirical examples the
participants mostly focus on work-related talk during the meetings. The En-
vironment unit is an exception in this regard in that the group engages in
supportive talk during the round robin session (sharing information). During
the discussion about the projects (discussing joint projects), the participants
link the discussion to their own situation. At the same time as they are evalu-
ating the projects, they are also trying to find out how much of their work
time the project would take and what the group could benefit from being part
of the project. They are especially concerned with the time aspect of the
project and direct their questions regarding this matter towards the person in
the group that has been part of a recent project. They also engage in horizon-
tal inquiry and contribute with their personal experiences from previous
projects.

In the Elementary school unit the participants are actively engaging the
leader in inquiry in order to make sense of the information given in the
handout (discussing cutbacks in the staff and discussing the organisation of
the staff). They ask the leader for clarification on the information in order to
be able to contribute with their own thoughts.

Participation and the LIM

Increased participation rate may lead to increased advocacy and a great
number of opinions during a meeting. It also means that less time will be
allowed for each speaker, which, in turn, points towards a group size or
meeting length that allows all of the participants to speak more than one
sentence. If the participants are simply stating their own viewpoints, this will
lead to greater advocacy. On the other hand, when the participants start to
connect and share information with each other, the quality of the discussion
is likely to increase. The Environment unit may serve as an example of posi-
tive sharing of information rather than merely advocating personal views
(sharing information).

More input could just as well lead to greater imbalances towards advocacy
and self. The quality of the input makes participation more important. If you
could get all or even a few of the participants to ask at least one question
during the meeting, the level of inquiry would rise and the discussion new
input to use and develop.

Even in the LIM, where balance between advocacy and inquiry is the norm,
the published result shows that high performance teams are not quite able to
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balance between advocacy and inquiry. The quota between advocacy and
inquiry is 0.87 in high performance teams, indicating that there is still an
imbalance towards advocacy. This is only to be expected because if you are
coding at a sentence level or at a minute level, a question is usually just one
line, whereas advocacy often goes on for several lines and minutes. This
problem can be solved by looking at the content of the interaction instead. If
you look at the meaning of the talk you can see if it is talk that is focused on
giving information or talk that is focused on clarifying an issue. The latter
kind of advocacy, when you are trying to clarify an issue, could be seen as
belonging to the inquiry part of the advocacy-inquiry dimension. Advocacy
always takes a larger space at the meetings. Had the meetings been organised
in another way for another purpose, maybe the picture may have looked
quite different. However, in work meetings that are focused on bringing the
work of the group together, a good deal of advocacy seems to be needed.
What the groups could do, and did, was to elevate the use of inquiry through
the structure and form of the meeting. More on this aspect is found in the
section structure and the LIM.

The category of positive is not only used to give positive feedback. It may
also be used to connect and listen carefully to each other. This means that the
participants are relating to the situation of the other participants and that the
learning of the group and the meeting are both enhanced. Self may also fill
an important function during a meeting, if the participants are prepared to
share thoughts and think in terms of the group.

The participants thus have a responsibility for the interaction pattern at the
meeting and they can do so by contributing with their best information and
knowledge to the discussion. They can also ask open questions to each other
(horizontal inquiry), and not just ask the leader questions (vertical inquiry).
The participants can allow space for the other participants to talk. They also
have joint responsibility to keep the discussion focused on the topic. This
also applies to positive comments; the participants can engage in supportive
talk during a meeting or discussion. Positive comments and feedback are not
only the responsibility of the leader.

Structure

If meetings are designed to focus on learning, it is a good idea to try to re-
duce status differences at the meeting (Senge, 1990:228; Wheelan, 2010). In
the Municipality manager group the difference in status between the leader
and the other participants is emphasised by the seating arrangement and the
larger chair of the leader. The leader is placed at the short end of the oval
table and with a longer distance between him and the persons sitting nearest
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to him than between the rest of the participants. Status could of course be
displayed by other ways than physical means and the seating arrangement.
Yukl (2006) notes that high status persons often are allowed to talk more
during a meeting than persons that are perceived to be lower down in the
hierarchy or in status. This view is confirmed by Wilhelmson (1998) who
argues that it is the responsibility of the leader to allow space for the views
of the participants.

Structure and communication

How did the structure of the meeting affect the interaction in the groups?
The empirical study shows that groups with a clear meeting structure have a
more balanced and higher level interaction in the dimensions of the LIM,
suggesting that the structure facilitates group interaction and makes it easier
for the group to use all the dimensions of the LIM in their meetings. How-
ever, in this study it is often combined with the behaviour of the leaders of
the groups. The leaders have to allow for interaction and inquiry in the struc-
ture of the meeting. Still, it seems that the structure of the meeting is a factor
that contributes to group interaction though this phenomenon needs to be
explored further. It is also important to keep in mind that highly structured
and formalised meetings do not necessarily lead to balanced communication.

Structure could also refer to the order in which the items on the agenda are
discussed. In a meeting with several goals, such as information giving or
discussion, the order of these could be alternated. In the Municipality man-
agement group there were examples of both flexible and fixed structures.
The leader demonstrates flexibility when he steps leaves the agenda for the
day and decides to let the group hear and take part in the discussion that a
few of the participants had during the lunch break (debating the new munici-
pal culture house). Thus, that the group, with the support of the leader, was
able to accept new issues to discuss during the duration of the meeting. At
the same time, the structure of the discussion was kept within the frame and
rules of their meetings. In this regard the group followed their own rules for
how the meeting should be conducted and the participants did not improvise
in the sense that they deviated from the rules or the structure of the meeting.
This may be referred to as bounded-flexibility. The group is flexible enough
to change the agenda during the meeting but not enough to change or break
the rules for the interaction.

Wheelan (2010) suggests that effective groups have an open communication
structure in which:

...all member input and feedback are heard. [...] When all members take responsibility to
ensure that everyone is heard [...] the chances of group success increases. Valuable input and

skills will be used instead of lost. Ensuring that everyone has the opportunity to be heard can
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be as simple as stopping periodically and check with everyone. It takes only a few minutes but
can make a big difference in group success. (Wheelan, 2010:60)

The open communication structure is thus different from the balanced inter-
action proposed by Losada & Heaphy (2004) in that the open communica-
tion structure focuses on getting more input into the group discussion by
allowing the opinions of everyone in the group to be heard. In theory this
would help the group make better decisions in that the group gets access to
more information. Losada (1999) does not mention anything about participa-
tion, suggests that in his model the number of participants actually talking is
not necessary to measure in order to balance the interaction of the LIM.

