
ISSN 1812-9056 

 Band 27 · Jänner 2019

WIRTSCHAFT UND MANAGEMENT
SCHRIFTENREIHE ZUR WIRTSCHAFTSWISSENSCHAFTLICHEN FORSCHUNG UND PRAXIS

  Cryptocurrencies, Technostress, 
HR Management, Didactics  
and Group Reflection

Domínguez Jurado, José Miguel / García Ruiz, Ricardo / Salem, Arman Sam
Creation and evolution of  the  cryptocurrency market

Jürgen Radel
Personal Bonds and Hedging Power: Using a Teaching Case to Reflect the  Impact  

of  Executive Decision-Making on the Wider System of  an Organization

Laura Dörfler
Age bias in recruitment decisions in Austria

Barbara Waldhauser
ICT-related interruptions and  work-related stress: a systematic literature review

Roland J. Schuster / Ina Pircher / Karl Preßl
Gruppenreflexion als Praxis des  Projektmanagements

Herausgegeben von der Fachhochschule des BFI Wien Gesellschaft m.b.H. 

Eine Gesellschaft des





Wirtschaft und Management

Schriftenreihe zur wirtschaftswissenschaftlichen

Forschung und Praxis

Eine Gesellschaft des



AutorInnenhinweise
Möchten Sie einen Beitrag in „Wirtschaft und Management“ veröffentlichen? Wir freuen uns, wenn Sie uns 
einen Artikel senden und werden Sie nach besten Kräften unterstützen. Nachfolgend finden Sie einige
 Hinweise, um deren Beachtung wir Sie dringend ersuchen. 
1. Allgemeine Hinweise
- Dateityp: Word-Dokument
- Schrift:  Arial
- Schriftgröße: 10 Pkt.
- Zeilenabstand: 1,5 Zeilen
- Satz:  Blocksatz
- Silbentrennung: Bedingten Trennstrich (Strg und -) verwenden
- Rechtschreibung: Bitte verwenden Sie die neuen deutschen Rechtschreibregeln.
  Es ist auf eine geschlechtsneutrale Schreibweise zu achten.
- Bilder und Grafiken:  Stellen Sie bitte alle Bilder und Graphiken in separaten Dateien bei! Die Bild    auf-

lösung muss für den Druck mindestens 300dpi betragen. Bedenken Sie bei der 
EinbindungvonGrafikenundBildern,dass IhrBeitrag imSchwarz-Weiß-Druck
erscheinen wird und wählen Sie starke Kontraste und keine dunklen Hintergründe.

- Lebenslauf und Portrait:   Stellen Sie bitte in extra Dateien einen kurzen Lebenslauf (ca. 5 bis max. 10 Zeilen)
  undeinPortraitvonIhnenundIhrenMitautorInnenbei(mind.300dpi).
- Bitte schreiben Sie im Fließtext und verwenden Sie nur Standardformate!
2. Gestaltung des Beitrags
- Titel des Beitrags: fett
- AutorIn:GebenSieTitelVornameNachnameder/desAutorin/AutorssowieInstitution/Firmaan
- Abstract:StellenSieIhremBeitragbitteeinenkurzendeutschenundenglischenAbstractvoran.
- Überschriften: Verwenden Sie maximal drei Gliederungsebenen (1.; 1.1.; 1.1.1.)
- Aufzählungen: Nummerierte Aufzählungen mit 1., 2., 3. usw. nummerieren, Aufzählungen ohne Nummerie-

rung nur mit vorangestelltem Trennstrich -.
- Fett und Kursivdruck: Nicht nur das Wort, auch die vorne und hinten angrenzenden Silbenzeichen im 

 selben Format.
- Anmerkungen:AnmerkungenwerdenalsFußnotennotiert(MenüEinfügen/Fußnote/FußnoteSeitenende;

automatische Nummerierung).
- Zitation im Text: Zitieren Sie nur im Text. 
 Ein/eAutorIn:(FamiliennameJahr);ZweiAutorInnen/HerausgeberInnen:(Familienname/FamiliennameJahr);
 MehrereAutorInnen/HerausgeberInnen:(Familiennameetal.Jahr);
 MitSeitenangaben:(FamiliennameJahr:##)oder(FamiliennameJahr:##-##)oder(FamiliennameJahr:##
f.)oder(FamiliennameJahr:##ff.).
Mehrere Literaturzitate bitte nach Erscheinungsjahr reihen und durch Strichpunkt(e) trennen. 
Mehrere Literatur zitate desselben Autors / derselben Autorin mit Beistrich absetzen.

- Literaturverzeichnis: Das komplette Literaturverzeichnis platzieren Sie am Ende des Textes.
Monographie:Familienname,Vorname(Jahr):Titel.Ort:Verlag.
Zeitschrift:Familienname,Vorname(Jahr):Titel.In:ZeitschriftVol(Nr.),##-##.
Zeitung:Familienname,Vorname(Jahr):Titel.In:ZeitungNr.,Datum,##-##.
Internet-Dokument:Familienname,Vorname(Jahr):Titel.<URL>,DatumdesDownload(=lastvisit).
Sammelbände:Familienname,Vorname/Familienname,Vorname(Hg.bzw.ed./eds.,Jahr):Titel.Ort:Verlag.
Aufsätze inSammelbänden:Familienname,Vorname(Jahr):Titel. In:Familienname,Vorname(Hg.bzw.
ed./eds.):Titel.Ort:Verlag,##-##.
MehrereAutorInnen:Familienname,Vorname/Familienname,Vorname(Restsiehe:ein/eAutorIn)

3. Betreuung durch die Redaktion / Nutzungsrechte
BittestimmenSieThemaundLängeIhresBeitragsmitderRedaktionab.DieRedaktionstehtIhnengerne
fürFragenbzw.zurAbstimmungIhresThemaszurVerfügung.MitderEinreichungdesManuskriptsräumt
der/dieAutorIndemHerausgeberfürdenFallderAnnahmedasunbeschränkteRechtderVeröffentlichungin
 „Wirtschaft und Management“ (in gedruckter und elektronischer Form) ein. Vor der Veröffentlichung  erhalten Sie 
dieredigierteEndfassungIhresBeitragszurFreigabe.Siewerdenersucht,dieseVersionraschdurchzusehen
und die  Freigabe durchzuführen. Notwendige Korrekturen besprechen Sie bitte mit der  Redaktion. Nach 
ErscheinenIhresArtikelserhaltenSie5AutorInnenexemplaredurchdenHerausgeber.MitderÜbermittlungdes
ManuskriptserkennenSiedieBedingungendesHerausgebersan.DieAutorInnenhinweisesindeinzuhalten.
Kontakt:IsabellaKiesling;E-Mail:isabella.kiesling@fh-vie.ac.at;Tel.:+43/1/7201286-66
Fachhochschule des BFIWien,Wohlmutstraße22;1020Wien



Editorial

Dear reader,

The latest edition in our series is entitled “Cryptocurrencies, Technostress, HR Management, Didactics 
andGroupReflection”.

Thefirstarticle,writtenbyJosé Miguel Domínguez Jurado, Ricardo García Ruiz and Arman Sam 
Salem, looks at cryptocurrencies for which there is strong demand, such as Bitcoin and Ethereum. The 
focus is on explaining the processes behind creating and operating a cryptocurrency, and on analysing 
this new market, especially in terms of its capitalisation, transaction capacity and ability to adopt new 
currencies.Inconclusion,theauthorshighlightthesignificanceofcryptocurrenciesforthe“Internetof
Things”(IoT).

The second paper, from Jürgen Radel,centresonacasestudyofaconflictbetweenmembersofa
management team, and how the case study can be used in higher education. First, the author outlines 
the didactic concept behind case study-based teaching, followed by a presentation of the case itself. 
He then provides valuable pointers on using the case in teaching sessions.

Inherarticle,Laura Dörflerof theUniversityofAppliedSciencesBFIVienna–who thisyearwon
theChamberofLabourScienceAward(WissenschaftspreisderAK)–investigatesthesubjectofage
discrimination in staff selection decisions in various industries and posts in Austria. Human resource 
managers from a range of organisations in the country were surveyed as part of the study. They were 
given hypothetical application scenarios and asked to indicate the probability of the respective  applicant 
being appointed. 

In the fourth paper, another member of the University of Applied Sciences BFI Vienna,Barbara 
 Waldhauser, examines challenges resulting from technostress, which are due to interruptions and 
dividedattentioncausedbyinformationandcommunicationtechnologies(ICTs).Basedonsystematic
literature research, the article discusses the effects of ICT-related interruptions (such as e-mails,
 messaging and smartphone use) on productivity, as well as perceived stress and impacts on the work-
place.Theresearchcoveredstudies that investigated ICT-related interruptionsandstressandwell-
beingintheworkplace,factorsinfluencingtheeffectsofsuchinterruptionsonstress,andthecostsand
benefitsofstrategiesaimedatmanagingICT-relatedinterruptions.

Andreas Breinbauer 
Head of the FH Supervisory 
Council,UniversityofApplied
SciencesBFIVienna



Written by Roland J. Schuster, Ina Pircher and Karl Preßl, thefiftharticletakesinterventionresearch
as the basis for an examination of the theoretical aspects of and prerequisites for group reflection
as a communication tool, particularly in the context of project management. There is a special focus 
on participatory observation, which can be used to reveal group-dynamic processes, as well as an 
 explanation of how an observation method can be implemented in teaching practice. 

Iwishyouaninterestingreadandwelookforwardtoreceivingyourfeedback!

Prof. (FH) Dr. Andreas Breinbauer
Rector(FH)oftheUniversityofAppliedSciencesBFIVienna
andreas.breinbauer@fh-vie.ac.at
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DomínguezJurado,JoséMiguel/GarcíaRuiz,Ricardo/ 
Salem, Arman Sam

Creation and evolution of the 
 cryptocurrency market

Abstract

In recent years, we have witnessed the creation and rapid expansion of a new 
set of digital or virtual currencies. These “cryptocurrencies” differ from traditional 
currencies in two ways: their method of creation, which is based in a computer 
process known as Blockchain, and their ability to operate without the control or 
oversight of a private entity or governmental organization.

The main objectives of this article are to explain the processes for the creation 
and operation of a cryptocurrency, processes quite different from those of tradi-
tional currencies (FIATC), as well as analyzing the evolution of this new market, 
particularly in terms of its capitalization, transactional ability, and ability to create 
new currencies, with a special emphasis on those cryptocurrencies that are in 
the highest demand (Bitcoin, Ethereum, etc.). The article closes with our main 
reflections regarding the boom in demand for these types of currencies, and their 
implications for the “Internet of Things” (IoT).

Keywords:  Cryptocurrencies,Blockchain,PaymentSystem,FIATC,Internetof
Things–(IoT).

 JEL:F31,E42,E51,C65

1. Introduction

The blockchain is a concept developed as a part of the core technology in 
 Bitcoin, which is, in turn, the best known electronic money settlement system 
that operates through a distributed electronic system. The innovative concept 
hasattractedmuchattentionacrossseveralfieldsduetoitsdiverseapplicability.
(Dorrietal.2017;Yermack2017;Mainelli/Milne2016)

Bitcoin technology operates under the powerful assumption that any miner with 
the hard and soft resources to mine can do so and effectively become part of (or leave) the block-
chain creation process at any temp point. Even with lower-value coins, the transaction  settlement 
system without a centralized management agency has proven both effective and globally impact-
ful. 

Theblockchainwasoriginallyintroduced(Nakamoto2008)asamechanismtoprovidebothsafe-
ty and integrity for monetary transactions using Bitcoin. Through the use of electronic  signature 

Domínguez Jurado, José 
Miguel 
UniversityofCádiz,(UCA)

Salem, Arman Sam 
VillanovaUniversity

García Ruiz, Ricardo
UniversitatObertaCatalunya,
(UOC)
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technology, blockchain allows for the safe, secure, and virtually guaranteed transfer of the owner-
ship of both this currency and others from one node to another.

One of the main objectives of blockchain’s technological system is to generate confidence
amongst its users. Indeed, themanner inwhich it was conceived prevents the exercising of
outsized control by any users or organizations. This differs from traditional currencies, whose 
confidenceislinkedtothesupportand/orimpliedinterventionofanorganization,state,central
bank, or other entity in charge of its issuance and control. What traditional currencies seek to 
instill through intervention and support, cryptocurrencies seek to do through their secured block-
chain technologies, keeping the issuance and control of the currency out of the hands of any 
designated body.

Owing to theblockchain,cryptocurrencieshaveexperiencedexponentialgrowthover the last
fewyears.Stillrelativelynew,theyhavealreadybecomeafieldofoperationsformanytraditional
financialinstitutionsand,atthesametime,agrowingconcernforsomegovernmentalagencies.
As these cryptocurrencies leave their traditional domains and become more integrated into daily 
trade, they will affect the real world economy more and more. As they are still little studied, it 
iscurrentlyratheruncertainwhattheseeffectswillbeinthefuture.(EuropaPress2016;Arce
Martínez2016;Yermack2017;Liebenau/Elaluf-Calderwood2016;CuartasMicieces/Alejandro
2016;Guo/Liang2016;Tapscott/Tapscott2016)

Afterenduringaperiodofgrowththatwasstifledduetoalackofconfidence,themarketforvirtual
currencies, led by Bitcoin, has gradually expanded and consolidated. The greatest  expansion 
thusfaroccurredduringthesecondhalfof2017,whenthetotalmarketcapitalizationofcrypto-
currenciessoared,pointingtowardsacertainbubble,whichhasbeguntodeflatesincethebegin-
ningof2018.

On the supply side, its simplicity – the fact that anyone can trade (or even create) a crypto-
currency–hasledtoaballooningoftotalcoins/tokensavailable,currentlyatanumbernorthof
2,000units.Inthisnewnetworkalargenumberofprofessionals(miners)operatingtheblock-
chain has been employed as well.

2. Fundamentals of Blockchain

The blockchain is a collectively created database whose historical components cannot be modi-
fied. It iscreated,disseminated,andaccessed freely throughadistributednetwork that lacks
privileged branches or pathways.

Thisdefinitionobscuresthecomplexoperationunderway,onewhichgrantsthesecurityguaran-
teesnecessaryforreliableandacceptableactions.Itsadvantagesareevident,especiallywith
regardstodata integrityandcertification.Theinformationstored inablockontheblockchain
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cannotbechanged (Lemieux2016),whichallows the technology tobeofuse in thefieldsof
 accreditation and legal security.

The creation process for a blockchain guarantees its security, integrity, and independence. 
Additionally,itgeneratesemploymentforthe“miners”whoareremuneratedforbeingincharge
of the operations necessary to create and consolidate blocks.

Theblockchainisdefinedasa“distributeddatabase”,whichhighlightsthefollowingcharacter-
istics:

– DecentralizedP2P1operationsthatoperatewithoutsupervisionfromacentralauthority(CTIC
2017;Swan2015).Eachindividualnodehasitsowncopyoftheblockchainandcontributesto
its construction and maintenance.

– Thedatabaseonlyadmitsadditionsinchronologicalorder;itwouldbeimpossibletochangeor
delete information after it was registered.

– Itisacryptographicallycertifiedregistry,ensuringtheconsistencyofalldatarecordedor
stored,andvalidatedbymostofthenetworknodes(Nakamoto2008).Thisfeatureallowsthe
blockchaintoserveasacertificationofintegrityforanytransaction.

Theblockchain is formedbyblocksof information. In the caseof cryptocurrencies, the valid
transactions are mostly monetary. Each block is linked univocally in a chain. Each block also 
includes a hash2  of the previous block that chains them together, maintaining both their consist-
ency and uniqueness.

Figure 1: Workings of the blockchain
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Source:Nakamoto2008

Each block on the blockchain is made up of data records whose form and meaning are dependent 
on their application. For Bitcoin and other payment systems, each block can contain anywhere 
from 1,000 to 3,000 monetary transactions. Each block contains a header with its own checksum 

1 P2Pistheacronymfor“peertopeer”,ora“peertopeernetwork”.Thisiswherecomputersconnectandcommuni-
cate with each other without a central server, taking advantage of, optimizing, and managing the bandwidth of the 
network.

2 A checksum (hash) is a number that is calculated from the contents of the block such that it would be impossible to 
reconstructtheblockfromthissumofcontrol(“unidirectional”function).Anyintentionalmodificationofanyblock
would thus change the checksum in an unpredictablemanner. For Bitcoin, this hash is composed of 256 bits,
expressedwitha78-digitnumber.Twoblockscontainingindependentcontentswouldalwayshavedifferentcheck-
sums.Theblock’schecksumservesasitsuniqueidentifier.
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and identifierof thepreviousblock(whichalsohadachecksumand identifierof theprevious
block,andsoon).Bytravelingbackthroughthesechecksumsandidentifiers,youcanverifyany
blockalongthechain.Thechecksumofeachblockisverifiedeverytimeitisaccessedtodetect
anychangeinitscontentsafteritsinitialconstruction.Amodificationoftheblock,includingthe
headerandchecksum,impliesthemodificationofitsidentifier(Stahr2014).

2.1 Construction of a Blockchain

The creation process of a blockchain is open and competitive, conferring with its independence. 
Since theremuneration isonlyawarded to thefirstminer tovalidateandclose theblock, the
competitionislargelytobethefirsttofinisheachvalidation.Bythenatureofnetworkwork,itis
open for anybody to compete.

The true originality and unique qualities of Bitcoin and its derived cryptocurrencies are their 
 existence in an open P2P network, without a central server or privileged nodes. Permission is 
not needed to enter the network, and the software to access is freely accessible. Although there 
is a preferred distribution platform (GitHub), and software recommended by various agencies 
(Bitcoin.org2011;Hartikka2016;ethereum.org2017),anyonecanproposenewsoftwareoruse
adifferentplatform(Tormey2017).

Thethreelevelsoftheblockchaingenerationprocesscouldbeexplainedassuch:

• Dissemination of the writing between nodes (the operations are visible for all operators)
• Construction of the blocks
• Construction of the chain

Inthefirststep,eachnewlycreatednodeentersthesystemthroughoneoftheexistingnodes
ofthenetwork,verifyingitsstructuretobevalidaccordingtotheentriesalreadyrecorded.Inthe
caseofBitcoin,thetwomainverificationsaretoensurethat:a)abalanceequaltoorgreaterthan
the amount to be paid exists in the senders account and b) that the author of the transaction is 
authorizedtodoso.Iftheseconditionsaremet,thewritingofthenodeisaddedtoalocalwaitlist
tobedistributedtothelocalnetwork.Iftheconditionsarenotmet,thenodeisrejected.

