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Observation



Figure 1: Research timeline 





* Surveys did not provide data for statistical analysis due to low statistical power, survey data was 

only used as input for 

** In the ‘Water’-case only TM participated in the second focus group interview 





developing and elaborating theory from practice

‘How can interventions contribute to the 

development of work group voice?’. 

Team characteristics



Contributions to developments in work group voice. 

Important interventions. 



FINDINGS 

 

team characteristics for work group voice research 

process

developments 

in work group voice contributions of combined interventions the development process 

effects and importance 

of different interventions 

[TM, …] [TL, 

…], […, FG], […, INT], 

[…, DIA], […,T-OBS]

[…,R-OBS]. 

[TM-C, FG].  

“I think we are quite a boring team 

for this research, because we express almost everything to each other. It is just very positive.” 

[TM, FG]. 

“If you have an opinion 

of which you know it might hurt people when you express it, then you know that you can say it, 

but that would be quite insensitive. So then it depends if you do express it or not.” [TM, FG]. 

“Nice of them to think along.” “Good idea.”

“It is a difficult situation, so it’s good we talk this through together.” [TL, OBS]



“Because of her 

open attitude, everything is laid out on the table. She never makes you feel that you did 

something wrong.” [TM, DIA]

“If there is any question, difficulty, concern or whatever, we can easily reach 

each other for help. And of course we can always call our TL.” [TM, FG]

“We have an agreement 

that we at least have to think about a solution for a problem, before addressing the problem in 

a team meeting. <…..> Also, we always try to underpin new ideas and check on support from 

colleagues, before submitting them in a meeting with the group.” [TM, FG]

“I am 

worried about my own work speed. As colleagues are checking up to 6 dossiers a day, I only 

manage to check 3 or 4 with large effort. Sometimes, this results in a backlog. However, when 

planners in the daily ‘start-call’ ask about feasibility of the amount of dossiers for the day, I 

often do not express my concerns. I do not want to complain and I work as hard as possible to 

increase my working speed.” [TM, DIA]. 

“I 

find it difficult to confront a colleague with negative feedback. <…> I do not know how this 

person will take my feedback or how he or she will feel about it.” [TM, DIA] 

“This is not the first time. His message appears quite negative to me.”[TL, 

OBS]



We are quite direct. According to me, our male-dominated culture is quite 

open.” [TM, FG]. 

“Why would you even bother. You never remember my answer 

anyway, so better don’t say anything.” [TM, R-OBS]. 

“You need quite some verbal skills right? <…> But verbally, I am not so strong. I 

often don’t know what to say or how to react. And then I have a problem, so I rather don’t say 

anything at all.” [TM, FG]

“Because he reacts by asking three questions, it takes you more time 

to deal with it.” [TM, FG]

“He stated, ‘I 

don’t care what you think, you just have to do it’. So the organization demands it, that’s 

that... but what we think about it? He said ‘I don’t care’. <…> Then you just as well keep your 



opinion to yourself.” [TM, FG]. 

“..then they are upset for a while. Whatever. That 

just the way it is. In the group I said ‘You also have the right to lie awake at night’. Not only 

me.” [TL, INT]. 

general contributions towards development

specific overall positive developments for different cases

specific 

elements of the development process 

specific contributions 

towards development within every case

 More awareness: 

 More insights: 

 Reflection: 

 Change: 



Interventions even provided our already open team with some food for thought.”[TL, INT]

“Group sessions provided time, 

space and a safe environment to discuss difficulties and issues.”[TL, INT]

“We better understand each other’s viewpoints now.”[TM, FG] 



 explicating general team situation and voice climate; 

 explicating different perspectives and behaviors; 

 uncovering silence motives; 

 exploring points of improvement; 

 explicating TM voice behavior as suggestions, concerns and opinions 

 bringing TM’s attention to TM (voice) behavior; 

 bringing TL’s attention to TM (voice) behavior; 

 bringing TL’s attention to own TL behavior (reaction towards voice). 



Enhancing positive 

behaviors and emphasizing gratitude and contentment in an already open team with a positive 

voice climate Identifying and working on very specific points of 

improvement within an already quite open team situation with a positive voice climate

Building the foundations for a more positive voice environment and voice 

climate, through more insights in and understanding for different individual perspectives and 

feelings

more awareness of

insights in reflection upon changes in behavior or behavioral 

intention

Bringing TL’s attention to own TL behavior

Uncovering silence motives Explicating different 

perspectives and behaviors







. 