Wheelan’s (2010) concept of an open communication climate is similar to
the idea of reducing out status differences as suggested by Senge (1990). The
idea underlying this strategy is to elicit more input into the discussion, par-
ticularly low-profile participants. Groups that have an open communication
structure would automatically receive more input into their discussions.
They would also have a higher participation rate during the meetings. How-
ever, this does not necessarily mean that the discussions become more bal-
anced in the LIM. There could be a chance of contagion and that the new
input leads to more questions and answers or taking other perspectives in the
discussion. As discussed previously in this thesis increased participation may
lead to an imbalance towards advocacy in the advocacy-inquiry dimension
towards advocacy and towards self in the other-self dimension.

As we have seen in the Elementary school (discussing cutbacks in the staff
and discussing the organisation of the staff), the distribution of a handout at
the beginning of the meeting gives an equal opportunity for all participants
to take part in the meeting. The handout is a combination of structure and the
behaviour of the leader. The leader prepares the handout and who allows
time for reflection on the information given in the handout. The handout thus
makes the discussion more equal and the participants do not have to spend
valuable time preparing for the meeting, which may be important in an or-
ganisation where the employees are pressed to perform other duties.

Lack of preparation tends to make the discussions general rather than spe-
cific and much time must be spent on explaining concepts and ideas in order
for the group to talk about the same things.

The handout worked well in the elementary school meetings. There are sev-
eral reasons for this. First, the group had had the same people for quite some
time and the purpose of the group was to discuss development. Thus, the
participants of the group knew what was expected of them. The handout
serves as a common ground to start the discussion, but also as a way of trig-
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gering associations in the participants. The rules for the discussion were also
clearly stated several times by the leader at the beginning of the meeting and
during the discussion. Second, the leader was strict on the separation of idea
generation and discussing possible solutions, which closely resembles the
Nominal Group Technique (NGT) in which groups silently prepare ideas
that are subsequently discussed (Kaufmann & Kaufmann, 2005). This active
behaviour of the leader helped the group to stay focused on the matter at
hand. The leader almost functioned as a dialogue leader, often reminding the
group about the rules of the dialogue and helping the participants to keep the
discussion on track. The handout further serves as a common inquiry. This
was seen in the Elementary school when the participants started to discuss
the contents in the handout, what the contents really meant, and how it was
going to be interpreted (discussing cutbacks in the staff). This contributed to
the interaction by letting the participants think out loud and asking questions.
The handout may also serve as a preparation for a case discussion.

The case discussion

Case discussions focus on solving a specific problem or discussing a specific
situation in contrast to other meeting situations in which the discussion is
more general. The key word for the case discussion is specific. The specific-
ity of the discussion helps the group to keep the discussion on track. Another
key feature of the case discussion is the problem solving nature of the dis-
cussion, which contributes to a more balanced interaction in the group. A
case discussion invites the group to use all of the dimensions in the LIM
during the discussion. Two sequences in the empirical sample are distinct
case discussions: the IT unit (discussing the distribution of PCs) and the
Municipality management group (solving an organisational problem).

If the case is presented by someone else than the leader of the group, it will
have a positive side effect of involving other people in the discussion and
making the leader take a more passive role. The risk in ordinary meetings is
that the leader does all the talking. Inviting someone else to present at the
meeting establishes a different kind of dynamic. A participant who is afraid
to ask the leader questions at the meeting may feel more comfortable asking
one of their peers.

One precondition for the case discussion is that the members of the group
feel secure and protected in their group relationship. The idea of the case
discussion is to let someone in the group present a specific problem or di-
lemma in order to get new input that would help solve the problem. Thus,
the person presenting the case must feel at ease in the group and willing to
accept potential criticism. If this basic psychological safety (Edmondson,
1999) is present in the group, case discussions may work as a way to include
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more people in the discussion and make the meetings more dynamic and
effective. Groups without this basic psychological safety should not try the
case discussion technique. Psychological safety is linked to learning and so
is case discussion. The goal of case discussion is not to have a balanced in-
teraction but to receive input from several persons to solve the problem in
the best possible way. Building meetings on case discussions may also help
to build a helping climate in the group. The other members of the group
know that if they become bogged down they can always rely on help from
the group. They also contribute to helping others, which makes them feel
better about themselves. The idea with the helping relationship is to give the
one in need new input in order for that individual to solve the problem. The
problem still belongs to the presenter in that he or she is the person responsi-
ble for the problem (Schein, 1999).

The case discussion has the effect of triggering the thoughts of the group
participants and to get them to come up with new ideas and ways of looking
at things. Most people are helpful and if someone asks for genuine input on a
problem most would at least try to help and contribute to this genuine re-
quest. Extremely dysfunctional groups could give false advice to the pre-
senter so the problem becomes even worse. Schein (2009) argues that all
helping relationships are unequal and that it is crucial to understand the basic
principles of helping before engaging in such a relationship.

The true helper is the one who functions as a critical observer and who is
willing to ask questions. The solution to the problem, however, still lies with
the one asking for help. Other possible standpoints as a helper are to take an
expert role knowing all the answers or the role of a doctor proposing reme-
dies. To avoid these roles it is crucial that the problem is not removed from
the person seeking help. Because accepting help means that you have re-
ceived a favour, you are also expected to return that favour. Thus, if the case
discussion is rotated somehow in the group the favour of helping will be
returned automatically between the members of the group.

The case discussion also makes the interaction more balanced. A well-
functioning case discussion includes questions, suggested answers, new
ideas, and positive feedback on the suggested ideas. Thus, most of the di-
mensions of the LIM are naturally incorporated into the case discussion.

Given that the group is able to share ideas with each other and that the pre-
senter is prepared to display his ignorance in front of the group, the case
discussion may contribute to a more balanced interaction. The presenter
starts by presenting the situation that led to the current problem needing to
be solved. This part contains both advocacy and inquiry from the presenter’s
part, with emphasis on advocacy. The next step in the discussion is for the
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other participants to ask the presenter questions in order to achieve a more
comprehensive picture and to clarify some issues. This part also includes
advocacy and inquiry, with focus on inquiry. The next step involves the par-
ticipants giving suggestions on how to solve the problem; this part includes
advocacy and could include positive comments. Depending on the problem
and on situation, the other-self dimension could be used in any part of the
discussion. This is the ideal type of case discussion.