Eachtypeofannotationrequiresitsownvalidationprotocol,whichdefinesthevalidentriesinthe
system. This protocol is executed in the successive stages of block construction and validation. 
Each system can contain a directory of validation protocols, each associated with a code at the 
top of each script, which allows annotations to be made in the same blockchain about trans-
actions of various types.

Uponreceiptofeachmessage,theformalvalidityandlegitimacyofitsinformationarechecked.
Theopennatureof thenetwork imposesa fundamentalprincipleof security: thateachnode
 assumes that the rest of the system can be defective or fraudulent. The entire system is designed 
to be robust enough to function normally even under constant attack by highly skilled fraudsters.
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After this, each invalid entry is rejected and each legitimate annotation, having been duly vetted 
and validated at each stage, is copied onto the distribution network. 

Inthesecondstage,theminersplacetheirticketsontheirlocalwaitlist,organizingtheminthe
manner that facilitates access to each individual ticket. Each miner works simultaneously, freely 
choosingwhichrecordstoincorporateineachblockunderconstruction.Theblockisfinishedby
addingaheaderwithachecksumandanidentifierofthepreviousblock.

The computational cost of this operation is kept intentionally high. The checksum must meet very 
strictstandardsthatrequiremanycomputerresources,butwhosevalidity(called“ProofofWork”
PoW)canbeeasilyverifiedbyallnodes.Thisrequirementlimitsindividualmining(asopposed
tocooperativegroupmining),asthecalculationcapacityislikelytoolowfortheverificationof
blocks.(IBMBluemix2017)

Thereisremunerationavailableasmotivationforminers.InthecaseofminingforBitcoin,the
remuneration is done automatically by inserting a special transaction in the block that credits the 
minerwithanumberofBitcoinspreviouslycreatedandreservedspecifically for thispurpose.
Whentheminerfinishesbuildinghis/herblock,he/shetransmitsittohisneighbors,whocheck
the validity of all entries before relaying it to all the nodes in the network. When the miner receives 
a new block, he or she will stop building the current block (as it will no longer be accepted) and 
begins to build another new block.

The construction of the chain. For each newly received block, each computer of a completed 
node executes a previously established protocol to either reject it (if it is invalid or not present in 
thecontentsofthelocalscript),addittotheendofthelocalchain(afterafinalcheckofallentries
init),orputitonhold.Eachblockcontainstheidentifierofitspredecessorblockintheblockchain
of the miner who built it. This predecessor is the terminal block of the local chain, added pending 
afinalverificationofitsvalidity.Shoulditnotbeverified,itwillbeheldinaqueue,becomingthe
endofasecondarybranchoftheblockchain.(Crosby2016;Atenieseetal.2017)

Unityandconsistency.Thevariousprotocolsusedintheblockchainall incorporatesomesort
of consensus-driving mechanism. For example, with Bitcoin, the rule is that the main branch 
must always have had the most work done to it. The amount done is measured by a numerical 
valueintheheaderofeachblock.Ifthatnumericalvalueishigherintheheaderofasecondary
branch than it is in the header of the main branch, then the software will automatically make the 
 necessary adjustments and validations so that this secondary branch becomes the new main 
branch, ensuring consistency. This process is critical to the chain itself.

All copies of the blockchain remain identical since the same entrance and validation rules apply.
Eachofthemillionsofentriescreatedisregisteredinthousandsof identicalfilesondifferent,
unalterablesites,andcanbeconsultedfreeofcharge.(Kehrli2016;IBMBluemix2017)
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Figure 2: Graphical differences between various networks. 

 
Centralized Decentralized Distributed

3. Cryptocurrency Markets 

Thecreationofcryptocurrencymarketshasnotbeenaneasypath.From itsfirstacceptance
as a means of payment until the modern day, the market has gone through numerous moments 
oftensionanduncertainty.Asofthewritingofthisarticle(July31,2018),thetotalcapitalization
ofcryptocurrencymarketswasUSD285billion3andevenclimbedashighasUSD850billion
attheendoflastyear,witha24-hourtransactionvolume(aproxyforliquidity)exceedingUSD
19  billion. The current number of crypto coins and tokens on the market is roughly 2,239.

Figure 3 shows the number of crypto coins and tokens available and the growth in their creation 
overtime.Twolargeperiodsofcreationstandout:onein2014,moderateinsize,andanotherthat
beganinthefourthquarterof2017,whosegrowthcouldonlybecharacterizedasexponential.
Althoughalargenumberofcoinsandtokenscurrentlyexists(roughly2,239,asofJuly31,2018),
derivativesofthegrowingincreaseinSmartContracttechnology(Buterin2014;Narayanan/Miller
2013;Atzei/Bartoletti/Cimoli2017;Omohundro/Steve2014;Warren/Bandeali2017), itmustbe
recognized that even most of the cryptocurrencies depend on Bitcoin as a base value and market 
comparison.

3 BillionUSD=109USD
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Figure 3: Crypto coins and tokens created and existing per trimester
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Table1presentsthemarketshareand24-hourtransactionvolumeofthemaincryptocurrencies
in the market. Bitcoin, the reference currency by way of its market capitalization, has a market 
shareof46.6%,followedbyEthereum(15.36%),Ripple(6.01%),BitcoinCash(4.66%),andEOS
(2.31%).Thefivecurrenciesaccountfor75%totalmarketcapitalization,shapingaveryconcen-
tratedmarketwithaHirschman-Herfindahlindexof2,490.(McAuliffe2015;Rhoades1993)

Measuringby24-hour transactionvolume,Bitcoinholds themostmarketsharewith25.45%,
followedbyEthereum(8.29%),andEOS(4.57%).Transactionvolumeislessconcentratedthan
marketcapitalization,withaHirschman-Herfindahlindexof765.

Table 1: Majorcryptocurrenciesbymarketshareofmarketcapitalizationand24-hourtransaction
volume (asof07/31/2018)

R Crypto- 
currency

Market 
Cap.

Transactions 
24h

 R Crypto- 
currency

Market 
Cap.

Transactions 
24h

1 Bitcoin 46.60% 25.45% 11 Tron 0.79% 1.07%
2 Ethereum 15.36% 8.29% 12 Monero 0.70% 0.16%
3 Ripple 6.01% 1.21% 13 NEO 0.68% 0.54%
4 Bitcoin Cash 4.66% 3.25% 14 Dash 0.63% 1.49%
5 EOS 2.31% 4.57% 15 Eth. Classic 0.60% 1.37%
6 Stellar 1.85% 0.44% 16 NEM 0.51% 0.15%
7 Litecoin 1.59% 1.85% 17 Binance Coin 0.46% 0.31%
8 Cardano 1.57% 0.53% 18 VeChain 0.41% 0.15%

9 IOTA 0.91% 0.18% 19 Tezos 0.41% 0.02%

10 Tether 0.86% 0.01%  20 OKB 0.39% 0.31%

*Note:Tokensarehighlightedgrey

Source:Ownelaborationbasedonwww.coingecko.com
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Atimeseriesanalysisoftheevolutionofcryptocurrencymarkets(Figure4)showsaslowgrowth
inthemarketupuntilthefirstquarterof2017.Asofthattime,weseeasharpincrease,albeittwo
short cycles of instability. At the end of the year, the total market capitalization of cryptocurrencies 
reacheditshistorichigh,inexcessofUSD850billion.Thisrun-upseemstohavebeenspecula-
tiveinnature,astheperiodfromJanuary2018onwardshasmarkedaretractiontothevaluesof
October2017.Thisprocesshasbeenmarkedwithtwoimportantupturns.

Figure 4: The Evolution of the total capitalization of the cryptocurrency market.
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Intermsofmarketdominance,Bitcoinagainleadsthepack,thoughithasbeenlosingmarket
shareovertime,asdemonstratedinFigure4.AslateasFebruary2017,itcontrolledupwardsof
90%ofthemarket.Fromthenon,however,asignificantlossofmarketshareoccurredthrough
today’smarket share of 40%. This decline can be attributed to both the appearance of new
crypto currencies and the problems derived from the Bitcoin Cash and Bitcoin gold divisions. After 
aperiodofrecoveryuntiltheendoflastyear,whenmarketsharereached60%,anewdecline
beganatthecurrentrateof46%.
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Figure 5: Evolution of market share for the main cryptocurrencies. 
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Litecoinwasthefirstcurrencyoutsideofbitcointoattainsignificantmarketshare,withupto2.5%
asearlyasJuly2014.BySeptemberof thatsameyear,Ripplehadattainedasimilarmarket
share, though its growth through November 2015 would lead it to eclipse Litecoin as the second 
mostusedcryptocurrencywitha10%marketshare.Fromthenon,Ripplewouldbeginasteady
declinethatbringsittotoday’s~1%marketshare.

Ethereum appeared in August 2015 and quickly expanded into the second most used crypto-
currency.Bythefirstquarterof2016,ithadreachedamarketshareofroughly8%and,by2017,
had taken advantage of the growing cryptocurrency usage and split problems with Bitcoin to 
reach30%marketshare.Asseeninthegraph,themarketsharesofBitcoinandEthereumwould
appear to have a negative correlation.

Oneof the incentives for theuseofcryptocurrencieshasbeenexpectationsandspeculation
regarding the growth in prices. For Bitcoin, arguably the most extreme case, the value had grown 
toUSD19,665byDecember16,2017,beforeitproceededtofalltoUSD7,738(atthetimeofthis
writing).Ingeneral,thevariationinpricesshowsincreasesanddecreasesinpurchasesrather
than general economic activity, so it is easy to notice the strong speculative pushes.

Figure6 shows theevolutionof thepricesof the threemain cryptocurrencies, expressedas
 indexed numbers to show the relative growth of prices. Firstly, it should be observed that the 
value of all three cryptocurrencies has increasedmarkedly sinceMarch 2017. Secondly, the
pricesofthesethreecurrencieshavefluctuatedtogether,obtaininghighandpositivecorrelation
coefficients(Bitcoin-Ethereum=0.9256,Ethereum-Ripple=0.9004,andBitcoin-Ripple=0.8467).
Itisworthnotingthat,sinceJuly31,2015,Ethereumisthecurrencywhosepricehasgrownthe
most,seeinganincreaseof~500xvs~400xforRippleand~75xforBitcoin.



DomínguezJurado,JoséMiguel/GarcíaRuiz,Ricardo/Salem,ArmanSam

16 WirtschaftundManagement·Band27·Jänner2019

Figure 6: EvolutioninthepricesofBitcoin,Ethereum,andRipple.IndexedNumbers,1=07/31/2015.
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Below, we will analyze the large cryptocurrencies of Bitcoin, Ethereum, and Ripple, alongside 
IOTA,avirtualcurrencywithaspecialroleinIoT(InternetofThings)transactions.

Bitcoin

Presently, Bitcoin is the best known and most highly used cryptocurrency. Before the  appearance 
of Bitcoin, there were other electronic currencies, such as the technologies developed by David 
ChaumandStefanBrands (electronic currency) (Chaum/Brands 1997;Brands/Chaum1993),
Adam Back (hashcash), Wei Dai (b-money), and Nick Szabo (bit-gold) (Back 2002). These 
 currencies contributed to several concepts and technologies needed for the development 
of Bitcoin and similar cryptocurrencies (Molina2017). Thenewcurrencies, in turn, oftenuse
Bitcoin’ssourcecode,changingandaddingvariouselementstoincorporatetheirownstructure.
Thesenewsetsofcryptocurrenciescanbecollectivelyreferredtoas“Altcoin”.Thesetofover
160coinscurrentlyincludesLitecoin,Namecoin,Monacoin,Peercoin,Counterparty,andRipple
(BlockchainLuxembourgS.A.2017).
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Table 2: showssomeimportantmilestonesinthedevelopmentoftheBitcoinmarket:

Year BTC: 
USD

Milestone

2010 400:1 Thefirstexchangeofbitcoinoccurs,stemmingfromvoluntarytransactionsin
“BizTalk”.Theexchange,whichwasforpizza,incorporatedarateofUSD25for
BTC10,000.Theexchangeoccurredontheserver,“MountainGox”.

2011 100:1 WikiLeaks begins accepting donations and assistance in Bitcoin, though in small 
amounts. 
WikiLeaks needed the use of Bitcoin for their transactions. Mt. Gox was attacked by 
ahackeranditspriceinthemarketwasblocked,resultinginadecreaseof99%

2012 1:33 BitcoinbeginstobeusedregularlyatarateofUSD10per1BTC.Tradesashigh
asUSD33per1BTCoccur.

2013 1:1200 Forthefirsttime,themarketcapitalizationofBitcoinexceedsUSD1billion.InApril,
the Winkle Voss twins, who famously battled Mark Zuckerberg over the origin of 
Facebook, predict that the price of the currency would grow 3000x in 10 years. At 
theendofNovember,1BTCbeginstotradeatavalueinexcessofUSD1,000and,
by early December, 1 BTC exceeds the price of 1 ounce of gold.

2014 1:1000 Mt. Gox was the platform with the highest number of transaction exchanges. Again 
itwasattackedbyhackersand,incountervalue,around50,000millionUSD
 disappeared. Due to this attack on Mt. Gox, Bitcoin suffered a slowdown in its price.

2017 1:10000 InMay,thepriceof1BTCexceedsUSD1,500.Then,itrisessharplytoUSD5,000
byOctober,10,000inNovember,and15,000inDecember.Increasedgovernment
regulation in China, its largest market at the time, is more than offset by increased 
activityinJapan,Korea,andtheUSA.

Ethereum

The main difference between Ethereum and other cryptocurrencies is that Ethereum is not just a 
coin, but rather a platform. Anyone can use Ethereum to take advantage of blockchain  technology 
and build their own projects and DAPPs (decentralized applications) with intelligent contracts 
(Smart Contract). This is an important difference, as it shows the true scope of possibilities with 
Ethereum.

To clarify, if one would like to use the services provided by a Smart Contract that was developed 
for a particular DAPP, the token that was developed for that particular DAPP must be used (for 
example, Golem services must be paid for with the Golem Network Token, GNT). Although the 
tokens have a monetary value, they do not own any other right or privilege within the network.

So then, why do we need tokens other than Ether? This is because Ether is the central crypto-
currency, while every other token within the network is tied to the Smart Contract that it has 
developed and implemented.

Ripple

Ripple is a platform that was developed to solve the frequent problems of delays and costs of 
remittancesintraditionalinternationalremittancesystems.(Moreno-Sanchez2016;Takashima
2018)
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Ripple (XRP) currently holds the third largest market capitalization and, unlike Bitcoin-style 
currencies,actuallydoeshaveacentralorganization,RippleLabs,Inc,thatsupportsit.

Traditionally, international remittances have been made through banks and remittance agencies 
in a manner that was slow and relatively costly. Ripple has sought to change that system by 
workingincooperationwithfinancialinstitutionstomake“quickerremittanceswithfewercom-
missions.”

Unlikeothercryptocurrencies,RippleusesaPoSalgorithm(aconsensusrest)ratherthanaPoW
(ProofofWork)(VasinyCo2012;Siim2017).Inthismanner,thecreatorofeachnewblockis
chosen depending on his wealth, or participation (stake) in the system. Additionally, monetary 
reward is given in the form of transaction commissions rather than the creation of a new block 
(hencewhyminersinPoSsystemsarecalledforgers).Inthissystem,newcoinsarenotawarded,
and the number of coins created in the beginning always remains the same.

IOTA

IOTAisavirtualcurrencythatismoreproperlysuitedtohandletransactionsintheIoT(Internetof
Things).TheobjectiveofIOTAistomanageallaspectsoftheworldinanon-centralizedmanner
(Spurjeon/Sahu/Dutta2018;Tennant2017). IOTAwas launchedonNovember25,2015,witha
market capitalization having reached 300  billion yen(USD2.7billion)byJune2018.

ItiscloselyrelatedtothebelowpresentedcurrentdailyusesofIoT,thoughithasthecapacityto
growwithfutureinnovationsofsociety.IOTAusesauniquetechnologycalledTangleratherthan
chains of blocks. Tangle is a technology developed to optimize data communication and manage-
mentbetweenIoTdevices.CommunicationsthatoccurbetweenIoTdevicesviaTangleutilizea
small transaction fee (called a micropayment), allowing it to be a low-cost transmission system.

4. Conclusions

The technology linked to cryptocoins and tokens is in a phase of constant growth and evolution. 
These changes and improvements have developed in such a way that we can now use what was 
originally intended for Bitcoin or Ethereum to power small pieces of software, Smart Contracts, 
which allow us to replicate many real-world utility and service agreements in the virtual world. 

The evolution does not stop here either. The continued implementation of blockchain techno-
logiesinIoTspacescould,perhaps,enablemanyroutinemanagementandoversightservices
to be accomplished through artificial intelligence, remotely, autonomously, and automatically
through a chain of blocks.

The cryptocurrency markets have shown explosive growth in the volume of coins/tokens avai-
lable, the market value of those coins, and in the number of daily transactions processed. 
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Thegrowthofcurrenciesavailableisbothmanageableandjustified,giventhelackofneedfora
central governing authority, as well as its simplicity of use and implementation.

The capitalization of the total cryptocurrency market began a period of exponential growth and 
incrediblevolatilityfromMay2017onwards,acceleratingrapidlytowardsitshistoricalpeakatthe
endof2017,beforeexperiencingasharpdeclineinthefirstquarterof2018persistingthroughthe
second quarter. Behind this volatile behavior is the speculative process that substantially raised 
the price of all cryptocurrencies, especially Bitcoin.

Regarding the pricing of the individual tokens and coins, it is useful to review two facts. Firstly, 
thatthepricesofthemajorcryptocurrenciesfluctuatetogether;thatis,thattheirpricesdonot
behave as substitute goods, but rather have a strong positive correlation. Still, it is worth noting 
that some of the smaller, lesser-known currencies have experienced a higher growth rate than 
their more prominent relatives.

ThoughBitcoinprevailsasthemarket leader, theemergenceofpeersbuiltspecifically tosuit
other needs of both real and virtual markets has led it to lose market share. We believe this trend 
will continue in the future. That fact, together with the algorithmic limit on the number of coins in 
circulation, leads us to believe that the most likely place for Bitcoin in the long-term future is as 
areservecryptocurrency(perhapsakinto“virtualgold”),whereitsprice,thoughunpredictable,
should generally see long-term increases.