“That 

has a lot to do with our team leader.” [TM, FG]

“This was a learning moment for myself. Someone 

said ‘It is nice to get a compliment once in a while’, and I have to force myself to do that more 

often. I am someone that easily says ‘this or that is not good’, but now I am thinking ‘How often 

do I actually value someone for doing its best?’. I do that in large projects, <….> but towards 

small things, I need to be more appreciative. <…> Sometimes, I take things too much for 

granted.” [TL, INT]

“Things I note down on the 

observation form right know, I normally do not remember at the time of summer evaluations, I 

have to admit that.” [TL, INT]

“…then we implement the idea, and that’s that. <....> Half a year later, I hardly 

remember who was the inventor of the idea.” [TL, INT]

“At 

the moment I filled in those forms, I thought ‘Ai, they express many things where we should 

actually start working on’ <…> Now, there are more things about which I think ‘Ok, this should 

be discussed together’.” [TL, INT]

Now, I am starting to approach 

small events (voice behaviors) more positively, and I will take them into account in evaluations 

<…> Before, I would only say, ‘good idea’, or ‘let’s do this’, but now I might also say ‘how good 

of you to think along’.” [TL, INT]

Now I think ‘When someone does something, 

either small or big, I have to make a note of it.” [TL, INT]

“Now I might choose to send an email to 

everyone, because we have to act immediately.” [TL, INT]





Maybe when it concerns highly personal information?”[TM, FG], 

“I don’t know, but it might be a reason?”[TM, FG]

“From our 

indifferent reactions you might notice that it is not really perceived as a problem.”[TM, FG] 

“When I want to say something, I just express it.” [TM, FG]

When it 

has a negative consequence for myself, like losing my job [TM, FG] 

“When in the daily start-call I 

asked the TM to raise our production level from 3 dossiers towards 4 dossiers a day conform 

the agreements, it became totally ‘quiet’. <….> Later that day, one of the TM called me and told 

that another TM told her that she was concerned about the feasibility of this new target.” [TL, T-

OBS]

“I am worried about my own working speed. As colleagues are checking up to 

6 dossiers a day, I only manage to check 3 or 4 with large effort. Sometimes, this results in a 

backlog. However, when planners in the daily ‘start-call’ ask about feasibility of the amount of 

dossiers for the day, I often do not express my concerns. I do not want to complain and I work 

as hard as possible to increase my working speed.” [TM, DIA]

“Something has changed, I think since January, which has shifted our focus more towards 

production. And we do talk about that among colleagues, but it has not really been discussed 

yet. It has not yet come to the table in a team meeting.”[TM, FG] “It is so 

good of you to express this right know.”[TL, FG] 

From a quality desk we start shifting towards a quantity 

desk. <…> When you have difficulties reaching the targets, you might think ‘It has to be quick, 

it has to be quick’ and you might overlook important items.” [TM, FG]. 

You should dare 



to say ‘I cannot make it, I cannot manage this, can somebody help me’ <…> You should not 

keep that to yourself, because then the pressure only rises.” [TM, FG]

“But that will show on your dashboard statistics at the end of the 

month.”[TM, FG] 

“It is not about the amounts <…..> the 

production level of 4 dossiers a day might be our aim, but is not the norm <…>. For me there is 

no judgment upon numbers.”[TL, FG]

“In this change, we have been well supported and we got enough time to learn.” 

[TM, FG] “I 

still get stomach aches because of that thing (the computer).” [TM, FG]

“For me, it is quite difficult anyhow. I was the last to join the team and well, 

who should I address then? <…> Also, I am afraid that my idea is bad, I guess.” [TM, FG]

“He isn’t doing that to bother us, and we all know that. He does that to make us think about 

it ourselves, it is not that… We all know that it is only meant to help us learn.” [TM, FG]

“Then someone said ‘It’s not that bad’. 

Too soon, I guess, because I am 100% sure the boys are right. But then they immediately react 



very negative, like ‘Now they want us to report such things, but they don’t do anything!’, ‘I 

won’t report anything anymore!’.” [TM, FG]. 

“Some things have been said that TM normally would not express” [TL, INT]

“No, I am not going to say anything 

<…> because I will pay for that later” [TM, FG]

“He often reacts by offending or 

blaming you, when there is a discussion or you express something.” [TM, R-OBS]

His reaction is way too harsh. <…> He just burns him 

down to the ground.” [TM, R-OBS]

“They see him 

much more as ‘the boss’ and therefore, they fear his reaction.” [TM, R-OBS]

“I think he does the right thing though. He provides them with 

chances to learn and I think that’s positive. By the way, I think it wouldn’t even matter (when he 

changed something) because that won’t change their attitude.” [TM, R-OBS]. 

“You hear 

some stories right now, then you can also express yourself more easily, if you know how others 

think about it. I speak about my feelings easier now, I guess.”[TM, FG]. 

“I think something already changed in those weeks, especially because they shared things 

with you. I noticed that they also wanted to share those things with each other. <…> I think 

they opened up towards each other. As the sender of the message, but also as a receiver they 

became more open.” [TL, INT]

“You are a good speaker, but I..” [TM, FG]

“Indeed, you are right, I never avoid discussions, with no one.” [TM, FG]

“…then I throw it out before thinking about it.” [TM, FG]

“Because you were here, people 

also think about it from another perspective now.” [TM, FG]



“You can’t blame those boys <…> The way they deal with it is, well, negative… But 

that is understandable. <…> They feel as if they are forced to change.” [TM, FG]

“Everyone makes a mistake once in a while.” [TM, FG]

“We should listen to each other before reacting.” [TM, FG], 

“We should provide understanding for each other’s situation. Whatever situation 

that is.”[TM, FG]

the effects of the different sorts of interventions in the action research 

for both TM and TL their importance for the overall development process 






