In the empirical example in this study the case discussions has been of a
different character. There has not been any formal presenter; rather, the
group has encountered a problem that needed to be solved and thereafter
they engaged in what could be called a case discussion. These sequences in
the observed meetings showed a balanced interaction in the LIM and they
also had a higher participation rate than other meetings. This was especially
clear in the IT unit. The group had a high participation rate in the meetings.
The case discussion changed the participation to becoming a volunteer par-
ticipation and it also changed the direction of the communication into re-
volving in the room and taking the course between participants instead of
going through the leader.

Future orientation

Future orientation seems to bring more balance to the interaction of a meet-
ing. The LIM does not specifically state this but when groups are discussing
the future, more of the categories in the LIM are included into the discus-
sion. Historical discussion could also be balanced in the LIM, but for some
reason, it seems to be easier to think freely when imagining what could be
instead of stating what has happened. Analysing past events in an effort to
determine what could have been done as an alternative for the chosen path
locks us in the history of an event (Goldsmith, 2003). Goldsmith (2003)
proposes a feed forward approach instead of feedback approach and claims
that focusing on the future makes the feed forward more actionable. Because
history cannot be changed, it is futile to focus on past events. It is still possi-
ble to learn from the past and not to repeat mistakes in the future, but the
general idea is that the human imagination is better at focusing on the future
than trying to learn from past events. The dimensions of the LIM invite the
discussion to focus on the future. Future-oriented discussions become more
balanced in the LIM in that thinking about the future forces a group to take
the perspective of others and to ask more questions. These are the two di-
mensions with the largest imbalances in ordinary work group meetings (in-
quiry and other). By moving the discussion to the future, it becomes more
natural trying to imagine what others would think and how they react and do
something.
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The LIM is not necessarily focused on future oriented discussion, i.e. the
model has no temporal element. The empirical findings in this study, how-
ever, indicate that the interaction becomes more balanced when taking a
future-oriented perspective. The original study by Losada (1999) indicates,
however, the possibility of the observed groups talking about the future. The
observed groups gathered to discuss the business strategy of the coming
year. This indicates that the discussions were to some extent future-oriented.
It is of course possible to discuss the coming year using the past. The fact
that the groups discussed the future business strategy means that the other-
self dimension was more naturally present in the groups. The other-self di-
mension is based on the SWOT analysis, which is used to evaluate the busi-
ness environment of a company or an organisation. Thus, it was probably
easier for Losada to distinguish between other and self in his meetings than
for me to make the same distinction in the present study. Had the observed
group in this study been business units discussion the coming business strat-
egy of the unit, the other-self dimension would be easier to operationalise.
The difficulties to determine the boundaries between the concepts would still
exist, but it would be easier to distinguish between them. Future-orientation
is thus not a necessity for a balanced interaction, but taking a future perspec-
tive enhances the possibility of a balanced and a more dynamic interaction
that includes all of the categories of the LIM.

Barge & Oliver (2003) suggest the use of conversational structures for work-
ing with appreciation in organisations. The suggested structures closely re-
semble the categories and ideas of the LIM. For instance, they suggest that
the group or manager should take on different roles such as imagining how
people outside the organisation perceive an issue or that the group should
take on the perspective of other outside persons or organisations. This sug-
gestion closely resembles the idea behind the other category of the LIM.
They also suggest that groups should talk about the future and verbalise their
hopes and dreams. This has no equivalence in the LIM, but as we have seen
an orientation towards the future may make the balance in the interaction
even more. They also suggest reflective conversations in which one or more
of the participants in a group observe and then comment on the interaction.

Could you balance other and self without a future-oriented perspective? In
what we know from the original model the groups in that study focused on
developing plans for the coming year. The discussions were strategic and
probably focused on future development. Future orientation thus seems to be
an important ingredient in the balancing of other and self in the LIM. An
orientation towards the past is more likely to look like a “blame game” that
tries to find out who did what and who was right and who was wrong. Gold-
smith (2003:17) suggests we look to the future because “[w]e can’t change
the past”. It is thus better to focus on the future than the past.
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Looking at the order parameters of some of the groups

Order parameters can be described as the culture in the groups and how the
groups conduct their meetings. If you want to change a complex adaptive
system, a first step in that change process would be to identity the order pa-
rameters of a group. Order parameters are created through the interaction in
a group and they at the same time control the interaction. In many respects
they can be thought of as norms that are developed in the group because they
make things easier for the group. These norms later become things and pro-
cedures that control the group and that are taken for granted, even though no
one remembers why or how they were created in the first place.

In the Municipality management group the order parameters are not yet sta-
bilised but some patterns are recognisable. First, because the group is newly
formed, no order parameters have yet been established. Instead, the group
relies on old and secure habits on how to conduct a meeting. This could be
one explanation for the group’s formalised structure at the meetings. At the
same time, there is a struggle to establish new order parameters and a new
way of doing things because some participants feel that merely safe ways of
conducting meetings are not enough. According to CAS theory, the interac-
tion in system creates the order parameters, which impact the interaction.
Thus, the Municipality management group still needs to establish order pa-
rameters that will work for this group. In the meantime, the group relies on
old habits that most people in the group are happy to accept.

In the Elementary school the order parameters seemed stable and well estab-
lished in the group. Two major order parameters in this group were the spe-
cial structure of the meetings and the behaviour of the leader. The group
conducted their meetings in accordance with almost the same basic pattern
every time. This way of organising became an automatic feature of the
group: there was no elaborate design behind the structure — it was self-
organized. The leader, however, had a clear idea how to run the meetings,
promoting participation and contribution. She also wanted the participants to
be part of the decision-making process. Instead of deciding everything on
her own, she invited the group to take part in decision-making, although she
had the formal responsibility and the final word regarding the decisions
taken.