With such a variety of currencies available, many people seeking to buy and hold a quantity of 
the currency do not know where to put their money. Though predicting their transactionality and 
which will raise or drop in value is no easy task, there are some indicators we can follow and 
questionswecanaskourselvestomakeforamoreeducatedguess.Theseinclude:

- Current market capitalization
- Specificuse
- Length of or limitations on new issuance

The coins and tokens whose value we will see a rise in the future are likely to be those with  ample 
exposure to the overall market. As capitalization grows, new coins and tokens are likely to be 
 issued in order to match demand. The dilution from new issuances should, however, be more 
than offset by the rise in demand necessitating the added coins/tokens. As such, when choosing 
a cryptocurrency, it is important to choose one with ample exposure to and the ability to take full 
advantage of increases in the overall market.

Itisalsoimportanttostudythespecificuseofeachvirtualcurrency.Generally,thespecificpur-
posewillbestatedclearlyintheinitialspecificationsofthecurrency.Forexample,fluctuationsin
the rates of the major cryptocurrencies bode well for those who are better positioned to take on 
the challenge of remittances.
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Thisisbecausethefluctuationsystemdoesnotinvolvebanks,leadingtoareductionofcosts
on the frontiers of exchange rates and remittances. Because settlements through blockchain are 
relatively cheap and only take a few seconds to complete, many countries and companies have 
adopted them.

Outsideoftheseadvantages,whathasgarneredthemostattentioninthecryptocurrencymarkets
havebeenthefluctuationsinmarketcapitalizationsandpercoin/tokenvalues.Themorepeople,
countries, and companies are attracted to use cryptocurrencies, the higher the market capitaliza-
tion will rise. 

Table 3: Cryptocurrencies:Characteristics

Name Code Characteristics
Ethereum ETH Permits the creation of intelligent contracts between pairs, 

based on blockchain models.
Ripple XRP Specialized for payment and transaction settlement functions, 

especially in banking systems
Bitcoin Cash BCH IntendedasamoreliquidandaccessibleversionofBitcoin,

withan8MBcapacityvsthe1MBofBitcoin
Litecoin LTC Alower-profilecurrencyforlightweightdeployments
NEM XEM A social cryptocurrency model
QASH QASH ThecurrencyusedbyLIQUID,aprojectofQUOINE,an-

importantcompanyinthefieldofexchanges

Finally, it’s important to remember howmany units of each cryptocurrencywill be produced.
Some virtual currencies have an upper limit on the amount of issuances, whether structurally 
(algorithmic) or otherwise, whereas others have no such limit. Because new issuances will likely 
increase the availability and utility of the currency, and because excess demand is likely to more 
than offset the dilution from these new issuances, it can be said that currencies without pre-
established limits will be more likely to rise in the future than those who have limits, however high 
they may be.

On the other hand, the block-closing process is quite competitive,withminers competing at
everypointtocloseandaddablocktothechain.Insimpleterms,thetransactions(contracts)are
grouped in each block unit of a certain size, then sealed and added to the last block that exists at 
the moment. By repeating this, the blocks, really just collections of transactions, are connected 
from the front and from the back and grouped together in chronological order as part of a chain 
(hence, blockchain). The data in the blockchain is not collected in any one place, but rather has 
the same data stored in all distributed computer networks.
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JürgenRadel

Personal Bonds and Hedging Power:  
Using a Teaching Case to Reflect the 
 Impact of Executive Decision-Making on 
the Wider System of an Organization

Abstract

Using cases can be one strategy to increase the reflective capabilities of learners 
in situations that are ambiguous. Based on a concrete situation, learners have to come up with 
proposals for decisions and discuss possible actions. By doing this, general knowledge can be 
gained and applied to other, similar situations. The following article presents and reflects a situa-
tion where several members of the leadership team of an organization are involved in a conflict, 
due to a process violation. This case is used to illustrate how a specific case can be discussed 
in a teaching session.

To illustrate the combination of joint exploration and normative teaching with the case, this arti-
cle is divided into three parts: (1) A brief introduction into the didactic concept of teaching with 
cases, (2) the case itself, as it can be distributed to the learners and (3) an abbreviated version 
of a teaching note with comments about the case, how to teach it and how to explore the issues 
with the participants.

Keywords: Harvard Case Method, micro-politics, decision-making, teaching and didactics

1. A Brief introduction into the Didactic Concept of Teaching with Cases

Teaching with cases is a concept that seems to be widespread in Anglo-American oriented busi-
nessschools(e.g.Badger2010;Desiraju/Gopinath2001:394).It“[...]hasbeencloselyidentified
withtheHarvardBusinessSchool[...]”(Barnes/Christensen/Hansen1994:34)andthemethod
ofcase teachingseems tohaveoriginated there (Forman/Rymer1999:373). It issometimes
calledtheHarvardCaseMethod(Schuster/Radel2018:280),whileitsrootscanbetracedback
tothe1800swherethemethodhadbeenusedinpsychology,sociologyandmedicine(Naumes/
Naumes2006:4),beforeitoriginatedinlawschoolsintheformweseetoday(Desiraju/Gopinath
2001:395),asawaytolearnbyexample.

This approach, i.e., to use storytelling (Barter/Tregidga 2014) based on a situation that is as
realisticaspossible(Naumes/Naumes2006:9),seemstobetheunderlyingideawhenacase
isusedasanelementinsocrativeteaching“[...],inwhichstudentscarrythediscussionthrough
answerstoastreamofquestions.”(Ellet2007:5),whilethecaseteacher–inthebestcase–
only supports and structures the discussion when necessary, but preferably with a very limited 
interference in the group discussion. 

Jürgen Radel
HTW Berlin
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A vivid, self-directed discussion of a group of students might be the preferred way of teaching, 
when students are excited about the topic. Desiraju and Gopinath consider a case a possible 
way to achieve this and to address the problem of little emotional involvement in the subject 
material(2001:394).Caseteachersusuallyhopeforself-directeddiscussions.Buttherealityis
oftendifferent,especiallywhenstudentsarenotoftenexposedtothecasemethod.Incontrast
to Desiraju and Gopinath, students might sometimes even be emotionally detached from the 
case(Radel2016)–eitherbecausetheystrugglewiththeprotagonistorhisrole,thesituation
ortask,orevenwiththeindustrialfieldorcompany.Issuesthataredifficulttoavoidespecially
inaclasswithdiversebackgrounds.Onecaseteachercommentedonthatissue,thatheonly
teachescasesthattakeplacein“hotcompanies”thatis“Perdefinitionacompanythatwouldhire
ourstudents”(Radel2015a).Anotherwaytoincreaseengagementwiththecaseistousediffer-
entcaseformats,likevideocases(Schuster2015;Radel2016),aconceptthatisnotdiscussed
here in depth, because the traditional cases or Harvard cases are mostly the didactic method of 
choice, simply because they are widely available and comparably well established, as described 
above. Another advantage of Harvard cases is the structure that is provided by the teaching note 
that usually comes with most cases as a supplement for the case teacher. 

Before an excerpt from a teaching note is presented in chapter 3, based on a case study (chapter 
2.1), different types of cases will be discussed. A deeper introduction into the case method and its 
aimswillnotbegivenhere,butcanbefoundinHeath(2015:9ff.),Ellet(2007:5ff.)andforavery
broadoverview inBarnes,ChristensenandHansen(1994).Thechallengeforacaseteacher
to manage content, process and the interaction between teacher and student is discussed in 
SchusterandRadel(2018:290ff.).

1.1 Selecting and teaching cases

As mentioned above, a case can be understood in a very broad way. Levy, with a reference to 
otherauthors,evenarguesthatsofar“[…]noconsensushasemergedastotheproperdefinition,
eitherofacaseoracasestudy”(Ragin/Becker1992;Gerring2007:chapter2, inLevy2008:
2).Overallacasestudycanbedescribedasastory,anarrativethathelpsustounderstandthe
worldaroundusororganizations(Barter/Tregidga2014:5).Basedonthediscussionwithacase
teacher (Radel 2013), everything can be a case as long as it is possible to discuss the relevant 
matter.Heskett(2008)remembersastoryaKindergartenteachertoldhim:

“[...][she]oncetoldmethatsheusedwhatsheregardsasthecasemethodeverytime
sheholdsupMary’sorJohnny’sdrawinginartclassandasksherclasstotellherwhat
theyseegoingoninthedrawing.”

However, the approach that Heskett describes might be considered a bit too unstructured for 
caseteacherwhoareusedtoteachinanormativesystem.Insuchacase,thereareat least
three dimensions that should be considered and might be perceived as helpful, when a case is 
selected and taught (Figure 1).
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Figure 1:Dimensionsofcaseselectionandteaching

Usuallycasesfallinoneoftheareasbelow,mostofthetimewithanindustryororganizational
background:

• Armchair / Fictionalcasesthataredesignedspecificallytoillustrateaconcept.Usually
suchcasesarenotverymuchrecommendedandstudentssometimes‘feel’thatthesitu-
ationisnot‘real’.However,therearesomefictionalcasesthatareextremelysuccessful,
basedonstudents’feedbackorhavewonaprizeinacasecompetition.

• Analytic cases that are used in accounting or related disciplines with the learning objec-
tivetobuildastrategymapandbalancedscorecard(Kaplan2006)ortoanalyzeacom-
pany’sperformance,forecastingoffundsthatareneededinaperiodoftimeorillustrating
cashflowpatternsinaspecificindustry(Kester1996).

• Video cases(Radel2016)aresimilartotext-basedcases,withtheaimtoleadtoahigher
emotional attachment to the topic. The makeover episode of (any) Austrian (American or 
German) Next Top Model season might be used to illustrate resistance to change, group 
dynamics or performance issues. 
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• Text-based cases that often deal with management dilemmas are probably the most
commonwaytoteachwithcases.Theymightbefictionalsometimes,butthevastmajority
of them seem to be based on real situations. The Case Centre differentiates its  collection
bycasesbasedonpublishedsources, field research, andgeneralizedexperience. In
the lattercategory47casescanbe found thatwereprizewinners.Compared tofield
research(735pricewinners)andpublishedsources(401pricewinners),fieldresearch
cases seem to be more highly valued than the other categories (data retrieved on August
3rd,2018).

Thesimplifiedlistofcasesaboveisnottobeunderstoodinanexclusiveway,andseveralother
typologiescanbefound(Levy2008:3ff.).Simulations(e.g.Crawford2017),asaveryspecific
form of cases, are not covered here but might provide another valuable source of learning. 
 Different types of cases or approaches of cases can be combined and complement each other. 
Textcasescanbefictionalandvideocasescanshowareal-worldproblem,likethedocumentary
Smartest Guys in the Room, that is suited to raise ethical issues and can be complemented by 
varioustext-basedcases(e.g.Moffett2004orHamilton/Francis2004).However,inthisarticle,
the focus is on a management case or management dilemma case. Case studies as a research 
method(e.g.Zainal2007;Edwards1998orRohlfing2012)areexplicitlynotcovered,duetothe
different goal compared to teaching cases. 

Within these management or management dilemma cases, no matter what their data source 
might be, different levels of cases become apparent that support a different type of teaching and 
learning:

1. Case plus comment
2. Case plus brief theory
3. Case plus Teaching Note
4.Casediscussion(nakedcase)
5. Group experience

Theteacher’srelationtostudentsandintentionhowtoworkintheclassroomsettingmightbe
differentandhasaninfluenceonthelevelabovethatisrecommendedforteaching(seeSchuster/
Radel2018:287f.):

Duringa“[…]participative presentation; a teacher facilitates communication about something 
where he or she possesses an expertise. The whole audience (students) is included more or 
lessactively.[…][Toincrease] [p]articipative motivation; the teacher facilitates action which 
includes everybody; all the students are an active part of the happening. The power of groups 
is used to fuel the process. The teacher alone steers the process by primarily using his or 
herprofessionaland/or institutionalauthority. […] [During] [s]elective exploration; students 
volunteer to experience self- awareness or enlarging their behavioral repertory, i.e. the rest of 
theaudienceobserves,theteacherfacilitates.Usingthe(Harvard)casemethod,theteacher
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might present a case and ask students to slip voluntarily into the roles and play sequences 
fromthecase.”

Depending on the preferred style of teaching and learning one of the above mentioned and in the 
followingbrieflydescribed,acaseanditscomplementscanbeselectedconsciously.

Cases plus comment (e.g. Case 2001) provide the learner with the situation and with a pre-
definedanalysis of experts.Due to this, a very inexperienced learnermight be able to draw
conclusions based on the analysis of the experts. The challenge for the learner is to decide for 
aposition,basedonthepresentedreflectionofexperts.Thecaseteacherisinaverycomfort-
able(comfortzone)situationwhereheorsheonlyhastodiscussthepre-definedstatements.A
highriskmightbethatthelearneradaptsoneofthepre-definedsuggestions.Ontheotherhand,
this type of case might be extremely valuable either in inexperienced classes or to introduce the 
method. 

Cases plus brief theory or cases plus teaching note, that might include theory, help the learner, 
aswellastheteacher,tofocusonspecificaspectsthatarerelevantinthecase.Theoryissome-
timesperceivedasaveryvaluableadditiontowhatseemstobe‘aphilosophicdiscussion’for
students (and some teacher). Theory helps to provide structured content in what seems to be an 
unstructureddiscussion.Usuallytheorymayaccompanyacaseandhastobereadinadvance.
Sometimestheoryinputmightbeusedwithinorafteracasediscussiontoillustratespecificcon-
cepts that were too broadly discussed in the case before. 

The case discussion (naked case) can be conducted semi-naked (the teacher offers  questions 
that the students should keep in mind when reading the case) or naked (the teacher asks the 
 students to read the case and make up their minds about what the question might be). This 
mightbe‘thepurestform’ofthecaseconcept,butalsoaverydifficultonethatchallengesboth,
 students and the teacher. However, the area that the case covers and due to this, the dynamics 
that the teacher has to deal with is quite limited, but it might lead to stress for both sides. 

The most open situation might be the group experience, or experience-centered teaching 
 approaches (ECTA), that are discussed extensively, in relation to the role of a teacher in Schuster 
andRadel(2018).Insuchcases,thesituationasithappensinthe“hereandnow”isthebasis
forthereflection.

Another question that should be considered is the curriculum, in which a course is taught and how 
aspecificcasecanbeusedtosupportlearningwithinthecourse.Binsted(1980:26)describes
a learning matrix (Table 1) for management-learning events that can also be used to select the 
appropriate case and mode of delivery to achieve a desired outcome.
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Table 1: A learning matrix

Outcome

Cognitive Skill Affective

P
ro

ce
ss

Reception of 
Input

Hearing, reading about 
knowledge, etc. 

Possiblecases:
 background or single 
 incident case. 

Depthofexploration:Case
plus comment or plus brief 
theory

Watching demonstrations 
or being told of methodo-
logy. 

Possiblecases:
 Background case. 

Depthofexploration:Case
plus comment or plus brief 
theory

Receiving emotional data 
about self.

Possiblecases:
Complex and decision case. 

Depthofexploration:Case
plus TN or naked case. Men-
tion here-and-now events as 
they happen in the class-
room, during the discussion 
and help the students to 
understand what is going on, 
using theory to explain what 
happens–whenappropri-
ate. 

Discovery Perceiving the consequen-
ces of activities.

Possiblecases:
Single incident, exercise or 
situational case. 

Depthofexploration:Case
plus TN

Acting and experiencing 
results.

Possiblecases:
Single incident, exercise or 
situational case. 

Depthofexploration:Case
plus TN, including practice 
sessionstoapplyspecific
tools or theory. Provide 
feedback.

Experiencing feelings, etc. 
as a result of activity.

Possiblecases:
Complex and decision cases 
(simulations)

Depthofexploration:
Mention here-and-now 
events as they happen in 
the classroom, during the 
discussion and help the 
students to understand what 
is going on, using theory 
toexplainwhathappens–
when appropriate.

Reflection Extracting new meaning, 
conceptualizing, changing 
constructs. 

Possiblecases:
Complex or decision case. 

Depthofexploration:Case
plus TN or naked Case

Valuing, choosing, integra-
ting, gaining confidence.

Possiblecases:complexor
decision case. 

Depthofexploration:Case
plus TN or naked Case. 
Prefer peer feedback over 
teacher feedback.

Getting in touch with 
 feelings, changing. 

Possiblecases:
Complex and decision cases 
(simulations)

Depthofexploration:
Group experience

Source:adaptedfromBinsted1980:26,TableIII

Whatevercasetypemightbeusedbyateachertomeetspecificstudentneeds,theformatof
teachingwithcasesseemstobeveryopen,discussion-based,atfirstsightbutthereseemsto
bea tensionbetweenexplorativeopennessand thenormative frameworkofaspecificcase,
provided and increased by the teaching note (TN). The TN can be supportive, as well as limiting 
but is a key element of case teaching. Before some aspects of the case are discussed in the TN 
(chapter 3), the case itself will be presented in a way it can be distributed to the students before 
orintheclass–twooptionsthatwillbediscussedlaterinthisarticle.
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2. Case Study

The following case was prepared solely as a basis for class discussion rather than as an illustra-
tionofeithereffectiveorineffectivehandlingofabusinesssituation.Itisnotintendedtoserve
as an endorsement or a source of primary data. While the case is based on a real situation, all 
names, places, genders, the industry, and some peripheral facts might have been disguised.

Afterthepresentationofthecaseitwillbereflectedinchapter3(TheTeachingNote(TN)).Due
tothisitishighlyrecommendedtoreadthecasefirst.Withinthecase,therearetwolayersof
problems.Onethatisveryobvious:complianceandprocessviolationsbyalocalheadofHuman
Resources (HR). The other issue that might be discussed is the position of Peter, the global head 
of HR and his (power) relation to Lisa, the local head. Peter has to decide what to do with the 
situation.Hispossibleoptionswillbereflectedinchapter3.4.

2.1 Compliance in HR – The Beloved Husband

Peter,theglobalheadofHRat“GernoldWender&SohnGmbH&Co.KG”(GWS),afamily-owned,
Germany-basedcompany,wasreallysurprised,readingtheemailhehadreceivedfromtheU.S.
subsidiary, GWS LLC, during the night (see Appendix 1: Brian’s email to Peter).Itseemedas
ifhehada“situation”intheOklahoma-basedproductionfacility.Lisa,thelocalheadofHR,had
stashed away an internal application. Afterwards she concealed the legitimate complaint of an 
employee who had been forbidden to apply on an internal position. The one who had forbidden 
itwashisbossMarkus,theVPofInnovationandHeadofProduction–Lisa’shusband.Nowthe
positionhadbeenfilledbysomeoneexternal.

LisahasbeenoverseeingtheU.S.basedHRactivitiesoftheconstantlygrowingGWSLLCfor
more than 12 years now. Contrary to a lot of other employees at that time, she had relocated 
fromNewYorktoStillwater,Oklahoma,whenthecompanydecidedtobuildanewproduction
andlogisticsfacilityoverthere.Thereasonforthisspecificplacehadbeentheacquisitionofan-
other company in Stillwater. Synergies seemed extremely promising and due to the merger, the 
numberofemployeesintheU.S.hadinstantlyrisenfrom165tomorethan900,leavingtheU.S.
on position two, regarding the number of employees. The total number of employees at GWS 
hadrisento3,700worldwide.DuringthegrowthofthecompanyLisashowedoutstandingper-
formance. Her last successful project had been the integration of the new company. A process 
thatwentassmoothlyaspossible,evenifLisastruggledherself.Usuallyshewasahands-on
personality who now had to implement processes. 

Longbeforetherelocationofthewholeorganization,thefirstexpatriatesweresenttotheofficein
NewYorkandLisametMarkus,herpresenthusband,duringtherelocationprocesssheperson-
allyoversaw.Markushadbeenthefirstexpatandwasnowoverseeingkeyareasofthecompany
inStillwater.Afteracoupleofyears,heappliedforagreen-cardandmarriedLisa4yearsago.
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The harmonious relationship between both had sometimes contrasted with the troubled relation-
ship between Lisa and the German HR department. She always saw herself as being extremely 
independent,havingahardtimetoacceptbeing“no.2”.Inseveralsituations,shewashesitantto
implement global standards that were set by headquarters and that seem to be more and more 
important because of the constant growth of the company. She also had a hard time to  accept 
that she had to report HR metrics to Germany. This might have been due to the perceived ‘im-
balance in importance’assheoncecommentedsarcastically:Foracoupleofyears,shehad
moreresponsibility–intermsoftheemployeessheoversaw–thantheglobalheadofHRas
allotherindividualproductionsitesweresmallerthantheU.S.-basedone.Onlytheglobalsum
of employees led to the fact that the global head of HR had more people to oversee. A subtle 
distinction, but a distinction that Lisa did make. This led to a constant struggle between HR at the 
headquarter and her. However, the global head of HR had been replaced six months ago and 
Peter, a former HR team lead, took his position, knowing Lisa quite well from a couple of projects 
they were involved in together. 

During these times he saw her as being at the same hierarchical level and he always found it 
pleasanttoworkwithher.HeevenenjoyedthetimeinOklahomaverymuch,tobehonest.From
a technical perspective it made sense for him to be assigned to these projects; his English was 
verygood,he likedtotravel, tobe internationallyexposed–all instarkcontrast tohisformer
boss. Additionally, Peter and Lisa were a great personal match. They were at the same age, in 
their mid-forties, no kids, both loving a high standard of living and to have a professional relation-
ship but also a good time. Lisa had always been a very generous host. She invited him and her 
wholecoreteamoffivebusinesspartnersduringhisvisits,stretchingthecompaniesexpensere-
portsinthefineststeakhousesandbarsquiteoften,butneverthatfarthatitwouldbe“officially”
considered as non-compliant. But now, after reading the email again, and having talked to the 
involved parties via phone, it seemed as if she had crossed a line. Peter was wondering what to 
do now, technically being her boss.
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Appendix 1: Brian’semailtoPeter

Dear Peter,

I am sending this mail since I know that you are responsible for our global HR operations and 
I am extremely worried about a situation that occurred here in Oklahoma. Four months ago I 
wanted to apply for a position in our sales department, but Markus, my boss told me that I am 
not allowed to do so. Since I know that it is the official company policy to promote the 
personal and career development of individuals here at GWS I send a formal complaint to the 
HR department, asking them to support me in this case. Unfortunately, after 4 weeks, I 
realized that someone else had taken the position and I made an inquiry at HR about my 
situation. My business partner told me that she is not allowed to provide me any information 
about this process and that I should contact Lisa directly. So I wrote her a mail and did not 
receive an answer.

Another four weeks later, I send her a reminder, knowing that she is involved in a lot of 
projects and not wanting to be too pushy. Again, there was no reply.

I send another reminder, 2 weeks later and then, not receiving an answer, I dropped by the 
office myself. She told me that she did not receive my complaint and that I should not discuss 
this issue further. She said: "The position is filled and I strongly recommend not to tap further 
into this issue.“

Now I am deeply concerned about this behavior that does not seem to be as it should be as 
as I have known the company so far. I would be extremely thankful for your support in this 
matter.

Regards
Brian

Brian March
Senior Production Specialist
Gernold Wender & Son LLC

Brian March

To:

Copy:

BCC:

About:

From:

3. The Teaching Note (TN)

Asmentionedabove,theteachingnotethatispresentedhererelatestothespecificcaseabove
(seechapter2.1ComplianceinHR–TheBelovedHusband)andisanabbreviatedversionof
the original teaching note that accompanies the case above. Additional information about teach-
ingnotesingeneralandtheirprosandconscanbefoundinSchusterandRadel(2016:281ff.).
The aim of this chapter is to provide the reader with a hands-on idea on how to teach the case in 
regardtolearningobjectives:

1. After the discussion, students should be able to differentiate between a technical process
perspective of a project (the implementation of a CRM system in this case) and a wider,
personal context (the roles of the consultant and the head of sales).
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2. Students are able to formulate and categorize issues in the given case and propose
 potential solutions for different actors in the case.

3. Additionally, they will be able to compare the elements of the case discussion with their
ownsituationatwork,predictpotentialoutcomesof theobservedconflictsandselect
 appropriate actions to avoid a negative impact.

4. TheywillbeabletodiscussFoucault’sconceptofpunishmentandassessitasapotential
tool to restore power of the authority.

5. Role theory can be illustrated and compared to real-life situations, outside of the class-
room.

6. Actions for the development of individuals can be implemented and actions for the
develop ment of an organization can be designed.

The learning objectives abovemight insinuate, that the case is a ‘perfect fit’ to reach those
 objectives. However, other cases might equally be suitable to reach these objectives. Also, other 
objectivesmightbedefinedbyothercaseteacherswhoseeapotentialfitbetweentheircurricu-
lum design and the presented case. 

Inaddition,allinformationthatisgivenhereaboutthecase,itisimportanttonotethatallaspects
in this teaching note are very likely to be incomplete and should be seen as suggestions that the 
author as a case teacher provides. 

ATN,nomatterhowcomprehensiveitmightbe,itshouldnotbeseenasadefiniteoverviewor
presentationofthefinalflowofthediscussionprocess.Theprocessofacasediscussionisa
vis-à-vis situation of a large group of people (typically between 30 and 50). Due to this, it is a very 
complex interaction and 

 “[…]relationswithothersintheface-to-facesituationarehighlyflexible.Putnegatively,it
iscomparativelydifficulttoimposerigidpatternsuponface-to-faceinteraction.Whatever
patternsareintroducedwillbecontinuouslymodifiedthroughtheexceedinglyvariegated
andsubtleinterchangeofsubjectivemeaningsthatgoeson.”(Berger/Luckmann,1966:
44).

A single case might be taught from different angles. The case does not belong to the author 
alone, once it is taught, but it belongs to each teacher and even to the students of each  session, 
because all of them make the case discussion somewhat unique, even if the structure that is 
 described in this chapter might limit the interpretations. Positively speaking, it puts a focus on 
a discussion that would otherwise become too broad, which is important, due to the fact that 
case sessions are short impulses, which require good anticipation of potential processes of 
 discussion. 
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Each case teacher adds interpretations and stresses different aspects of a case, based on his or 
herpersonalandprofessionalexperienceorbackground.Overall,severalaspectscontributeto
successfullearning(Hattie2009:31ff.):

• Students as learners and as a peer group,
• Home environment of the students,
• Universityasanorganization,
• Case teacher and teaching approaches,
• Curricular design where the course is taught and within which the case is taught.

A TN should be considered as an incomplete and evolving document. Every time a new aspect 
is raised it can be included as a potential addition in the TN. This is extremely helpful, especially 
whenthecasehasjustbeenwritten.Itisrecommendedtokeepacasefile,wherecommentsto
the case are added each time it is taught. 

Becauseofthis,thischapterispartlywrittenfromthe“I”perspective(oftheauthor),providing
suggestionsto“you”(thereader).

3.1 Target Audience and Teaching Approach

The case is especially well suited for HR classes that have to deal with compliance, internal 
 development, culture, change management and international HR management. So far it has 
beentaughtatMBAandMasterlevelswithinLeadershipandChangeManagementclasses.Itis
helpfulwhentheparticipantsareusedtothecasemethod,butnotnecessary.Inadditiontothese
re commendations on where and how to embed the case in a given course, additional sugges-
tions depend entirely on the individual design of a course and the preference of the case teacher. 
Thisfitcanbeevaluatedaftertheapplicationandthenbechangedinthenextclass.

Theproblemthatisdescribedinthecaseisnottoocomplexatfirstsightbutthereareethicaland
power aspects involved which might make the decision a bit tougher and the discussion richer.

The case can be considered a compact case, because of its length, and it can easily be taught 
duringa45uptoa90-minuteclass.Itisrecommendedtoteachitduringa45-minutesession.
Case discussions that take longer are sometimes considered boring and stressful by those 
 students who are emotionally not very much involved. 

Teachingthecaseina45-minutesessionrequiresthestudentstoreadthecasebeforeclass.
Whileit ispossibleandverybeneficialtoreadittogetherduringa90-minuteclass.Thelatter
has the advantage that students all know the case and can participate in the discussion. Letting 
students read the case before leads to a high number of non-compliant students and they might 
besilentduringthediscussion.Onewaytoavoidthisisapre-classquestionnaire.
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3.1.1 Pre-Class Questionnaire 

Toencouragestudents toreadthecase, Iwould like to followarecommendation fromPierre
ChandonfromINSEAD.Duringacaseworkshopheintroducedtheideatocreateaquestion-
nairebeforeclassandtouseittocomebacktospecificpeopleandcommentsatthestart.This
will save time and the discussion will be a lot more structured from the beginning. The following 
questionsseemtobequitesuitableforthepre-classquestionnaire:

• What would you do now if you were Peter?

Afterwardsincludeatext-boxtoelaborateonthedecisionandsomeadditionalinformation:

• Pleaseelaborateonyourdecisionabove:Whatarethereasons/factsthatyoubaseyour
decisionon?Beasspecificaspossibleandbepreparedtodiscussyourpersonalpoint
ofviewinclass.Ifyouarenotsure,whatkindofinformationdoyouneedtomakeadeci-
sion?

Before the next class, print the decisions and statements with the names of the  individual 
students (keep in mind to ask about the name in the questionnaire). Start with the “worst”
 comment  (without saying so) and ask the student to elaborate on his or her decision. Then guide 
the  discussion towards the better comments or the desired outcome, if such exists from your 
point of view. 

The author works with moodle to create the questionnaire and to download the results, but a 
spreadsheet inGoogleDocswillbealsofine ifyou,yourstudentsandyourorganization feel
comfortable with the data protection issues that might come up. 

Ifthestudentshavetoreadthecasepriortotheclassandyoudonotusethequestionnairethat
isdescribedabove,Iwouldrecommendprovidingthestudentswithaverybriefoverviewofthe
case.Thiswillhelpto“onboard”thosewhohaven’treadthecase.Thedownsideofthisapproach
ofintroducingacaseisthatthestudentswill“learn”thatyouonboardthemandthentheywill
probablyrelyonthatsupport–notreadingthecasesatall.

However, the case is extremely short, so it is also possible to read it in class without losing too 
much time. Be aware that this is also dependent on the English literacy of the class.

3.2 Using the Case during a 90-minute and a 45-Minute Session 

Themoretimethatisdedicatedtothiscase,themoretheprosandconsforPeter’soptions(see
board plan section) can be discussed. Sometimes the pro/con discussion seems a bit too long 
forthosestudentswhocannotreally“connect”withtheprotagonist.Aproblemthatcannotbe
completely avoided from my point of view. 
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Ifyouare“stuck”betweenthe45and90minutesand/ordonotwanttodiscusstheprosand
cons too much, you can complement the case by discussion the “Drawbridge Drama” first
(“whomessed itup?”). Ifyoudoso itmighthappen, that thestudents instantlycomeupwith
the statement “that everybody messed it up” – my preferred wrap-up from the Drawbridge
Drama. If this happened, try toaskmorespecifically “why”,whichmightstartadiscussion. If
someonecomesupwiththestatementabove,Iusuallytryto“ignore”thiscommentandaskfor
furthercomments.TherearemanymorewaystoanalyzetheDrawbridgecaseandI strongly
recommend using the ESMT case and teaching note (Reference no. ESMT-710-0104-1 and
ESMT-710-0104-8).

In addition to a second case, the session can be complemented by a brief theoretical input
aboutFoucault’sthoughtsonpunishmentandpower,aswellasaboutroletheory(seechapter
3.9).

To start the discussion, trigger questions are being used. Possible trigger questions you can 
asktheclasscanbe:

• If youwerePeter,whatwouldyoudo, ifanything? (if youhavenotasked that for the
preparation).Thisquestionleadstoaveryspecificdiscussionaboutoptions.Itmightbe
too early to jump to conclusions, except if this is your plan for the session. Doing this will
shortenthetimeofthediscussionandavoidthatthestudentsreflectthecasetoavery
high degree.

• What is going on here? As a very broad question to see whether they can see the
second,morepersonallayer,theconflictbetweenLisaandPeterandPetersstrugglefor
power.

• WhowouldfireLisa?Thisisaveryprovocativequestionthatstartlesthegroupabitand
leadstosomeexcitement.Youcanmakeaquickpollandthenleadthegroupbacktothe
questionswhy,whynot?And:whatareotheroptions,Peterhas?

Itishighlyrecommendedtocreateaboardplanforthesessionthatserveslikeanagendafor
yourself, helping you as a case teacher to structure the session.

A board plan is created to mirror the black- or whiteboard that you have available in the 
classroomandwhereyoutakenotesof thestudents’commentswhile theydiscussaspecific
aspect that is written down in one of the quadrants of the plan below. The numbers in the plan are 
the sequence in which the questions are discussed. The quadrants are the suggested areas of 
the blackboard where you can write the comments of the students down. 
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3.2.1 Board Plan (90 minutes)

Inthisboardplanitisassumedthatpeoplereadthecaseinclass(15minutes).Iftheyreadin
class,letthemformpairsanddiscussthefirstaspects/triggerquestionwiththeirneighbors(5
minutes). Then start teaching.

What are the 
issues in the 
case? 5 min

Option1to4pro/con
30 min

Will Lisa make it? (Poll)
5 min

1 3 4

Peter’soptions.
10 min

Introductionintocompliance/
ethics / power / role theory
10 min

Wrap-up of takeaways 
5 min

2 6 5

3.2.2 Board Plan (45 minutes) 

According to this board plan that the people have read the case before class.

What are the 
issues in the 
case? 5 min

Favorite option pro/con
10 min

Will Lisa make it? (Poll)
5 min

1 3 4

Peter’soptions.
10 min

Introductionintocompliance/
ethics / power / role theory
10 min

Wrap-up of takeaways 
5 min

2 6 5
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Inthenextsection,someaspectsof theanalysisof thecasewillbepresented.Thisanalysis
shouldbesimilar towhat thestudentsanalyze inclass, facilitatedby the teacher. If thecase
teacherexperiencesnewaspects–whichisnotunlikelytohappen,especiallywhenitisacase
that is new or has been written recently, such comments are included in the analysis, making the 
teaching note a living and evolving document. 

3.3 Analysis: What Are the Issues in the Case?

Atfirstsight,theissueinthecaseisnottoocomplex,butatabroaderlevelitcanturnintoalively
discussion about roles and power in organizations. Peter has to hedge his power in two dimen-
sions:towardsLisaandtowardstheorganization.Ifhemakesthe‘wrong’decision,hisrelation-
ship to Lisa might get harmed, his standing in the organization might get harmed, and he might 
weaken his position.

Besides Peter and Lisa, the case seems to illustrate an issue between Brian and his boss, but 
it is also an issue between Brian and the local HR, between local and global HR, impersonated 
by Lisa and Peter and an issue between Peter and the people in the organization, even between 
Peter and the values of the organization. 

NowPeterhastheproblemtomakea‘correct’andethicaldecisionthatisinfluencedbyorgani-
zationalfactors(Jones1991:390f.)andhisethicalassessmentofthesituation(Jones1991).This
decisionisinfluencedbytheclose,primaryrelationship(Sanders1970:21;Cooley1909:23-31.)
toLisaandtheissueofreinforcinghisownrole(VanSell/Brief/Schuler1981;Krappmann2016).
These theoretical aspectswill be briefly discussedafter the presentation andassessment of
Peters options. 

During the session with the students, the following issues and thought can be collected on the 
boardaskeywords:

KeyIssues

• An internal application had been stopped by the VP of innovation.
• The employee complained but Lisa, the local head of HR covered the VP - her husband.
• This is a compliance issue and process violation.
• The global head of HR has to decide how to handle the situation from a technical and 

a personal perspective, while he and Lisa seem to struggle with their roles (Lisa in a 
differentcorporatesetting:nowmorestructuredandprocessoriented,Peterinarecently
acquired, higher position than before).

OtherIssues/questionsandthoughts

• Lisa had a good track record and showed commitment to the company during the last few 
years,whileothersdidnot,whichmightmakethedecisiontofireherharder.
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• Ontheotherhand,itseemshardforhertofollowordersandsheseemstobeextreme-
ly “independent”.Thismightbedue to the fact thatsheworked insmallorganizations
 before.

• Several challenges lie ahead of the local organization and Lisa might be extremely 
 valuable as a partner for Peter (Global Head of HR) in the future. She might as well be a 
problem for him.