The IT unit changed the form and discussion topic of their meetings when
the observations started and therefore new order parameters had to be estab-
lished. This process worked very slowly, where it was obvious that the old
habits of the group still remained in the room. The group had problems with
establishing functioning order parameters for the new kind of meeting and
they were also afraid to lose face or look bad in front of the leader and the
researchers. Taken together, these factors meant that the meetings often
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came to a halt with long silences and lack of discussion. The group also por-
trayed a lot of irony. Irony is a tricky issue that could be understood in at
least two ways. Irony could be a healthy thing, indicating that the group has
a certain jargon that is used to build a good relationship between the mem-
bers of a group. On the other hand, it could be used in an unhealthy way to
laugh away difficult issued that need to be addressed. In this way it serves as
a defence mechanism against topics that are hard to discuss or painful.

Order parameters are not always easy to discover. In the Environment unit
and the Culture unit I was not able to identify any clear order parameters.
This does not mean that they do not exist but that I have not managed to look
closely enough. All social systems develop order parameters. It is possible to
speculate that one order parameter in the Environment unit is the inspectors’
need for information. According to the participants, the previous leader did
not give any direction or any information on the office and the inspectors
that worked at the unit at that time said that they had a leader that did not
care. Thus, they were happy with the new leader who contributed with in-
formation from the municipality. This also meant that the meetings con-
tained a lot of information from the leader, but that the participants were
happy with this situation because they now felt more involved in the events
of the unit.

The concept of order parameters and how they are developed can help us
understand why a group behaves as it does. It is important to remember that
order parameters serve as a magnet for the interaction in a system. Groups
are able to expand their field and use other parts of the phase space, but most
of the time the interaction returns to the established order parameters. It is
still possible to change order parameters in a group, but this requires great
effort from the participants. These changes in order parameters most often
take place when an external factor changes or when one or several persons in
the group change. A new leader, for instance, has the opportunity to change
order parameters more easily than otherwise. However, this change has to be
done quickly and with force; in other case, the old habits of the group take
control and continue to guide the interaction. The best scenario is of course
when the leader and the participants work together to establish new order
parameters in the group. The concept of order parameters also helps us to
understand why it is so difficult to change a group or an organisation. A first
step in any change process would be to identify the order parameters of the
organisation that are to be changed.

If order parameters are developed in the same way as norms, which I believe
they are, then the leader has a large impact on the creation and change of
order parameters. According to Schein (2004), in a leaderless group the per-
son who first suggests a working solution to the problem becomes leader.
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This leader then stays as leader as long as his or her solutions seem to work
for the group. Thus, if the formal leader of a group is able to show the group
that the interaction climate and the quality of the meeting changes if the
group engages in more inquiry, takes a more external view on matters, and is
more positive towards each other, a true shift in the order parameters is pos-
sible. The leader is not alone in the role of creating or changing order pa-
rameters in that the participants are involved and play an important role as
well.

Because the order parameters are created in the group, the possibility to
change them is always in the group’s reach. Hence, every group in itself
holds the key to its development and that they do not always need to be
changed with help from the outside.

Different functions of a meeting

Based on the observations conducted for this study, I suggest three basic
functions of a meeting: a meeting that is work-oriented, a meeting that is
relation-oriented, or a meeting that is learning-oriented. These results are
preliminary findings and the analysis of meeting functions were not an in-
tended aim of the study.

Work-oriented meetings focus on getting things done and making decisions.
The relation-oriented meeting focuses on positive interaction and relation
building. The learning-oriented meeting focuses on development, discovery,
and problem solving. These three major types of meeting function also have
different interaction patterns in the LIM. Even though the LIM states that a
balance between all the dimensions is to be preferred, different functions of a
meeting make different parts of the LIM more important.

A meeting can also have all these different functions at the same time or in a
mixed form. A meeting could be focused on both relation- and work-
oriented functions. Some support for this contention is found in the litera-
ture. Wheelan (2010), for example, suggests that effective meetings should
have a ratio of 70:30 for work-oriented speech acts over relation-oriented
speech acts. Her focus is thus on a work-oriented meeting but with a rela-
tional touch. Dutton & Ragins (2006) suggest that meetings are crucial for
building relations in organisations.

Jay (1976) suggests that a meeting should have six functions: (i) meetings
are used to define who belongs to the group; (ii) meetings add to the knowl-
edge of the group; (iii) meetings clarify the goal of the group and what the
group needs to do to be successful; (iv) meetings create a commitment to-
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wards the decisions taken by the group; (v) meetings give an opportunity for
the leader to exercise his or her leadership and guide the group process; and
(vi) meetings are an arena for displaying status in the group. Table 9 presents
the three types of meeting function.

Table 9 Meeting functions and the LIM

Function Comments

Work-oriented Facts and the questioning of facts are important. This is
done by balancing advocacy and inquiry. The positive
component is to provide feedback to ideas and information.
Depending on the type of work and the specific topic of the
meeting, self and other will be differentially important and
not necessarily in balance.

Relation- Relations are mainly built by being positive to each other

oriented and taking an interest in each other. Thus, the group en-
gages in genuine inquiry in order to build a relation. Be-
cause the group focuses on itself and the members of the
group, self becomes an important category. The relation-
oriented meeting may therefore have an imbalance towards
self in the interaction of the LIM.

Learning- Learning orientation gives a natural balance between the

oriented categories of the LIM. Learning occurs when groups are
able to take different perspectives and encourage each
other to contribute with novel ideas. All of the categories
of the LIM are equally important

There are three main aims of a meeting: to work, to relate, or to learn. If the
aim of a meeting is to work, the group usually has an agenda and some prac-
tical issues that need to be discussed. Meetings that are aimed at building
relations in an organisation often have another official aim, most often work-
related. Relation building is not a task that is sanctioned in most output-
oriented organisation and thus the relationship meeting has to be disguised
into something that more closely resembles work. The learning meeting is
focused on solving a problem and could also be called a development meet-
ing if you want to dress the learning in a more future-oriented language. At
this type of meeting, the participants either discuss a problem or both discuss
and solve a particular problem or development issue. Such meetings need
not end in any decisions being taken or in offering a solution to the specific
problems. However, during the discussion, other problems may have been
solved and new questions regarding the organisation may have evolved.
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Work-oriented meetings

This is a meeting in which the group is task-oriented, i.e. wants to get things
done. It could also be a meeting in which decisions are made, but this is not
necessarily the case. The focus on these meetings is the task of the group or
the organisation and the participants share the responsibility for solving this
task. A minimum of time is spent on conflicts and resolving conflicts; in-
stead, the group focuses on the common task, with the goal of solving it in
an efficient manner. Many organisations and managers think that their meet-
ings are work-oriented meetings and that the group they are leading is a task-
oriented group. This is not always the case. According to Wheelan & Wil-
liams (2003), mature groups are more likely to have work-oriented meetings
than newly formed groups. Mature groups have already settled most of the
conflicts that arise when a group is forming and the participants are search-
ing for their roles within the group.