• Peter now has to decide what to do with his former colleague. He enjoyed working with 
herverymuchandnowhehastobevery“bossy”,persistent,inotherwords.

• CouldthisbeacoalitionbetweentheVPandHeadofHRintheUSagainstPeter,toshow
thatLisafinallyistheno.1whomakesthedecisionthewayshewant?

• IfPetershows‘weakness’,hemightlosefaceandlosethetrustoftheemployeesinthe
organization.

3.4  Peter’s Options

The following options are the ones that have been mentioned most often by student groups and 
they are the basis for the following discussion.

• Scold her and talk to the employee to accept the decision
• OverruleLisa’sdecision
• Donothing.Itisnotthatbad;Lisahadmadevaluablecontributionsduringthelastdecade
• Fire Lisa

SometimesstudentscomeupwiththenotionthatPetershouldtalktoallinvolvedfirsttoclarify
the situation. This might be a good idea, but it can also indicate that the students avoid to deal 
with the case. Whenever this happens, and no other student comments in that, the case teacher 
can refer to the case, where it is indicated that he already talked to everyone and that the situa-
tionisclear:“Butnow,afterreadingtheemailagain,and having talked to the involved parties via 
phone,itseemedasifshehadcrossedaline.”

The options are now discussed by focusing on the pros and cons for each option. Additionally, an 
overall recommendation for this option is given. Again, it is important to state that the pros and 
cons are not mutually exclusive and can (should) be complemented after each discussion, if a 
new aspect comes up.
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3.5 Scold her and Talk to the Employee to Accept the Decision
This scenario might not be the best idea.

Pro Con

•  Lisa could stay in the company and would 
continueherworkthatis–overall–beneficial.

• Her husband will also stay.

•  The employee will be frustrated and probably 
leave.

• The corporate HR culture will be harmed.

•  She might not continue to perform when the 
organization has to become more process-
oriented and less hands-on.

•  Lisa might not take the scolding seriously 
enough.

3.6 Overrule Lisa’s Decision
This scenario is not really a good idea.

Pro Con

•  HewillbeabletoshowtheUSemployeesthat
headquarters cares and tries to do things right.

•  HecouldshowLisa“herplace”inthe“chainof
command”.

•  Lisa would lose face (even if this were not that 
muchofanissueintheUS/Germany),buther
credibility would suffer a lot.

•  The VP will be harmed as well.

•  ItmightbelikelythatLisawillquitonshortnoti-
ce, leaving Peter no control over the process. 
Ifsheleaves,herhusbandmightleaveaswell
(depending on the job situation).

3.7 Do Nothing
Probably the worst thing. However, sometimes students claim that this might be a good thing to 
doanyway.InthiscaseItrytofocusonthebenefitsofsuchabehaviorandtheyrealizethatitis
notbeneficialatall.

Pro Con

• none • Peter will lose credibility.

•  Lisa might be encouraged to stretch the rules 
again. She still has problems to follow orders 
from headquarters and this might get worse.

•  ThecultureintheUSLLCmightbeaffectedin
a negative way (no support of people who want 
to develop).

•  The employee (Brian) might leave or even 
worse, be frustrated. 

• Word might spread that HR cannot be trusted. 
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3.8 Fire Lisa

Unfortunately,thesolutionthatmightbethemostreasonableintermsofcomplianceandsecuring
hisposition(seecommentsaboutthetheorybelow).Asonestudentoncecommented:“Thereis
cancer growing in the organization and this cancer has to be removed before it can spread and 
infecttheentiresystem.”

Pro Con
•  Clear decision. Peter would send a signal to the

entire organization.

•  She and her husband will lose credibility any-
way (except with option 3) and it might not be
possible to keep her (them) in the organization.

•  ItisnottoolikelythattheVPwillquit.The
situation on the job market for such positions is
limited.

•  Itseemsasifshestruggleswiththe“new”/
bigger organization and the demands that come
with it anyway.

•  Hehastofindareplacementandthereare
challenges ahead.

•  ItseemsasifPeterdidnotmanagetohelpher
adapt to the demands of the new organization.
Unfortunately,nowitistoolatetostartwithit.

Students might come up with the question whether the employee (Brian) was a good one (which 
he was), so that the Vice President wanted to keep him in his department or if it would not be a 
problemtolethimleave.Frommypointofview,thisshouldnotaffectthedecisiontolethimgo:
Ifheisaveryperformantemployeeyouwillnotbeabletokeephiminthepositionheobviously
wantedtoleave,fortoolong.Bettersupporthimandplanthetransitionwell.Ifheisanunder-
performer, it would not make sense to keep him (in the organization at all). However, this might 
leadtoaninterestingdiscussionbetweenthestudentsandIusuallytrytoreflectthisquestion
backtothegroup:“Whatkindofdifferencewoulditmakewhetherheisa‘good’oneornot?”.

3.9 Wrap-up

Inadditiontothethreetriggerquestionsthatwereshownabove,thefollowingonesmighthelpto
wrap-upthediscussion–orkeepitgoing,ifneeded:

• Whatwouldyourecommenddoingafterwards(afterwhateverdecisionPetertook–i.e.
firingLisa)?

• Inwhichwaywillthisdecision(eitherfiringorkeepingher)affectthecultureintheU.S.
subsidiary?

• When would it be ok to stop people from switching jobs and what are the risks associated
with this?

• Where have you experienced a situation where you had to make a tough call on someone
you like?
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Theory can also be added to conclude the discussion. These concepts in particular are suitable 
frommypointofviewandtwoarticlesarerecommendedforreading(VanSell/Brief/Schuler1981
andJones1991):

1. Foucault’sthoughtsonpower and discipline (Foucault 2012; Foucault/Ewald/Lagrange/
Defert/Ansén/Bischoff/Gondek/Lemke2005)

2. Role theory,identity(Krappmann2016;VanSell/Brief/Schuler1981;Merton1968;Helm
1971)andorganizational development (Draft 2015)

3. Alinsky’sreflectionsoftheprimaryandsecondaryrelationship(Sanders1970),basedon
Cooley’s social order (1909). 

4. Jones(1991)conceptofethicaldecision-making of individuals in organizations

The above-mentioned concepts are too complex to illustrate them here in detail. However, they 
might be valuable pre- or post-reading for the class, depending on the overall topic the case is 
embedded in and dependent on how much resources can be devoted to reading.

Power and discipline are two subjects that Foucault dealt with extensively, and it might be help-
fultorefertosomeofhisthoughtsinrelationtothecase.Oneinterpretationofhisthoughts,in
relation to the case could be that he comments that the employee (the body) will only be a re-
source when he is productive and disciplined, even subdued, which can happen in a very subtle, 
calculatedandorganizedpsychologicalway(Foucault1976:37).OneinterpretationofFoucault’s
thoughts in relation to the case might be, that Peter has to discipline Lisa, and her Husband as 
well,torestoreor–duetohislimitedtimeinthepositionasGlobalHeadofHR–establishhis
own power position in the organization. 

 According to Foucault, the punishment has to be visible for others in the organization, be-
cause“Thepublicexecutiondidnotre-establishjustice;itreactivatedpower.”(Foucault1995:
49).“Thepublicexecution,then,hasajuridico-politicalfunction.Itisaceremonialbywhich
amomentarilyinjuredsovereigntyisreconstituted.Itrestoresthatsovereigntybymanifesting
itatitsmostspectacular.”(Foucault1995:48).Todoso,hedescribed“[t]he rule of minimum 
quantity.Acrimeiscommittedbecauseitprocurescertainadvantages.Ifonelinked,tothe
idea of crime, the idea of a slightly greater disadvantage, it would cease to be desirable. ‘For 
punishment to produce the effect that must be expected of it, it is enough that the harm that 
itcausesexceedthegoodthatthecriminalhasderivedfromthecrime’(Beccaria,89).”(Fou-
cault1995:94).

At the same time, he suggests that the punishment will be seen by others who have not  committed 
the crime (The rule of lateral effects). This notion of punishment might avoid that others in the or-
ganizationconsider‘messing’withPeter.Atthesametime,theemployeeswillseethatheispu-
nishing Lisa, which might restore their trust in him as a person, living up to his role.  Foucault sug-
geststo“[a]nalyzepunitivemethodsnotsimplyasconsequencesoflegislationorasindicators
ofsocialstructures,butastechniquespossessingtheirownspecificityinthemoregeneralfield
ofotherwaysofexercisingpower.Regardpunishmentasapoliticaltactic.”(Foucault1995:23).
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ThistacticalapproachescanbepartofarolethatisfulfilledbyPeter.However,thesuggestions
above shout be discussed cautiously, since they are not meant as a normative how-to guide or a 
particular management technique.

The concept of Role Theoryand identity (Krappmann2016)seemstobean interestingone,
in relation with organizational development (Draft 2015), due to the fact that Peter recently has 
changed his role, being promoted from a regional position, where he had been a peer of Lisa, to 
asuperiorposition,overseeingtheglobalHRactivities.Technically,thismakeshimLisa’sboss.
AtthesametimetherequirementsofLisa’sjobseemtochange.Shewasverysuccessfulina
hands-on role. Now she has to learn to adjust to a global organization that needs more structure. 
Draft is describing how an organizationchangeswhenitgrows(Draft2015:352).Thisconcept
can be discussed with the students and the question can be raised at which stage the organiza-
tion(GWS)mightberightnowandwhy:

1. During the entrepreneurial stage a lot of creativity is needed, and a hands-on attitude
might be helpful, while the management team is involved in day-to-day business. Leader-
ship functions are not clearly developed, and a crisis might arise that shows that leader-
ship is needed.

2. After leadership has been successfully established, provision of a clear direction is given
during the collectivity stage. While these directions are given, delegation and control
become more and more important and a need for both arises.

3. Based on this need, internal systems are added, and the organization enters the forma-
lization Stage. GWS might be between collectivity and formalization or within the forma-
lization stage. Lisa and Peter now have to negotiate delegation and control mechanisms
andagreeoninternalsystems.Inthisparticularcase,thepeopleinvolvedhavetonegot-
iate what happened when someone (in this case Lisa) violates the rules that are in place.
Even before that, it might be necessary to establish a formal rule for such an incident,
asithashappenedinthecase.Thespecificcasemightserveasanexampleforhow
theorganizationwilldealwithprocesses.Lisamightstillbestuckinarolethatfitsthe
 collectivity stage and now has to learn to adapt.

4. While she tries to adapt, shemight realize that the company, as it is now, is not the
environment she would like to work in. She might also realize that she has to deal with
‘toomuch red tape’,which isnecessary foranorganization toovercomeand toenter
the elaboration stage. Successfully mastering this stage means establishing teamwork,
with the risk that the organization as a whole becomes too homogeneous, and needs
revitalization after a while. Mastering this last challenge might then lead to streamlining
andsmallcompanythinking,continuedmaturity,or–ifnotsuccessfullymastered–toa
decline of the organization. The same might be true for Peter and Lisa. Either they  master
the challenge of adapting to their new roles, or their performance and standing in the
organization will decline.

Returning to the roles of Peter and Lisa that have changed recently, related theories from 
 sociology might be extremely interesting to discuss with the students (for a brief overview see 
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Stets/Burke2000;foraverycomprehensivedeep-diveseeKrappmann2016orMead1934as
oneof thefundamental texts,besidesvariouspublicationsofGoffman.Merton1968provides
a concept of functional analysis to understand the underlying social structure in the case. Helm 
1971, criticizes thedistinctionofMertonbetweenmanifestand latent functionsasambiguous
(Helm1971:51)).

Using these theories requires thecase teacher tobe familiarwith theconceptsaboveand it
should be valuable for the class as a whole to add these concepts, when time for an in-depth 
discussionisgiventothistopic.Iliketoincludeideasfromroletheorybecauseroleandidentity
conflictsarepatternsthatcanbefoundinseveralcases.TheWolfgangKelleratKonigsbrau-TAK
(A)case(Garbarro1997)shows,forexample,thattwopersonalitiesstruggleintheirnewroles
because of their professional histories in organizational backgrounds that are different from the
one they are involved in now.

Inanutshell,itcanbediscussedwiththestudentsthatprofessionalidentityisanegotiationpro-
cess between individuals that are involved in the interaction. Such a process if often unconscious 
andtheindividualsarefacedwithadilemma:theyhavetomeetexpectationsthatothershave
concerningtheirroles.Theyhavetoshowroleconformity.Iftheydonot,thereisariskthatthey
are not accepted by others. At the same time, they have to present themselves as individuals 
(Krappmann2016:7).Roleconflictandambiguityleadtoadditionalissuesinacasewhenthere
are different expectations regarding the role that are not congruent, which might lead to a role 
conflict.Anambiguousrolecanalsoleadtoaconflict,oratleastconfusetheinvolvedindividuals,
when it is unclear what expectations are associated with a role, how such expectations should be 
metandwhattheconsequencesofroleperformancemightbe(VanSell/Brief/Schuler1981:44).

Krappmann(2016)providesaverycomprehensiveoverviewaboutsociologicaldimensionsof
identity but it is also a challenging read for students who are not familiar with the topic. Two other 
disadvantages,forsomecontexts,arethelengthofthetextandtheGermanlanguage.Instead,
vanSell,BriefandSchuler(1981)mightbeagoodpre-orpost-readingarticlethatcanbeused
with the case. 

Overall,PeterhadtomakeadecisionwhattodowithLisa.Inreality,heterminatedhercontract
andchoseoneoftheoptionsabove.ThedecisionmightmakesensefromFoucault’sperspective
onpunishmentandawaytofilltheroleofleaderintheorganization.However,thedecisionmight
not have been an easy one, considering the social order and personal relationship between 
PeterandLisa.Alinskyreflectshowdifficultitistomakeatoughdecision,whenyouknowthe
peoplepersonallyandtalksabouthisexperiencewiththeAlCaponeganginChicago:

 “IntheCaponegangIlearned,amongotherthings,theterrificimportanceofpersonal
relationships.Nitti[agangmember]onceexplainedmewhyfromtimetotimetheywere
hiringout-of-townkillers. It’sonething,hesaid,togouptoaguyyoudon’tknow.[…]
Youwalkuptohiminacrowdandputthegunupagainsthisbellyandyoulethimhavea
couple[ofgunshots]andfadeoff.That’sdoingajob.Butifthekillerknowstheotherguy
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[…]thenitbecomesmurder.Itisn’tajobanymore,andhe’sgoingtohesitate,andmaybe
not even do it. That was the reason they used out-of-town killers. This is what sociologists 
calla“primaryrelationship””(Sanders1970:21).

Alinsky’snotionofaprimaryrelationshipmightnotfittheonethatwascreatedbyCooley,who
definedaprimarygroupas “[…] thosecharacterizedby intimate face-to-faceassociationand
cooperation.Theyareprimaryinseveralsenses,butchieflyinthattheyarefundamentalinform-
ingthesocialnatureandidealsoftheindividual.”(1909:23).However,therelationshipbetween
Peter and Lisa is characterized by personal bonds and they might have developed something like 
a primary relationship in the way described by Alinsky, which made it harder for Peter to ‘pull the 
trigger’andtoprofessionally ‘murder’acolleague.Somethingthat isarelevantdiscussionfor
managers in organizations that have to deal with the fallout of change. From a theoretical point of 
view, the notion of the primary relationship concept and how to deal with tough decisions should 
suffice.Foramorecomprehensivediscussion,issuesassociatedwithethicaldecision-making 
canbepickedup.Todothis,thearticleofJones(1991)reflectstheimpactondecisionthathave
to be made, taking several aspects into consideration (see Figure 2).

Figure 2: AnIssue-ContingentModelofEthicalDecisionMakinginOrganizations

Source:adaptedfromJones1991:379

Usingthismodel,Iliketopointoutthat“[o]rganizationalfactorsarelikelytoplayaroleinmoral
decisionmakingandbehaviorattwopoints:establishingmoralintentandengaginginmoralbe-
havior.”(Jones1991:391).Atthesametime,adiscussionaboutthemoralintensityofadecision,
whichJonesdescribesareworthwhileandmightfillasessionalone.Irecommendreadingthe
article pre- or post-class. 



Personal Bonds and Hedging Power:  
Using a Teaching Case to Reflect the  Impact of Executive Decision-Making on the Wider System of an Organization

47WirtschaftundManagement·Band27·Jänner2019

Intheeverydayrealityofteachingwithcases,assigningtextstothestudentsbeforetheclass,
asanadditiontothecaseisoftennotsuccessful.Iencouragestudentstoreadthearticlesafter-
wards. Very often the case discussion helps to understand the theory a bit better. 

After the case discussion it can be a good next case to watch an episode of Spartacus (Fahey/
Hurst2013;Radel2018)thatdealswithatoughdecisionbytheRomanImperatorwhostruggles,
likehisson,with takingdifferent roles (the fathervs. the Imperatorand thesonvs. thecom-
mander).Intheend,fatherandsonchangedandfilledtheirrolesofanImperatorandasaCom-
mander, but the cost of doing so is extremely high. The relationship between father and son is 
severely harmed and the best friend of the son died by the hands of his friend during a procedure 
that is called decimation. 

Attheendofacasediscussion,studentsusuallyaskforthe‘solution’ofthecase,whichIseldom
providefortworeasons:

1. Students, especially when they are inexperienced and insecure, might take the solution 
as the only one and try to act in a same way in any other situation that is similar, without 
reflectingtheirchoices.

2. Students learn that you will tell them the solution anyway. Due to this, the risk of passive 
students increases. 

Itendtoleavetheminastateofslightfrustrationafterwards,creatingaZeigarnik-Effekt,hoping
thatthestudentsrememberdiscussionsasbetterthatseemtobeinterruptedorunfinishedat
somepoint,thaniftheywouldbefinished,similartocliffhangersinmovies.

4. Limitations

Thisarticledealtwiththereflectionofaspecificcasestudythatcanbeusedtointroduceand
todiscussspecificconceptswithagroupofstudents.Eveniftheteachingnoteabovehasbeen
shortened, and the full TN should be considered as incomplete anyway, a sound basis should be 
providedtoteachandreflectthecasewithagroupofstudents.

However, several aspects are still open and were not solved in the article. There is still the risk 
of emotional detachment due to less experience with the case method or due to little attachment 
to the protagonist of a case. Not only the students might be a limiting factor in teaching, but also 
the case teacher himself. He or she has to feel comfortable enough to shift the focus away from 
a traditional lecture towards a more student-centered approach. The theory input that has been 
provided here might serve as an anchor for students and teachers alike, to complement quite 
anopendiscussionwithmore rigidandstructured theory.Discussingspecific theoriesmight
be subject to the pre-knowledge of the teacher or his willingness to make himself familiar with a 
specifictopicinadditiontothecase,whichonlyseemstomakesense,ifitwouldbebeneficial
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forthecourseoverall.Somecaseteachersevenobjecttoteachingacasewithaspecifictheory
attached to it and focus purely on the discussion of the case. Whenever using theory or not, it 
seemstobeaquestionofpersonalstyleratherthan‘right’or‘wrong’.Asindicatedabove,Isug-
gestaccompanyingthecaseatleastbytwoarticles(VanSell/Brief/Schuler1981;Jones1991).

Finally,theTNimpliesthatthereisa‘best’waytoteachandtoreflectacase,butthereareprob-
ably many more aspects to discuss, than the ones that were presented here and every teacher, 
everynewclassmightaddnewperspectivesonthecaseandtrialandreflectionisthekeyto
successfully teach with this case.
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LauraDörfler

Age bias in recruitment decisions in 
Austria 

Abstract

The paper investigates age discrimination in personnel selection decisions ac-
ross different industries and positions in Austria. A factorial survey approach 
(FSA), also called vignette study, is applied. This semi-experimental research 
method combines the advantages of both survey research and classical expe-
riments. A vignette is a short description of a social situation or a person that consists of se-
veral characteristics (factors and their levels) which can be simultaneously manipulated. The 
experimental design takes on all possible combinations of factor levels across all factors and 
thus allows studying the effect of each factor on the dependent variable as well as the effects 
of interactions between factors on the response variable. The impact of each dimension on the 
respondents’ judgment can be estimated accurately. More specifically, through a vignette design 
it is possible to investigate the effect of age alone on selection decisions, a factor that is usually 
confounded with other factors in reality. The respondents in this study are HR managers from 
different organisations in Austria. They are given   hypothetical applicant scenarios and are then 
asked to state the hiring desirability for the respective job seeker. The paper elaborates on the 
research method and presents the results of multilevel analysis. 

Keywords: Age discrimination, personnel selection, vignette approach

1. Problem definition

Many industrialised countries are facing demographic change. Rising life expectancies together 
with declining birth rates constitute a great challenge for labour markets regarding the composi-
tion of the labour force. Employers are confronted with an aging workforce as well as substantial 
turnover due to baby boomers´ retirement (Hasselhorn 2015; Szinovacz 2011). The potential of 
older employees will be increasingly valuable for organisations in the future; however, the labour 
market opportunities of older workers are reported to be poorer than those of younger ones 
(Johnson2008):olderjobseekersneedabouttwiceaslongasyoungeronestoreintegrateinto
thelabourmarketaftercareerbreaks.Iftheysucceedinre-entering,theyfindemploymentina
limited range of occupations and sectors compared to younger job seekers (Bendick et al. 1999). 
Labour market statistics also display lower employment rates for the age group 55-59 years 
(StatistikAustria2014).Thesereducedchancesofolderworkersmightbeduetodifferencesin
productivity, but they might also be the result of age discrimination, which often occurs in more 
subtle ways and is hard to detect. This particularly applies to the process of employee selection 
(Richardsonetal.2013;Büschetal.2008).

Evidence of self-reported age discrimination from the Eurobarometer survey (European Commis-
sion2008)indicatesasubstantialamountofsubjectivediscriminationinAustria.More“objective”
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measuresofagediscrimination,however,arelacking.InEurope,weknowverylittleaboutem-
ployerattitudestowardsolderworkersandthefactorsaffectingmanagers’decisionstoemploy
them. For German-speaking countries, the topic of age discrimination has been widely neglected 
(Mairhuber/Prammer/Waginger/Steinbauer 2015). This contrasts with extensive research on atti-
tudes, stereotypes and discrimination of older workers in the Anglo-Saxon countries, dating back 
tothe1970s.Moreover,mostresearchhasfocusedonthesupplysideoflabourmarkets:onthe
supply of older workers, their socioeconomic characteristics, their experiences with discrimina-
tion, or alternative work arrangements (Adler/Hilber 2009). But less is known about the demand 
sideofthelabourmarketandemployers’ambitionstorecruitolderworkers(vanBeeketal.1997;
Karpinska et al. 2011). 

Thestudyaimstofillthisresearchgap.Toforecastfuturechallengesforlabourmarketsdueto
demographic change, it is important to understand the demand side of labour markets and em-
ployers’decisionsinpersonnelselection.Raisingemploymentparticipationlevelsofolderwork-
ers is a high priority among European policy-makers, and this target can only be reached with the 
support and understanding of those employers who make fail employment decisions (Conen et 
al. 2011). The main research question addresses the relevance of age in selection for entry-level 
jobs across a broad range of industrial sectors. Moreover, the project also investigates the impor-
tance of factors other than age that might have an impact on managerial decision-making, such 
as sex, the existence of social networks, social capital or job history. What are the characteristics 
thatenhanceorlimitthehiringchancesofapplicantsofdifferentages?Inaddition,characteris-
tics of the organisation and of the respondents are included in the analysis as well. 

2. Employers’ attitudes and practices towards older workers – literature review

InEurope,weknowonly littleaboutemployerattitudestowardsolderworkersandthefactors
affecting managers’ decisions on employing them (Hasselhorn 2015; Karpinska/Henkens/
Schippers 2011). For German-speaking countries, the topic of age discrimination has been  widely 
neglected (Mairhuber et al. 2015). This contrasts with extensive research on attitudes, stereo-
typesanddiscriminationofolderworkersintheAnglo-Saxoncountries,datingbacktothe1970s
(seeMorgesonet al. 2008; for ameta-analysis,Bird/Fisher1986;Avolio/Barrett 1987;Rupp/
Vodanovich2006;Finkelstein/Burke1998).RobertButler introducedtheterm“ageism”(Butler
1987)andplaceditnexttootherformsofdiscrimination,suchassexismandracism.Different
definitionsofthistermhaveevolved,butageismgenerallyrelatestothenegativetreatmentof
older people based on their age. 

Negative age stereotypes are suggested to be critical barriers to the employment prospects of 
older workers. A large body of literature has addressed this issue of age stereotypes (e.g.  Rosen/
Jerdee 1976, 1977; Avolio/Barrett 1987; Bird/Fisher 1986; Chiu/Chan/Snape/Redman 2001;
Daniel/Heywood2007;Posthuma/Campion2009,forameta-analysis).Negativeagestereotypes
describeolderworkersasbeinglessproductive,inflexible,unabletocopewithnewtechnologies,
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less innovative and less creative compared to younger workers. Moreover, they are assessed 
ashavingdifficultiesintakingupnewjobs,beingslowinlearningandnotcooperatingwellwith
younger colleagues. At the same time, older employees are valued for having better social skills, 
beingmore reliable,morecommittedand loyal.Similar to themixedfindingsconcerningage
stereotypes,thefindingsonemployerattitudestowardsolderworkersalsodisplaybothpositive
and negative attitudes (van Dalen/Henkens/Schippers 2009). 

Psychologists have run a number of laboratory experiments on age discrimination, mostly with 
students acting as raters of fictitious applicants (e.g. Bird/Fisher 1986; Rosen/Jerdee 1976;
Fusilier/Hitt 1983; Singer/Sewell 1989; Finkelstein/Burke 1998; Perry/Burhuis 1998; Rupp/
Vodanovich/Crede2006).Thefindingsfortheageeffectareinconsistent:somestudiesreveal
discriminatory attitudes towards older candidates, other studies do not display age effects at all. 
Itbecomesobviousthatlaboratorystudiesonagediscriminationhavehighinternalconsistency
but lack external validity due to the student samples. 

Apart from laboratory experiments on age discrimination, a number of different research methods 
targetingemployersareappliedtostudyunequaltreatmentbasedonage.Otherthanfindings
on age stereotypes and ageist attitudes, which prove both positive and negative connotations 
witholderworkers,studiesonagediscriminationinthe“field”providearathernegativepicture
regarding the labourmarket situationof olderworkers, albeit systematic findingsare lacking.
Usingthemethodofcorrespondencetesting,RiachandRich(2007)andBendick,Jacksonand
Romero(1996)provedanagebiasagainstolderapplicantsinthepre-hirephase.Morespecifi-
cally,older jobseekersweresignificantly lessoften invitedto job interviewsandthereforedid
notevenget thechancetopresenttheirqualificationsorally. Inanalysing jobadvertisements,
Bennington(2004)identifiedageistlanguageaswellaspreferredapplicantgroupsdespiteanti-
discrimination legislation. As shown through a vignette design, Dutch employers are reluctant to 
hireearlyretireesdespitetheirequalqualifications(Karpinska/Henkens/Schippers2011a).The
few studies that exist for German-speaking countries produced similar results. Applying ques-
tionnaire studies, an age bias against older applicants was detected in the hiring stage (Büsch/
Dahl/Dittrich2004;Büsch/Dittrich/Königstein2008).Whilecorrespondence testing targets the
pre-interview phase only, questionnaire studies on age discrimination entail the risk of socially 
desirable response behaviour. 

The vignette approach (also termed factorial survey approach) represents a research method 
particularlysuitedforthestudyofsocialnormsandsensitivetopics.Itaimstounderstandthe
underlyingmechanismsofsocial judgements(Rossi/Anderson1982)by includingseveral fac-
tors to reduce socially desirable responses. In theAnglo-Saxonworld, vignette studies have
beenwidely applied in sociology and social psychology in the fields of crime and deviance,
social welfare and fairness issues, such as the fairness of earnings (see Wallander 2009, for an 
overview).Itisstriking,however,thatfactorialsurveyshavenotbeenappliedforthestudyofage
discrimination (with the exception of Karpinska et al. 2011, who focused on early retirees). Few 
vignettestudiesso farhavespecifically targeted theselectionprocess:vanBeek,Koopmans
andvanPraag(1997)investigatedthehiringchancesoflow-skilledworkers,whiledeWolfand
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van de Velden (2001) studied the academic labour market. Valgaeren (2011) researched fair-
ness issues in hiring from the perspective of the general population rather than employers; she 
included various dimensions of inequality, such as sex, ethnic background, and age. As already 
mentioned, Karpinska et al. (2011) were interested in the hiring chances of early retirees for re-
maining in bridge employment. The hiring chances of older applicants, however, have thus far 
been neglected. The present study picks up on this shortcoming and applies the factorial survey 
approach to the study of age discrimination. 

3. The factorial survey approach and research design 

A factorial survey approach (FSA), also called vignette study, is applied to study age discrimi-
nation in personnel selection. A vignette is a short description of a social situation or person 
that consists of several characteristics (factors and their levels) that can be manipulated simul-
taneously(Auspurg/Hinz2015;Sauer/Auspurg/Hinz/Liebig2011;Steiner/Atzmüller2006;Jasso
2006). Instead of answering single items, respondents are confrontedwith scenarios of per-
sons or situations and are then asked to judge the situation or person presented to them. The 
 researcher can systematically manipulate the levels of factors in the vignettes by assigning differ-
ent values to them. The experimental design takes on all possible combinations of factor levels 
across all factors. 

A factorial surveyalwaysconsistsof twocomponents: a vignetteexperimentas its coreand
atraditionalsurveyforthesupplementarymeasurementofrespondent-specificcharacteristics
(Atzmüller2006).Thecombinationofsurveyandexperimentalresearchcanberegardedasthe
key feature of the vignette design. The experimental design of vignette studies allows determining 
theinfluenceofeachsinglefactoronthejudgementtaskandtoweighttherelativeimportance
of each factor, which is often confounded in reality (Auspurg et al. 2009; Sauer et al. 2009). For 
instance, education and occupation often highly correlate with each other, and factorial surveys 
can solve this problem of multicollinearity in that the impact of each factor can be determined 
precisely (Auspurg/Hinz 2015). Another advantage of vignette studies is that by crossing a variety 
of factors, the complexity of the real world can be resembled better than by single item queries, 
which are sometimes too abstract. Respondents are forced to trade off dimensions in that they 
must simultaneously evaluate all the dimensions included in the design. Through the inclusion 
of multiple factors in the vignettes the target variable can be better disguised and responses 
are less prone for social desirability bias than in direct questioning of sensitive items (Pager/
Quilian2007).Thisisespeciallytrueforsensitivetopicssuchasdiscriminationandprejudice,
for which answers are shown to be more honest than in questionnaires (Auspurg/Hinz 2015). 
Moreover, by combining both experimental and survey research, both internal and external valid-
ity can be increased. Despite its strengths, a major shortcoming of the factorial survey approach 
 concerns the issue of external validity. The method only allows measuring behavioural intentions 
and  hypothetical decisions, which might differ from decisions in real-life settings. 
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Sevenvignettefactorswereselectedforthepresentstudy:age,sex,socialcapital,employment
status, job history, international experience, and social skills. Apart from the factor age, which 
hadfourlevels,allotherfactorshadtwolevels.Thisresultedina4x2x2x2x2x2x2designwith
avignetteuniverseof256vignettes.Theapplicants’educationandworkexperiencewereboth
keptconstant.Inmostcases,testingfullfactorialdesignsisnotpossibleduetotimeconstraints.
Careful selection of the vignette sample is therefore necessary to obtain unbiased estimates for 
maineffectsandlower-orderinteractioneffects.Inthecurrentstudy,bymeansofthepackage
“Planor”afractionalfactorialdesignwascalculatedinR(Kobilinsky2005).Outoftheuniverse
of256vignettes,afractionofonefourthwasdrawn,resultinginasampleof64vignettes.Ina
fractionalfactorialdesign,atleasttheb-coefficientsofallmaineffectsofthevignettefactorscan
be estimated as mutually uncorrelated for each individual respondent.

4. Sample

The respondents in this study were 122 HR managers from mainly large organisations in various 
industriesthroughoutAustria.TheywerecontactedviatheXINGnetwork“AustrianHRexperts”
andaskedtocompleteanonlinequestionnairecontainingeightdifferentprofilesofhypothetical
applicants plus items regarding the organisational context as well as demographics. The HR 
managers had to state the hiring desirability for each hypothetical job seeker. Completing the 
questionnaire took them approximately ten to twelve minutes. Since the vignette is the unit of 
analysis,976vignettejudgementscouldbegained(N=976).

68%oftheHRmanagerswerewomenand32%men,accuratelyrepresentingthesexcomposi-
tion of the HR sector, which is characterised by an over-representation of women especially in 
operative HR functions. Regarding the age composition of the sample, exactly 50 percent of 
therespondentswereupto40yearsofage,theotherhalfwasolderthan40years.42%ofthe
respondentshadworkexperienceofuptotenyears,36percenthad10to19yearsofrelevant
experience; and 11 percent of the respondents were highly experienced, with more than 20 years 
of experience in HR management; 11 percent did not state their length of work experience. 

71% of the companies represented are large companies with 250 ormore employees, 23%
medium-sized(50-249employees)and6%small(upto49employees),asperthedefinitionof
company sizes of the Austrian Economic Chamber. The majority of companies operates in the 
servicesector(61%),followedbymanufacturing(20%)andcommerce(19%).

Since the data have a hierarchical structure, multi-level analysis using random intercept and 
randomcoefficientmodelswasappliedtoestimatetheeffectofeachvignettefactoronthetwo
dependent variables. 
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5. Results

Thefindingsof thevignettestudyshowasignificantnegativeageeffectonbothproductivity
ratingsandhiringdecisions(β=-0.07,t[121]=-8.19,p<0.001).Inotherwords,HRmanagers’as-
sessmentofapplicantsisstronglyinfluencedbyage:HRmanagersevaluateolderjobseekers
asbeinglessproductivethanyoungeronesandarereluctanttohirethem.Onecanobservethat
witheveryyearofage,anapplicant’shiringchancedeclinesby0.07points.

The present study focused not only on whether age per se affects selection decisions but also 
on the reasons why employers use age as a screening device. Consequently, the questionnaire 
following the vignettes included a question about challenges regarding the selection of older 
applicants.The itemcontainedpre-definedanswercategorieswithmultiplepossibleanswers
alongthelinesofthequestionnairebyBiffletal.(2013).Inaddition,theopportunitywasprovided
togivealsoanopenanswer,butthiswasnotusedbyanyoftherespondents.OnethirdoftheHR
managersinthisstudystatedencounteringdifficultiesinhiringolderjobseekers,withthemajor
challenge being the considerably higher costs of older employees. This relates to seniority-based 
compensation, which forms an institutional peculiarity in Austria and is particularly pronounced 
for white-collar employees. Kolland (2010) argues that both the institutional framework, such 
as employment protection, seniority-based compensation and retirement provisions, as well as 
subjective employer perceptions of the productivity of older workers shape the employment pros-
pects of older applicants.

Apart from age, the factors social capital (β=0.31, t[853]=2.78, p<0.01), employment status
(β=0.45,t[853]=3.96,p<0.001)andindividualjobhistory(β=0.25,t[121]=2.17,p<0.05)alsosig-
nificantly impacttheprobabilityofbeinghired.Socialcapitalreferstoone’spersonalcontacts
relevant for the job search. The results indicate that HR managers in large Austrian organisations 
tend to use social capital as a screening device, thus preferring applicants with social contacts 
over job seekers lacking these. Employment status relates to being unemployed versus being 
employedatthetimeofapplication.ThefindingsofthevignettesurveyshowthatHRmanagers
prefer applicants in ongoing employment relationships over someone unemployed aiming to 
re-enterthelabourmarket.Eventhoughfourmonthsofunemployment–whichwastheduration
statedinthefictitiouscandidateprofiles–areonlyashortperiodandhumancapitaldeterioration
is highly unlikely in this limited time-span, unemployment status seems to signal lower productiv-
itytoemployers(Spence1973).Nexttoemploymentstatus,jobhoppingisanotheraspectofjob
historydata(Bills1990), relating toapplicants’pastemploymentand thenumberofemployer
changes.JobhistorydataisahighlyrelevantscreeningdeviceforU.S.employers,whichwas
also proven during the focus group discussion with Austrian recruiters that took place as a pre-
study to the vignette setup. Respondents in the present vignette survey were found to prefer 
applicants in continuous employment with a single employer over job seekers with discontinuous 
employment histories with more than one employer. By contrast, HR managers in the present 
studydidnotdifferintheirevaluationsregardingmaleandfemaleapplicants.Inotherwords,they
actednon-discriminatoryregardingapplicants’sex.Likewise,socialskillswerealsonotfoundto
impactapplicants’hiringchances.
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AsforHRmanagers’personalattributes(e.g.age,sex)andtheirinfluenceonhiringdecisions,
it was found that age, sex and the amount of work experience are unrelated to the evaluation of 
hypotheticalapplicants.Inotherwords,noin-groupbiaswasdetectedinthatyoungerHRman-
agers would tend to favour younger applicants or that male recruiters would tend to prefer male 
applicants. 