Work-oriented meetings imply that the focus in the LIM is inquiry and ad-
vocacy. The meeting is based on facts (i.e. advocacy) and on interpreting or
questioning these facts (i.e. inquiry). Depending on the work of the group,
focus may either be on self or other. Self would be most natural for work
groups discussing internal work-related items. The work-oriented meeting
may thus be imbalanced towards self, but this is not necessarily the case.

When the Environment unit receives information from the leader (working
together as a group), they are engaged in work activity. The participants do
not just passively receive the information. They interpret the information in
regards to their own work and are actively asking the leader for more infor-
mation or if they need to take any measures and act on the information. This
would be an example of a meeting that is focused on work. Work at this
meeting is not defined as taking decisions; rather, the inspectors get the in-
formation they need in order to perform their tasks.

Relation-oriented meetings

The aim, officially or unofficially, of the relation-oriented meeting is to
bring participants closer together. According to Dutton & Ragins (2006),
meetings are an arena in organisations that enhance and build connections
between the members of an organisation. These connections are preferably
of a positive or high quality. Relational meetings also create a sense of par-
ticipation and belonging in the organisation and perhaps even in the group.
Such relation building is especially important in organisations where the
workers are interacting with each other on a daily basis. Then it is important
to have a meeting or a gathering point where the employees of an organisa-
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tion can meet and interact. Such interactions also make it possible to share
knowledge and create a more common way of working.

Although the relation-oriented meeting is often frowned upon in organisa-
tions, it has an important role to fill. In organisations where other meetings
are frequent there may not be room for a sole relation-building meeting, but
in organisations with highly individual members and few chances of natural
interaction during the daily work week such a meeting can be important.

The office meeting in the Environment unit is the closest to a pure relation-
building meeting in this study, but it was disguised as an ordinary work
group meeting. A more common form of relation building is the one that
takes place within the realm of another type of meeting. It could be argued
that all meetings in some respect are relation building. The fact that people
are gathering in a meeting to interact with each other often has the secondary
result that relations are enhanced as well. All of the meetings in the study
had relation-building components but none of them were called relation
meetings. In the smaller Culture unit the meeting is a way of bringing the
participants closer together. Their meetings sometimes took a coaching turn
when the leader of the group, who was very experienced, guided the younger
participants of the group in how to solve problems within the organisation.
This is a form of mentoring or coaching type of meeting which fits well un-
der the relation-building type of meeting.

The absence of true relation building meetings in organisations is notewor-
thy. It is as though relations are of no importance in the working of an or-
ganisation and that to build or develop relations during meetings is consid-
ered meaningless to the overall performance of the organisation. However,
high quality connections in organisations have been shown to be important
for an organisation to function well. Such high quality connections can be
created through meetings, or, if they already exist, enhanced a meeting. The
relation building result of a meeting should not be ignored because it is of
equally importance as the other positive outcomes of meetings. However, as
mentioned above, the relation building aspect of meetings is often found in
other types of meeting. Thus, there is no urgent call for meetings that have
the sole purpose of enhancing the relations of an organisation.

The relation-oriented meeting would focus its interaction on positive aspects,
such as giving each other positive remarks, and on inquiry. Inquiry is used to
explore the feelings of the other participants. Self may also be important in
the sense of sharing information in the group with the rest of the participants.
Advocacy may also be important to show the other participants what type of
person you are.
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Learning-oriented meetings

These types of meeting, which can also be called development meetings, are
aimed at solving problems or discussing the future. The purpose of these
meetings is to develop and discover. To discuss new ideas the group needs to
have an acceptance of bad ideas. The participants must be allowed to come
up with bad ideas without loosing status or influence. Otherwise, the devel-
opment runs the risk of just reproducing old and already proven methods to
address new problems that may require a new approach. Learning-oriented
meetings are perhaps the hardest to lead. They demand much more from the
leader than work- or relation-oriented meetings. The leader sets the space for
novel thinking and to communicate the rules of the meeting to the other
members of the group.

The Elementary school engages in learning oriented-activity in their explora-
tion of the future organisation of the school. They try to find different solu-
tions in how to organise the staff and simultaneously keep the welfare of the
organisation and of the staff in mind during the meeting. The meeting has a
clearly formulated problem that needs to be addressed, but the group is not
required to solve the problem during the meetings.

The learning-oriented meeting is also focused on development and managing
the organisation in new ways. How is this done and how do you encourage
novel thinking? One way of encouraging the group to “think outside the
box” is to the give them the opportunity to think aloud and to make mistakes.
Such a learning climate is often associated with psychological safety
(Edmondson, 1999), i.e. there exists an open climate without the risk of los-
ing face because of a lack of communicative performance.

The main idea underlying the learning-oriented meeting is to embark on a
future-oriented learning journey together as a group. It is thus aimed not just
at novel thinking but also in learning and the spreading of new ideas. When
learning-oriented meetings function at their best, the outcome is new and
improved ways to think about an organisation and its everyday life. How-
ever, one should keep in mind that it is in the everyday life of getting things
done that the organisation changes. The ideas presented at a meeting may or
may not have an impact on how the members of an organisation behave.
Even though meetings are a part of the everyday life of an organisation, fre-
quent as they are, it is still the behaviour outside the meeting, in the daily
proceedings of an organisation, which matter most. This is clearly known to
anyone who has tried to change the behaviour of an organisation by calling
to meetings and developing new guidelines on how to behave.
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The LIM is all about the learning-oriented meeting. In fact, the LIM may be
seen as a learning model. Learning and development are possible with the
group if there is a balance between the categories of the LIM. Thus, the
learning-oriented meeting uses inquiry to acquire new ideas and develop-
ment opportunities, advocacy to asses these ideas, self to asses the group,
other to examine the impact of the surroundings on the group, and positive
and negative to evaluate ideas during the meeting.