Theinfluenceoforganisationalcontextfactorsonhiringchanceswasalsoanalysed.Morespe-
cifically,itwasassumedthatselectiondecisionsareusuallynottakeninisolation,butareembed-
ded in a broader context of meso- and macro-level developments and labour market institutions 
influencingmanagers’behaviour towardsapplicants.Context factors in thisstudy for instance
relatedtowhethertheexistenceofanemployeerepresentativeinafirmwouldincreasethehiring
chances of older applicants, or whether the size of the company, the share of older workers or the 
skilllevelofafirmwouldimpactthehiringchancesofolderjobseekers.Thefindingsofthisstudy
onlyprovideevidencethattheshareofolderemployeesinafirmaffectsthehiringprospectsof
olderjobseekers(γ=0.05,t[113]=1.71,p=.090).Tobemoreprecise,itwasshownthattheoldest
applicantgroup(age58)hasbetterhiringchancesinorganisationswithalargershareofolder
employeesandthelowestchancesinfirmswithapredominantlyyoungworkforce.

6. Discussion and policy implications 

Thefindingsofthisvignettestudyindicatethatthereseemstobediscriminationagainstolder
applicants when large Austrian organisations are hiring. Age discrimination does not only seem 
to be the subjective perception of older employees who feel mistreated on grounds of their age, 
asfindingsfromtheEurobarometerstudy(EuropeanCommission2008)show,butdiscrimination
also seems to relate to the behaviour of employers using age as a selection criterion. As such, 
thefindingscomplementthesupplysideoflabourmarkets–olderemployees’subjectiveviews
onagediscriminationandtheirpoorerlabourmarketperformance–withdemandsidefactors.
Discriminationagainstolderworkersseemsdeeplyembeddedinemployers’attitudestowards
thisapplicantgroup,indicatingtaste-baseddiscriminationinthesenseofBecker.Incontrastto
statisticaldiscrimination(Phelps1972),whichisguidedbystereotypesandrationalcalculations
of productivity, taste-based discrimination against certain groups is grounded in prejudices and 
personal dislikes.

Totackleolderworkers’employmentbarriers,theeffectsofanti-discriminationlegislationshould
bemonitored especially in the hiring phase. In particular, equal opportunities bodies (Lahey
2006)couldplayanactiveroleinselectionprocessesbyobservingwhoisgettinginvitedtojob
interviews, since disadvantaged groups are often already sorted out in the pre-hire stage and do 
notevengetthechancetopresenttheirqualifications.

Asstatedabove,theresultsshowthatolderapplicantshavebetterhiringchancesinfirmswith
a higher share of older employees. This indicates that a daily routine of collaboration with older 
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workers helps to reduce or even abolish prejudices and stereotypes. This would also imply the 
relevanceofabonus-malussystemfororganisationsemployingolderworkers.Afinancialbonus
for organisations willing to recruit older applicants or even a quota could help to increase em-
ploymentparticipationofolderworkers.Inaddition,attemptstoconvinceemployersoftheben-
efitsofemployingolderworkersshouldavoid treatingolderworkersasahomogenousgroup
(Taylor/Walker1998).Rather, it is importanttoassesstheindividualworker/applicantwithhis/
her employment history and strengths and weaknesses. This is not only grounded in a diverse 
conceptualisation of old age in the literature, but also in the multi-dimensional nature of ageist 
stereotypes, pointing to positive and negative characteristics of older workers. 

To date, unsubsidised gradual retirement is no option yet in Austria. Rather, there is a subsidised 
old-age part-time employment scheme in place, which employees predominantly use as a block 
model rather than for a smooth transition. As such, it must be critically assessed, for it is used as a 
measure to exit the labour market sooner and thus misses its initial target of facilitating a smooth 
transition. This contrasts with other European countries, such as Sweden and the Netherlands, 
where gradual retirement in the sense of a smooth transition between work and retirement has 
become established as a measure to retain older workers longer in employment relationships 
(Kantarci/vanSoest2008).Sinceraisingtheemploymentparticipationlevelsofolderworkersis
of high political concern in Austria, gradual retirement rather than an abrupt career end should 
become an option for employees. Such a measure would require openness of both employees 
and employers. Generally, a combination of supply- and demand-side measures must be in place 
to increase the labour market prospects of older workers. 

7. Study limitations and outlook for future research

This studyhasapplied thevignettemethodology.Despite several strengths– reducedsocial
desirabilitybiasinparticular–thismethodologyalsohasitslimitations.Themethodonlyallows
measuring intended and hypothetical decisions, which might differ from actual decisions in real-
life settings. As such, a major shortcoming of the factorial survey approach concerns external 
validity. The question arises whether results on decision-making derived from vignettes are valid 
predictors of decision-making in real and more complex settings. Pager and Quillian (2005) com-
paredthefindingsofatelephonevignettesurveywithanexperimentalauditstudyofthesame
employerson the topic of racial and criminal recorddiscrimination. In the telephonevignette
survey, employers could state whether they would be willing to hire whites versus blacks with 
and without criminal record, and in the audit study they could express readiness to invite to an 
interviewforthedifferentapplicantgroups.Thefindingsindicatethatthesurveyresponsesdiffer
significantlyfromactualbehaviour.Morespecifically,employerswhostatedthattheywouldbe
willing to hire former offenders do not behave accordingly. The largest discrepancies between 
intended and actual behaviour can be found for black applicants with criminal records, indicating 
considerable actual discrimination against this group. The results show that actual discrimination 
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is even higher in real settings than expressed in vignette studies, shedding a negative light on the 
newfindingsofthisresearchonagediscrimination.

Ontopofitshypotheticalcharacter,thevignetteapproachsimplifiescomplexsituationsinthat
it includes only a limited number of factors, which entails the risk of losing relevant information. 
The vignette factors of the present design were carefully selected based on a qualitative pre-
study with HR managers as well as an extensive literature review. But clearly, factors other than 
the ones chosen for this design might have an impact on selection decisions, for instance other 
typesofsocialskills,thelengthofworkexperience,thefieldofstudyorevenappearanceand
health status, to mention just a few. Such information, however, was left out. Results might be 
different if some of these factors were replaced by others. But as already stated, the factors were 
carefullyselectedandthefactoragewasofparticularrelevance.Ingeneral,selectiondecisions
are embedded in complex settings and also depend on the size and quality of the applicant pool, 
on time constraints and uncontrollable factors such as rapport between employer and applicant 
(Truxilloetal.2006).Thisdesignincludedseveralrelevantcontextfactors,butcertainlynotan
exhaustivelist.Itisimportanttokeepthespecialgroupofrespondentsinmind:managerswho
aredifficulttoreachwithempiricalresearchandwhohaveonlylimited,ifany,timetocomplete
surveys. Therefore, several trade-offs between the inclusion of both vignette and context fac-
tors had to be made to increase the response rate. Manager samples in other studies tend to be 
much smaller (e.g. Karpinska et al. 2011a; de Wolf/van der Velden 2001), or scholars opt to work 
withstudentpopulationstoincreaseresponserates(e.g.Jasso2006),withthelatterthreatening
external validity. 

Itshouldbekeptinmindthatthemajorityofmanagersparticipatinginthisstudyworkinlarge
Austrianprivate-sectorcompanies.Assuch,thepresentstudyprovidesinsightintoemployers’
hiring behaviour in large enterprises and cannot be generalised for the Austrian business land-
scape as a whole, which is characterised by a very high number of small and medium-sized 
companies (more than 90 percent). Even though it is quite common in research on organisational 
decision-making to focus on large companies with formalised selection procedures, the current 
study does not address how decisions are taken at SMEs, the impact of age in these decisions, 
and whether older applicants are faced with restricted access to such companies as well.

Furthermore,itwouldhavebeenvaluabletoinvestigatethereasonsforemployers’reluctance
to hire older workers in greater depth. Therefore, suggestions for future research relate to a 
 triangulation of research methods. This could be done by conducting qualitative interviews with 
a selected number of employers who have previously completed the vignette survey. Due to time 
constraints, the survey of the present study included only one item on the challenges  employers 
associate with hiring older applicants. By conducting face-to-face interviews, more insights 
couldbegainedintomanagers’perceptions.Notleast,thepracticalimplicationsofthisresearch
 suggest a need to more extensively consider the demand side of labour markets in developing 
and formulating policy advice to increase the number of older workers in employment. 
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Barbara Waldhauser

ICT-related interruptions and 
 work-related stress:  
a systematic literature review

Abstract

Information and communication technology (ICT) is increasingly used in a work-
ing environment, but the benefits of being able to complete work-related tasks 
everywhere and at any time, such as increased flexibility and productivity, are increasingly out-
weighed by its side-effects, namely technostress and increased burn-out rates. Challenges in 
the context of work-related technostress include technology overload, interruptions and divided 
attention, as well as the loss of work-home boundaries. 

This paper focuses on the challenges of technostress caused by interruptions and divided atten-
tion. Based on a systematic literature review using the PRISMA guidelines this paper discusses 
the effects of ICT-related interruptions (i.e. emails, messaging, smartphone use) on productivity, 
perceived stress, and affect at the workplace. The literature review includes studies investigat-
ing ICT-related interruptions and workplace-related stress and well-being, factors influencing the 
effects of ICT-related interruption on stress, and the costs and benefits of strategies for manag-
ing ICT-related interruptions. Articles with experimental, correlational and quasi-experimental 
research designs were included.

Results suggest that while ICT-related interruptions negatively affect stress and well-being they 
are also a possible source of perceived task accomplishment. The effects of interruptions are 
moderated by the hierarchical level of the sender of the message and the levels of conscientious-
ness and inhibitory deficits of the receiver. These moderators where also, in part, relevant in the 
effects of different strategies for managing ICT-related interruptions on perceived stress, pro-
ductivity, and well-being. Concludingly, the paper provides recommendations on how to organize 
work-related ICT use to reduce the negative effects recognized by existing research.

Keywords: ICTuse,technostress,NewWorkNewBusiness

1. Introduction

Informationandcommunicationtechnology(ICT)isincreasinglyusedinaworkingenvironment,
butthebenefitsofbeingabletocompletework-relatedtaskseverywhereandatanytime,such
asincreasedflexibilityandproductivity,areincreasinglyoutweighedbyitsside-effects,namely
technostressandincreasedburn-outrates(Stichetal.2018).Challengesinthecontextofwork-
related technostress include technology overload, interruptions and divided attention, and the 
lossofwork-homeboundaries(Brownetal.2014;Reinke/Chamorro-Premuzic2014;Stichetal.
2018).
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UniversityofAppliedSciences
BFIVienna
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Interruptions are categorized into external interruptions, which are not self-initiated breaks
or intrusions “that disrupt the process ofworking on a task” (Sonnentag et al. 2018: 3), and
 self-interruptions, which are internally-motivated lacking an external trigger (Adler/Benbunan-
Fich2013).Inaconnectedcollaborativeworkplacewemostlydealwithcumulativeinterruptions.
These accumulations caused by emails, instant-messaging, smart-phone alerts, etc. are likely 
to cause time pressure, errors, and emotional strain (Baethge et al. 2015). Studies on lost time 
and consequent time pressure (Barley et al. 2011; Leiva et al. 2012; Mark et al. 2005; Mark et al. 
2008)showthatthedelaycausedbyinterruptionsisnotlimitedtothecompletionoftheinter-
ruption task but to delays caused by shifting and re-shifting attention from and to the primary 
task (Altmann/Trafton 2002; Mark et al. 2005). Baethge et al. (2015) suggest that rumination, the 
focusedattentionofthoughtsontheunfinishedtask,nexttotimepressureandemotionalstrain
is a consequence of interruptions which all increase with cumulative interruptions. These effects 
seem to be exacerbated by awareness of the dilemma associated with either attending to inter-
ruptionsimmediatelyandconsequentlyfallingbehindwithone’sworkorleavingthemunattended
andpossiblymissingimportantinformation(Barleyetal.2011).Whatfurtherintensifiesnegative
consequencesof ICT-related interruptions,areorganizationalnormsrelated toonline respon-
siveness. While the asynchronous nature of emailing or messaging would theoretically provide 
theoptiontoattendtothemaccordingtoone’sownpace,organizationsimposeculturalnormsto
not keep senders waiting (Barley et al. 2011). Responsiveness is also affected by telepressure, 
“thecombinationofpreoccupationandurgeto immediatelyrespondtowork-relatedICTmes-
sages”(Barber/Santuzzi2015:172),andinfluencesemployees’responsiveness.Thosewhoare
experiencing high workplace telepressure are more likely to allow themselves to be interrupted 
in their primary task.

Assuch,researchhasidentifiedanumberofchallengesinthecontextofICT-relatedinterrup-
tionsandtheirconsequencesforemployees.ConsideringtheincreasingpervasivenessofICT-
relatedcommunicationinaworkingenvironmentandtheincreaseddiversificationofpotentialin-
terrupters,whichnownotonlyincludesemail-notificationsbutalsoincreasinglysmartphoneand
smartwatch-relatedinterruptions(Stothartetal.2015;Wilmeretal.2017),thegoalofthispaper
istoprovideasystematicreviewoneffectsofICT-relatedinterruptions(i.e.emails,messaging,
smartphoneuse)onperceivedstress,jobsatisfaction,andaffectattheworkplace.Indoingso,
thispaper, following the introduction, firstlyoutlines the researchprocedure.Theauthor then
presentstheresultsoftheresearchstructuredaroundthreemainthemes:onlineinterruptions
andwell-being,factorsinfluencingtheeffectsofICT-relatedinterruptions,aswellas(psychologi-
cal)costsandbenefitsofmanagingICT-relatedinterruptions.Thediscussionsessionconcludes
withrecommendationsonhowtoorganizework-relatedICTusetoreducethenegativeeffects
recognized by reviewed research.
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2. Method and search procedure

The present study was conducted as a systematic literature review using the Preferred Report-
ingItemsforSystematicReviewsandMeta-Analysis(PRISMA)guidelines(Liberatietal.2009;
Moheretal.2009).Thesearchwasconductedbyapplyingatwo-stagestrategy.Inthefirststage,
theauthorsearchedbibliographicdatabases(PsychInfo,WebofScience,andPubMed)byap-
plyingthefollowingkeywords:(emailORe-mailORelectronicmailORmessagingORsmart-
phoneORsmart-phone),(interrupt*ORdisrupt*ORintru*ORdistract*),(stressORstrainOR
jobsatisfactionORburnout).Tofocusthereviewonthemostrecentpublications,thesearchwas
limitedtostudiespublishedbetween2013and2018.Inadditiontothat,asnowballingtechnique
wasappliedasstagetwotoidentifystudiesusingreferencesofidentifiedstudies(n=15).This
strategy returned 502 records after the removal of duplicates. After screening titles and abstracts, 
records not related to the subject of this review, not published in English or German, and non-
empirical studies were excluded. Further exclusions after assessing full-text articles included 
articleswhereinterruptionswerenotICT-related,notdirectlymeasuredoraddressedandwhere
the outcome variables did not include stress or well-being. This process returned seven studies 
for this review (see Figure 1). 

Figure 1: Flowchart illustrating the study selection process
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3. Results

Thestudiesidentifiedinthesystematicreviewincludethreeexperimental,onequasi-experimen-
tal,andthreecorrelationalstudieswhichrepresentthreemainthemes:onlineinterruptionsand
well-being,costsandbenefitsofmanagingICT-relatedinterruptions,andfactorsinfluencingthe
effectsofICT-relatedinterruptions.(seetable1).

Table 1: Summarizedfindingsofthestudiesincludedinthisreview

Reference summarized findings

Online interruptions and well-being
Sonnentag et al. 
(2018)

Onlinemessaginginterruptionspredictnegativeaffectviatime-pressureand
positive affect via responsiveness and task accomplishment

Costs and benefits of managing ICT-related interruptions
Kushlev/Dunn (2015) Limiting email activities reduces perceived stress, improves well-being

Marketal.(2016) Self-interruption and batching of emails associated with higher perceived pro-
ductivity; no connection with stress

Marketal.(2018) Costsandbenefitsofblockinginternet-basedinterruptionsdependonpersona-
lity (conscientiousness)

Factors influencing the effect of ICT-related interruptions

Gupta et al. (2013) Effect of interruption on primary task completion dependent on hierarchical 
level of message sender

Russeletal2017 Effects of delaying email checking on affective well-being depend on personali-
ty (conscientiousness)

Tams et al. 2015

individualswithgreaterinhibitorydeficitaremorelikelytoexperienceeffects
of interruptions, thus experience higher levels or mental workload and con-
sequently stress - however, this effect was only observed in the high salience 
condition;interruptionself-efficacywasarelevantmoderatorforstress;

While much discussion on the effects of online-interruptions on well-being focuses on negative 
affect and stress, Sonnentag et al. (2018) hypothesize effects on both positive and negative
 affect. Theorizing that, while email interruptions are possible sources of delays in task comple-
tion and, thus, add to time pressure, dealing with emails is also considered to be part of the job 
in many professions and could, thus, be linked to positive effects on perceived task accomplish-
ment.Inastudywith174participantswhocompletedadailysurveyoverfiveconsecutivework-
days,Sonnentagetal.(2018)findsupportforthishypothesisandassuchprovidenewinsightinto
the effects of email interruptions. Measuring perceived interruptions, time pressure, perceived 
task performance, and negative and positive affect, Sonnentag et al. found that perceived in-
terruptions are positively correlated to time pressure and negatively associated with perceived 
task performance; high time pressure and low perceived task performance are associated with 
negative affect; but perceived interruptions are also positively associated with responsiveness 
which is positively associated with task performance and negatively associated with time pres-
sure,thus,positivelyinfluencingaffect.Theylinktheirfindingstoamulti-goalperspectivewhere
completion of email-tasks is considered a contribution to the overall goal, even though it might 
disrupt the current task.
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Thereviewidentifiedonestudywhichwasexploringtheroleofsocialhierarchyanditseffects
onICT-relatedinterruptionsandtwostudiesexploringtheroleofdifferencesinpersonalityas
resources for dealing with interruptions. The role of social hierarchy is the central element of an 
experimental study including 112 university students by Gupta et al. (2013) which explores the 
impact of interruptions in the form of instant messaging, social hierarchy, perceived task com-
plexityonuserperformanceandperceivedoverload.Buildingonthedistraction-conflicttheory
(Baron1986),Guptaetal.positthatmessagesreceivedbyasuperioraregivenconsiderable
moreattentionto,andthus,theeffectsoftheinterruptionarebeingincreased.Overall,thestudy
findsthatinterruptionsreducetaskqualityandincreaseperceivedworkloadandtheseeffects
areindeedmoderatedbythehierarchicallevelofthesenderofthemessage:messagessentby
a peer increase the time spent on the primary task and messages by a superior decrease the 
time spent on the primary task. Higher priority given to an interruption task by a supervisor means 
fewer informational cues in the primary task are considered. Whereas interruptions by a peer do 
not affect the primary task strategy, and thus, might increase the task time due to recovery of 
memorycuesrelevantfortheprimarytask.Thisassumptionissupportedbyfindingsofpoorer
taskqualityinconditionswhereparticipantswereinterruptedbyasuperior.Interestingly,how-
ever,therewerenosignificanteffectsofthesender’shierarchicallevelonperceivedworkload
andthesender’shierarchicalleveldidnotmoderatetheimpactoftheinterruptionfrequencyon
the perceived workload. Social hierarchy, thus, seems to impact the effects of interruptions on 
task time and task quality but not perceived workload. Gupta et al. (2013) acknowledge the limita-
tionsoftheirstudy,specificallytherestrictionsongeneralizabilityduetotheiruseofstudentsub-
jects. Furthermore, it should be mentioned that the interruption tasks in their study were closely 
related to the primary task which might impact the effects on both task completion time as well 
asonperceivedoverload.Itseemslikelythataninterruptiontaskthatisdifferenttotheprimary
task would deliver different results.