Organisations are made up of the interaction and relations between its mem-
bers. If these interactions are frequent enough, an emergent self-organised
pattern of behaviour will manifest itself. Relations are at the core of an or-
ganisation and meetings are the formal way of relating in organisations to
control and align the processes of the organisation.
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10. Conclusions

This chapter presents the conclusions of the thesis. The purpose of the study
was to explore how the contextual aspects of leader behaviour, participant
behaviour, and structure of a meeting affect the interaction pattern in meet-
ings. The conclusions of the study relate to these topics. The chapter summa-
rises the findings from the previous chapter. A more elaborate analysis of the
findings is found in chapter nine. The narrative structure of the empirical
findings also implies that further information regarding the research ques-
tions may be found in chapters four through eight.

A major point of the thesis is to look at the context of an interaction and a
meeting. The previous published research on the LIM does not present how
the groups were organised or what the leadership or meetings looked like.
Such questions have been the focus of this study. How does the behaviour of
the leader and participants and the structure of the meetings affect the inter-
action pattern? By examining these questions, I have discovered that differ-
ent types of discussion have a natural way of balancing the interaction pat-
tern, which would create an interaction pattern closely resembling the ideal
interaction pattern in the LIM. The LIM is a useful tool when discussing
interaction at meetings but it needs to be complemented with contextual
factors to better understand how a balanced interaction pattern emerges. This
study has shown the importance of leadership, participation, and structure
for the overall interaction pattern.

The study concludes that the behaviour of the leader plays a major role in the
development of the interaction pattern. The leader may function as a control-
ler, a reminder, or a listener; these three behaviours may affect the interac-
tion pattern depending on the situation. The participants may affect the inter-
action pattern by contributing with information and by engaging in horizon-
tal inquiry. The structure of the meeting affects the interaction pattern by
helping the meeting to stay focused.

Conclusion regarding leader behaviour

In this study much attention has been on the leaders of the groups participat-
ing in the study. The reason for this unbalance towards leadership was not
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intended from the beginning of the project. As the project unfolded, it be-
came increasingly apparent that the leader plays a significant role on the
outcome of the meeting. The leader initiates the meetings and is responsible
in leading the team. The behaviour of the leader has been shown to be an
important factor for group interaction. The leader facilitates the interaction at
a meeting and encourages a climate of free interaction. By choice of topic
and the meeting form, the leader can have a major effect on the interaction.

The study shows that the leader affects the interaction by function as a con-
troller, reminder, or listener. As a controller the leader controls the task
functions of the meeting and this helps the group to focus on the work aspect
of the meeting. This in turn affects the interaction pattern to become more
balanced. As a reminder the leader reminds the group of the structure and
goal of the meeting in order to keep the meeting on track. The leader may
also remind the group that all active contributions are welcome in the meet-
ing; the leader reminds the group of the open communication climate. As a
listener the leader steps back and allows the group to solve the issue at hand.
The listener still performs the task functions in the meeting but in a more
subtle way than the as a controller. The listener also delegates the group
maintenance functions to the participants.

The leader has to balance between active participation and passive participa-
tion depending on the situation. Under the right circumstances, the leader is
able to encourage participation by either being active or passive. An active
leader asks the participants to contribute to the discussion. The passive
leader steps back to give room for the participants to interact during the
meeting. The leader may also contribute to the interaction pattern by per-
forming the task functions at a meeting. By using such tools as summarising
and clarifying the issues, the group is able to keep its focus on the subject of
the meeting. The leader is not just only important because he or she takes up
so much space during a meeting but also because he or she controls the
process of the meeting.

Conclusion regarding participant behaviour

As the empirical results show, the participants at a meeting are bound to the
behaviour of the leader. The general assumption regarding participation is
that more active participation is good for the balance in the meeting and the
interaction pattern in the LIM. The major way through which the partici-
pants are able to contribute to the meeting is to engage each other in active
interaction, i.e. horizontal inquiry and horizontal advocacy. At several meet-
ings the interaction often took the path through the leader; however, when
the interaction travelled between the participants, the overall interaction pat-
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tern became more balanced, which created more connections in the interac-
tion. Horizontal advocacy also plays a role in the meeting. When participants
in a meeting engage each other in contributing with ideas and sharing infor-
mation the interaction pattern benefits.

The participants thus have a responsibility for the composition of the inter-
action pattern. The study supports theories on group development and the
fact that more developed groups have a different way of interacting than
groups in early stages of development. This may imply that the high per-
formance teams in Losada’s study were groups in the later stages of devel-
opment. The participants have the responsibility to contribute to the meeting
knowledge, ideas, questions, and facts.

Conclusion regarding the structure of the meetings

The structure of the meetings is an important factor for the composition of
the interaction pattern. Two major types of structure that change the interac-
tion pattern have been identified. These are the case discussion and the fu-
ture-oriented discussion. When groups engage in these types of discussion
the interaction pattern becomes more balanced. The case discussion is a spe-
cific structure of the discussion in which typically a case or a problem to
solve is presented to the group. The group then engages in a discussion re-
lated to the issue. The case discussion automatically balances the interaction
in the LIM in the studied groups. The future-oriented discussion aims at
looking into the future and this contributes to balance in the interaction by
giving a natural focus on exploration and on the perspective of others.

The qualitative interaction analysis done in this thesis also shows how dif-
ferent types of frame for the discussion yield different interaction patterns.
Further, the analysis indicates that a tight meeting structure may sometimes
be a contributor to the interaction pattern in the LIM. A meeting structure
that is focused on bringing forward the use of the categories of the LIM con-
tributes to the overall interaction pattern.

Contributions

The study set out to make contributions to the field of interaction analysis.
The study accomplished this goal by showing how an interaction analysis
model may be used together with contextual factors in to investigate how an
interaction pattern actually emerges. It shows that it is possible to move be-
yond the basic interaction analysis models and take a more holistic and
qualitative perspective on group interaction. Rather than merely studying the
interaction pattern of groups, the present study took a more inclusive per-
spective by investigating the entire situation of the groups in terms of history
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composition and situation. The study also wanted to show that interaction
pattern is closely linked to and dependent on other factors, including the
structure of the meetings and the behaviour of leader, and the participants’
behaviour. This approach adds to the picture on interaction analysis and al-
lows for a more context-related analysis.

The thesis makes four distinct contributions. First, it makes a theoretical
contribution by providing a deeper understanding of the LIM. The thesis
adds additional insight to interaction studies by looking beyond interaction
patterns and showing how they might arise. Second, the thesis makes a
methodological contribution by developing a “qualitative interaction analy-
sis”. This qualitative interpretation or estimation model can also be used by
both researchers and practitioners. The tool, which is developed by the re-
search team, works as an assessment tool that can be used in any interac-
tional setting. Third, the graphical presentations of the interaction pattern at
the meeting sequences show that the interaction patterns are not stable and
that they vary depending on subject and situation. Fourth, the thesis shows
the empirical composition of Swedish work meetings. There are opportuni-
ties for others to investigate further, but my study provides empirical exam-
ples of meetings in the Swedish municipal sector.

The LIM works as a traditional interaction model measuring and counting
verbal utterances in a group during a specified period. The present study
shows that the LIM can also be used as a qualitative interaction analysis
model for group interaction. The six basic categories of the LIM help to de-
scribe the interaction and visualise the verbal behaviour of a group. In this
regard the LIM works as a foundation for discussing the interaction of a
group and as a reminder for the group about the kinds of behaviours that are
desirable. By using the categories of the LIM to describe the composition of
the meeting, the members of the group will be more aware of what they are
doing. Furthermore, it may help a group determine what they need to
change. During this study, several groups were observed by an outside ob-
server looking at the interaction of the groups. This could have just easily
been made by assigning one of the participants as an observer during the
meeting or a part of the meeting. This simple exercise will help the group to
see their own behaviour in a different light and also as a tool to find what
they want to change. The group may feel that they already have a balanced
interaction (the exercise will help them to see if this is the case).

The interaction pattern of a group varies between meetings and sometimes
between sequences of meetings, suggesting that the LIM should not be used
as an evaluative tool diagnosing the interaction in a group. Rather, the LIM
should be used as a development tool. By taking topic, form, and interac-
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tional behaviour into account, it is possible to assess the interaction and de-
velop a desired interaction pattern.

The study shows that specific behaviours of the leaders and participants,
often combined with specific structures of the meetings, contribute to a bal-
anced interaction. The study further demonstrates that by taking into account
these contextual factors a richer description of the interaction in the groups
than a simple interaction analysis would have done may be achieved.

Future research

The scope of the study was limited to formal meetings. It would be of inter-
est to look into the interaction regarding other encounters and meetings in an
organisation to confirm the results of this study and to develop the model
further. Instead of just looking at meetings, all interactions at a workplace
could be studied by a more constant presence at the research site. The com-
munication at the meetings may not be representative of the communication
at other meetings or at other situations in the organisation. Thus, the results
of this study cannot be generalised beyond the observed meetings. Other
situations and other meetings would probably have different interaction pat-
terns. It would also be of interest to develop the findings of this particular
study and look at other meetings to determine whether the implications of
this study hold in other situations and meetings.

Areas that this study has not managed to answer need to be studied in future
research. Leadership is one such area that requires further study. The leader
is able to affect the communication at the meetings in several ways. Looking
at different types of leader leadership style that are linked to the interaction
of a group would be of particular interest since the leader is proven to play a
significant role for how the interaction unfolds in a group. Together with the
leadership analysis, it would be worthwhile to look more formally at the
development of the groups.

Future research is also needed in order to better understand the three pro-
posed functions of a meeting in the present study. Linking these meeting
functions to the interaction pattern in the LIM would also be of interest.

The present results demonstrate that the field of POS is well worth pursuing
in organisational research. Drawing on insights from both Al and POS show
that groups that are able to be more progressive, innovative, and positive
may have an advantage. The idea that every group and organisation has
unique strengths is also indicated in the thesis. Playing on those strengths
may be more worthwhile than focusing on developing the weaker sides of
the group or organisation.
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All groups have the potential to create a balanced and open communication
climate, which is desirable because it enhances relationships that can in-
crease morale and facilitate productivity. It is the responsibility of the entire
group to try and contribute to the communication process. Thus, this is an
inclusive process in which all of the members of the organisation are in-
volved.
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Appendices

Appendix A
Facsimile of the field diary

Positive Negative
Count: Count:
Inquiry Advocacy
Count Count
Other Self
Count Count

Front of the field diary
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Place and date:
Researchers present:
Visit nr:

Number of participants:
Setting:

Description of the meeting:

Communication pattern:

Intervention/feedback:

Reflections:

Back of the field diary
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Appendix B

List of interviews (in chronological order)

N Unit Date Title Inter-

0. viewers

1 Culture unit 2007-12-20  Activity leader, Culture FM, MW
school

2 Culture unit 2008-01-08  Activity leader, Culture office FM, MW

3 Culture unit 2008-01-08  Head of unit FM, MW

4 Culture unit 2008-01-08  Activity leader, Culture FM, MW
school

5 Culture unit 2008-01-09  Activity leader, Culture FM, MW
school

6  Culture unit 2008-01-09  Administrative secretary FM, MW

7  Culture unit 2008-01-09  Teacher/Union representative FM, MW

8  IT unit 2008-10-02  Support technician FM

9  IT unit 2008-10-02  System technician FM

10 IT unit 2008-10-02  Support technician FM

11 IT unit 2008-10-03  System technician FM

12 IT unit 2008-10-03  System technician FM, BS

13 IT unit 2008-10-03  Support technician BS

14 Environment unit 2008-10-28  System technician BS

15 Environment unit 2008-11-21  Inspector FM

16 Environment unit 2008-11-21  Inspector FM, PC

17  Environment unit 2008-11-21  Inspector PC

18 Environment unit 2008-11-25  Inspector FM

19 Environment unit 2008-11-25 Head of office FM

20 IT unit 2008-11-25  System technician FM

21 IT unit 2008-11-25 Head of unit FM

22 Environment unit 2008-12-05  Inspector PC

23 Environment unit 2008-12-05  Inspector FM

24 Environment unit 2008-12-05  Inspector FM

25  Environment unit 2008-12-05  Inspector PC

26 Municipality manager group 2009-01-29  Head of unit AS

27 Municipality manager group 2009-01-29  School administrative leader ~ AS

28 Municipality manager group 2009-01-30  Municipality office leader AS

29  Municipality manager group 2009-01-30  Rescue officer, temporary AS

30 Elementary school unit 2009-03-09  Head principal FM, AS

31 Elementary school unit 2009-03-18  Development leader/Teacher FM

32 Elementary school unit 2009-03-18  Teacher FM

33 Elementary school unit 2009-04-29  Teacher/Union representative AS

34  Elementary school unit 2009-04-29  Assistant principal AS

35 Municipality manager group 2009-06-04  Rescue officer FM, AS

36 Municipality manager group 2009-06-04  Personnel leader FM, AS

37 Municipality manager group 2009-06-04 CEO M

38 Municipality manager group 2009-06-04  Technical administration AS

39 Municipality manager group 2009-06-04  Environment office leader FM

40  Municipality manager group 2009-06-04  Economical administration — AS

41 Municipality manager group 2009-06-04  Social administration FM, AS

Note: Italics indicate that the author was not present at the interview. The interviewers, in
addition to Molin (FM,) were: Cederholm (PC), Stéliman (4S), Sodergren (BS), and Walden-
strom (MW).
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Appendix C

Date of observations

No. Culture IT unit Elementary Municipality Environment
unit school Management unit
group
1 2007-11-28 2008-02-26 2008-05-29 2008-08-28 2008-10-10
2 2007-12-03 2008-03-25 2008-11-03 2008-09-25 2008-10-17
3 2007-12-04 2008-04-29 2008-11-24 2008-10-30 2008-11-21
4 2008-01-30 2008-05-27 2008-12-08 2008-11-14 2008-12-05
5 2008-03-04 2008-08-26 2009-02-02 2008-12-18 2008-12-12
6 2008-04-09 2008-09-23 2009-02-23 2009-01-29 2009-01-23
7 2008-05-14 2008-10-28 2009-03-09 2009-02-19 2009-01-30
8 2008-06-04 2008-11-25 2009-03-30 2009-05-28 2009-02-20

Note: The bold dates indicate meetings that sequences are presented from in the thesis.
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Appendix D

Empirical sequences

Group Seq. & Title Gr. Length Coder
No. size
The Elementary 1(1)  Discussing parental critique 10 34min BS,FM
school
2(2)  Discussing cutbacks in the staff 9 38min MW,
FM
3(4)  Discussing the organisation of the 10 32min MW,
staff’ FM
The Environ- 1(1) Working together as a group 9 20min MW,
ment unit FM
2(2) Discussing the possible joint projects 9  23% min MW,
for the coming year FM
3(5)  Sharing information 9 8min BS, FM
The IT unit 1(5)  Discussing the distribution of PCs 11 19min BS,FM
2(4)  Discussing “soft” issues 11 18% min MW,
FM
3(1)  Discussing the task and mission of 12 25min MW,
the unit FM
The Municipal- 1(1)  Debating the new municipal culture 10 20min MW,
ity management house FM
group
2(3) Showing (dis)interest in external 11 20min MW,
guests M
3(4) Trying to solve an organisational 12 26 min MW,
problem FM
The Culture unit 1(4) A new beginning; planning for the 5 40min MW,
future FM
2(3) Sharing positive highlights 3 24min BS,FM
3(7)  Planning for the offsite meeting 4 20min MW,
FM
368 min

Note: The number in parenthesis refers to the meeting number in Appendix C. Coders were
Molin (FM), Sédergren (BS), and Waldenstrom (MW).
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Appendix E

Overview of the empirical examples

Unit Sequence 1 Sequence 2 Sequence 3
Elementary  Discussing parental Discussing cutbacks in  Discussing the organisation
school critique the staff’ of the staff
(The leader controls (The participants ex- (The meeting has a distinct
and monitors the meet- plore the situation and  structure)
ing) involve others in the Structure
Leader discussion)
Participant
Environment Working together as a  Discussing possible Information sharing
unit group joint projects (The group works together
(The leader informs (The participants con-  and shares information
the group) tribute to exploring the through a round robin)
Leader topic) Structure
Participant
IT unit Discussing the distri-  Discussing "soft” Discussing the task and
bution and administra- issues mission of the group
tion of PCs (The leader engages a  (The participants try to
(Case discussion, passive group with explore and problematise
structure combined questions) their work situation)
with topic) Leader Participant
Structure
Municipality Discussing the new Showing disinterest for  Trying to solve an organisa-
management municipal culture external guests tional problem
group house (The participants ex- (Case discussion, structure
(The leader initiates plore the purpose of the and topic)
and controls the dis- external presentation)  Structure
cussion) Participant
Leader
Culture unit 4 new beginning Sharing positive high-  Planning for the staff days
(The leader spreads lights (The participants drive the

positive energy; the
leader controls the
meeting)

Leader

(The subject invites
positive comments and
exploration)
Structure

meeting by present-
ing/reasoning)
Participant
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Appendix F

Diagrams portraying the interaction patterns in the analysed se-
quences

Figure 2 The ideal interaction pattern in the LIM
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Figure 4 The Elementary school: Discussing parental critique
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Figure 5 The Elementary school: Discussing cutbacks in the staff

The Elementary School Sequence Two

Advocacy
10

Megative =~

=F=The Elernentary
School Sequence
Twao

Positive < ™ Other

Figure 6 The Elementary school: Discussing the organisation of the staff
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2. The Environment unit

Figure 8 The Environment unit: Working together as a group
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Figure 9 The Environment unit: Discussing joint projects for the coming
year
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Figure 10 The Environment unit: Sharing information
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3. The IT unit

Figure 12 The IT unit: Discussing the distribution and administration of PCs
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Figure 13 The IT unit: Discussing “soft” issues
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Figure 14 The IT unit: Discussing the task and mission of the group
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4. The Municipality management group

Figure 16 The Municipality management group: Debating the new munici-
pal culture house
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Figure 17 The Municipality management group: Showing (dis)interest in
external guests
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Figure 18 The Municipality management group: Solving an organisational
problem
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5. The Culture unit

Figure 20 The Culture unit: A new beginning
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Figure 21 The Culture unit: Sharing positive highlights
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Figure 22 The Culture unit: Planning for the offsite meeting
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