Incontrasttotheroleoforganisationalfactorssuchassocialhierarchyinfluencingtheeffectsof
ICT-relatedinterruptions,Russelletal.(2017)andTamsetal.(2015)exploretheroleofperson-
ality-relatedresourcesanddeficits.InacorrelationalfieldstudyRusselletal.(2017)explorethe
role of conscientiousness, i.e. the personality trait of self-discipline and vigilance as a resource 
for resisting email interruptions and the relationship to affective well-being. The participants in 
the study, 52 knowledge workers from various industries, during a half-day period in their regular 
working environment, were asked to react to email interruptions as they normally would and to 
document their reaction. Russel et al. found that participants with higher levels of conscientious-
ness are more resistant to checking emails; this was especially the case when experiencing 
low affectivewell-being (AWB). In contrast, participantswith low levels of conscientiousness
showed lower restraint when checking emails in general with an even shorter time between 
alertandcheckingwhenunderstrain.Irrelevanttothelevelofconscientiousness,participants
experienced lowered AWB after delaying checking an email; however, the negative effects were 
strongerforpeoplewithhigherconscientiousness.ThefindingsbyRusseletal.alsosuggests
deficitsinconstrainingattentionalresponsesinpeoplewithlowconscientiousness,apersonal
deficitexploredbyTamsetal.(2015).Specifically,theyaddresshowinteractionsbetweeninter-
ruptionsalience,interruptionfrequencyanddeficitsinconstrainingattentionalresponsesaffect
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perceptionsofmentalworkloadandconsequentlystressandwhetherinterruptionself-efficacy
mightsuppress interruption-basedstress. Inanexperimental study,128subjectsparticipated
in a computer-based task during which they were confronted with interruptive stimuli at either 
high (every 10s) or low (every 90s) frequency of low or high salience (red color coding for high 
salience,greyforlowsalience).Inhibitorydeficitswerebeingmeasuredpriortotheexperiment,
perceivedmentalworkload,individualstressandinterruptionself-efficacywerebeingmeasured
afterwards. Based on their experiment, Tams et al. found that individuals with greater inhibitory 
deficitaremore likely toexperienceeffectsof interruptions, thus,experiencehigher levelsof
mental workload and consequently stress. This effect, however, was only observed in the high 
saliencecondition.Interruptionself-efficacywasarelevantmoderatorforstresswhichsuggests
apossiblepointofinterventionforemployeeswithinhibitorydeficits.Assuch,thestudyprovides
insight into the cognitivemechanisms that influence interruption-related stress. An important
differencebetweenthesetwostudiesisthequestionofexternalvalidity.Russelletal.(2017)con-
ducted their research in a naturalistic environment which likely allows for some transferability of 
thefindingstootherworksituations.Thelackofanautomaticrecordingofinterruptions,however,
mighthaveaffectedhowparticipantsdealtwithfutureinterruptions.Intheirreport,Russeletal.
discussintheirreportspecificallythefindingthatinconscientiouspeoplethetimebetweenalert
and checking increased over time. Thus, the results of Hawthorne effects are indicated.

While thepreviouslydiscussedstudies focusedon theeffectsof ICT-related interruptionson
well-being,andhowtheorganisationalandindividualdifferencesinfluenceemailresponsiveness
and consequently performance and/or well-being, the review also returned a number of studies 
analysing the psychological costs andbenefits ofmanaging ICT-related interruptions.Strate-
giesformanagingICT-relatedinterruptionsincludereducingthefrequencyofcheckingemails
and messages to two to three times per day (batching), reducing external interruptions through 
deactivationofalertsbut still continuouslycheckingemailsandmessagesatnotpre-defined
times, and also actively blocking online distractions by blocking online sites and alerts throughout 
thework-dayoratpredefinedtimes.Basedonaquasi-experimentalstudyincluding124adults,
Kushlev and Dunn (2015) explored the effects of limiting the frequency of email checking on well-
being. Participants were randomly assigned either the unlimited or the limited email-condition in 
weekoneandtheotheroneinweektwo.Intheunlimitedemail-conditiontheparticipantswere
asked to continue with their email use as they normally would and the participants in the limited 
condition were asked to limit their email use to three times per day and to keep their email pro-
gramandanynotificationsturnedoffoutsidethattime.Measuresincludedaself-reportmeasure
on email use which suggests a successful use of the manipulation, several daily measures such 
as distractedness by email, perceived stress and psychological well-being. Furthermore, meas-
ures on the activity level at half-time, and further measures on stress and well-being at week level 
as well as perceived productivity during that week were included. Results suggest a direct effect 
of the frequency of checking emails on daily stress and tension during an important activity. How-
ever,therewasnosignificantdifferencebetweentheconditionsontheweeklystressmeasure.
Otherthanthedirecteffectsofthemanipulationonstress,theindirecteffectsofthepositiveout-
comes of the manipulation on measures of well-being (mindfulness, self-perceived productivity, 
sleep quality) were reported (Kushlev/Dunn 2015). 
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The batching behaviour explored by Kushlev and Dunn was also part of the study by Mark et al. 
(2016).However,inadditiontobatching,theyalsoexploretheeffectsofotheremailusepatterns
such as duration, and interruption habits on perceived workplace productivity and stress. The 
participants in thisfieldstudywere40 informationworkerswhosedatawascollectedat their
workplace.Dataincluded:theemaildurationproportionwhichwasmeasuredautomaticallyas
the ratio between time spent on emails and time spent on other computer tasks; the interrup-
tion type which was measured in a post-study interview and which was categorized as self-
interruptions or external interruptions; the batching behaviour which was measured automatically 
and clustered in three categories, namely batchers who check and answer emails 2-3 times 
a day, consistents who check emails consistently and mixed strategies; perceived productivity 
based on a daily self-report measure; and stress based on heart-rate variability measured by a 
heart-rate monitor which was worn during the waking hours of the study period. Effects of email 
duration, interruption type, and batching behaviour on stress and perceived productivity were 
explored both independently and as interaction effects of the duration and interruption type as 
wellasdurationandbatchingbehaviour.WithregardstoperceivedproductivityMarketal.(2016)
foundsignificantassociationswithemaildurationbutnomaineffectswith interruptiontypeor
batching behaviour. There is, however, an interaction effect of interruption type and email dura-
tion where with increased email duration those with self-interruption behaviour perceive their 
productivity the highest. Similarly, there is an interaction effect of email duration and batching 
behaviour, where during high email duration batchers perceive their productivity higher than par-
ticipantswithamixedbatchingstrategy.Regardingstress,theonlysignificantassociationsfound
were with email duration. No effects were found with interruption patterns or batching behaviour, 
neitherasmainnorasinteractioneffects(Marketal.2016).ThefindingsbyMarketal.suggest
that email interruptions or batching behaviour affect neither stress nor perceived productivity. 
Onlyforparticipantswithahighemailduration,effectsofthesevariablesonperceivedproduc-
tivity could be observed. The study authors discuss this peculiarity where self-interrupters and 
batchers perceive their productivity as being higher with more time spent on emails than in the 
reference groups. This, the authors muse, could be due to different perceptions of email activities 
where some participants perceived the time spent on emails as equally important as their work 
and, thus, the time spent on emails as productive. 

BlockingonlinedistractionsandinterruptionsasastrategywasexploredbyMarketal.(2018).
Inaquasi-experimentalsetting,theyexplorethecostsandbenefitsofblockingnot-work-related
online distractions based on individual differences such as the tolerance to distraction and per-
sonality factors such as conscientiousness and impulsivity. 32 information workers were asked 
to provide baseline measures for focus and engagement in work, productivity, and workload dur-
ing week one in which they were asked to work as they usually would. During the second week 
of the study, non-essential websites were blocked during work time and measures were taken 
usingthesameinstrumentsasinweekone.Inaddition,participantswereaskedtokeeptheir
smartphones locked away during working hours and to only use them for essential calls. As hy-
pothesizedbytheresearchers,costsandbenefitsofblockingworkplacedistractionsdepended
on thepersonality:Theparticipantswhowerescoringhighonsocialdistractionsand lowon
conscientiousnessandperseveranceshowedhighestbenefitsintermsofincreasedperception
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of productivity, increased focus, and reduced cognitive load. However, the participants who were 
able to self-regulate distractions in a better way and, therefore, scored higher on conscientious-
nessandperseverancealsoreportedhighercosts:theyexperiencedahigherincreaseincogni-
tiveloadandlongerstretchesofworkingwithoutabreak.Inotherwords,theseparticipantsmight
haveneededthebreaksthatareusuallyprovidedbyworkplacedistractions(Marketal.2018).

4. Discussion

ThepurposeofthisliteraturereviewwastoprovideasystematicreviewontheeffectsofICT-re-
lated interruptions (i.e. emails, messaging, smartphone use) on perceived stress, job satisfaction, 
andaffectattheworkplace.Itwasfoundthatwhileonlineinterruptionsareindeedasourceof
time-pressure and consequently negative affect, they are also positively associated with respon-
sivenesswhichpositivelyaffectsperceivedtaskaccomplishmentandpositiveaffect.Thisfinding
contraststhebroadbodyofresearchontheeffectsof ICT-related interruptionsonstressand
well-being which is focused on negative effects (Barley et al. 2011; Carton/Aiello 2009; Leiva et 
al.2012).NotonlydotheresultsbySonnentagetal.(2018)provideanadditionalperspectiveon
howtoviewICT-relatedinterruptions,theymightalsoprovidesomeexplanationonthecontradic-
toryresultsonthecostsandbenefitsofstrategiesformanagingICT-relatedinterruptions.While
thefindingsbyKushlevandDunn(2015)suggestsomebenefitsoflimitingemail-communication
tospecifictimes,thesefindingscouldnotbefullysupportedbyMarketal.(2016).Theyfoundthat
while batching is associated with higher perceived productivity, it is also associated with more 
timespentonemailing,butthereisnoassociationwithlowerstress.Itseemsreasonablethat
thefindingsassociatedwithbatchingbehaviourintheMarketal.(2016)studycouldbeexplained
throughthemulti-goalperspectivewhichSonnentagetal.(2018)applyinexplainingthelinkbe-
tween online-responsiveness, perceived task-accomplishment and affective well-being. 

WhencontrastingthefindingsonmanagingICT-relatedinterruptionsbyMarketal.(2016)and
Kushlev/Dunn (2015), thedifferences in researchdesignmightplaya role.Marketal. (2016)
conducted a correlational design were different strategies for managing email interruptions were 
designed and compared. Kushlev/Dunn (2015), on the other hand, used a quasi-experimental 
design where participants were randomly assigned to the limited or the unlimited email-checking 
condition in one week and the other condition in the other one. Where the study by Mark et al. 
(2016)lacksdataforabase-linecomparisonduetoautomatic,in-situmeasuresofemail-duration
and email management and the use of biological measures for stress, the possibility of bias, 
which is often found in self-report measures and other effects associated with quasi-experimen-
talstudies,arereduced(Wilmeretal.2017).Moreover,KushlevandDunn(2015)acknowledge
when discussing the limitations of their study that simply reducing the frequency of checking 
emails will not necessarily affect well-being unless such behavioural changes are supported by 
changesintheorganizationalcontextinwhichtheindividualoperates.Thislinkstootherfind-
ings on organizational norms with regard to online responsiveness (Barley et al. 2011) in general, 
and the effect of the level of social hierarchy of the sender of a message (Gupta et al. 2013) in 
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 particular. Where the differences in organisational or social hierarchy are pronounced, messages 
by superiors are likely to be given more and more immediate attention, at the cost of performance 
quality in the primary task. 

Besides theorganizational factors influencing theeffects of ICT-related interruptionsand the
effectsofstrategies formanaging ICT-related interruptions, the reviewshowed that individual
resourcessuchasconscientiousnessanddeficitssuchasdistractibilityand inhibitorydeficits
playasignificantrole.Itwasfoundthatindividualswhowerescoringhigheronconscientious-
ness are more resistant to reacting to incoming email alerts especially when under strain (Russell 
etal.2017).Furthermore,individualswithhigherinhibitorydeficitsaremorelikelytoexperience
the effects of interruptions, which is linked to a higher mental-workload and stress (Tams et al. 
2015). As such, it is not surprising that these characteristics also affect the effects of strategies 
formanaging ICT-related interruptions and that the softwarewhichwas blocking ICT-related
interruptionswasbeneficialfortheindividualswithlowlevelsofconscientiousnessandhigher
levels of distractibility. The software also increased the cognitive load for the individuals with a 
high level of conscientiousness as it enabled longer stretches of working without a break (Mark et 
al.2018).Thissuggeststhatthereisnotonlyonewayfordealingwithdistractionsthatfitsall,and
it proposes that restrictions of online interruptions might indeed have negative effects for highly 
conscientiousindividualswho,asthesefindingssuggest,mightneedexternal interruptionsas
a reminder to take an occasional break. No conclusion, however, can be drawn on how these 
individuals deal with an email batching strategy. 

Basedonthefindingsfromthedifferentstudiesincludedinthisreview,previousfindingsonthe
negativeeffectsofICT-relatedinterruptionsonstress,(perceived)productivity,andaffectivewell-
being(Barleyetal.2011;Marketal.2005;Marketal.2008)areaffirmed(Kushlev/Dunn2015;
Russelletal.2017;Sonnentagetal.2018;Tamsetal.2015).However,incontrasttoprevious
findings,onlineresponsivenessisalsoassociatedwithpositiveaffectthroughhigherperceived
task accomplishment. A higher perceived task accomplishment or rather a higher perceived pro-
ductivity, is also associated with certain strategies for managing online interruptions such as 
self-interruptions and batching behaviour (Kushlev/Dunn 2015; Tams et al. 2015); with one study 
also suggesting positive effects of batching on perceived stress and well-being (Kushlev/Dunn 
2015). Inpractice,however, thesestrategies, includingsoftwareblockingonline-interruptions,
willhavetoconsiderthattheeffectsofinterruptionsareinfluencedbythehierarchicallevelof
themessagesender (Guptaetal.2013)andby individual resourcesanddeficits (Marketal.
2018;Russelletal.2017).Assuch,recommendationsforpracticalapplicationincludeincreasing
theawarenessofone’sonlinebehaviourattheworkplaceaswellasamindfulexperimentation
withdifferentstrategiesformanagingICT-relatedinterruptions.However,asoutsidepressures
regardingtheresponsivenessmightplayaroleinhowemployeesexperienceandmanageICT-
related interruptions, it is within the purview of the organisation to provide guidelines for healthy 
andproductivestrategiesondealingwith ICT-related interruptions.Batchingbehaviour,which
mightbebeneficial forsomeemployees to reducestressand increaseperceivedproductivity
and well-being, is not a feasible strategy in an organisational culture where high responsiveness 
is the norm. 
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5.  Conclusion

ThegoalofthispaperwastoreviewcurrentliteratureontheeffectsofICT-relatedinterruptions
on perceived stress, job satisfaction and affect at the workplace. A systematic literature review 
usingthePRISMAguidelineswasconductedcoveringtheyears2013-2018.Theoutcomewere
sevenrelevantstudies.BasedonthesestudiesincanbeconcludedthatwhileICT-relatedinter-
ruptions, indeed, negatively affect stress and well-being, they are also a possible source of per-
ceivedtaskaccomplishment.StudiesfocusingonthenegativeeffectsofICT-relatedinterruptions
found that the effect of the interruptions is moderated by the hierarchical level of the sender of the 
messageandthelevelsofconscientiousnessandinhibitorydeficitsofthereceiver.Thesemod-
eratorswherealso,inpart,relevantintheeffectsofdifferentstrategiesformanagingICT-related
interruptions such as reducing the frequency of checking emails and messages to two to three 
times per day (batching), reducing external interruptions through the deactivation of alerts but still 
continuouslycheckingemailsandmessagesatnotpredefinedtimes,andalsoactivelyblocking
onlinedistractionsbyblockingonlinesitesandalertsthroughouttheworkdayoratpredefined
times. These strategies showed different effects in different studies. Hence, together with the 
findingsonindividualdifferencesnoclearrecommendationsonhowemployeesshouldorganize
work-relatedICTusecanbesuggested.Indeed,itseemsthatfordifferentgroupsofemployees
counter-directional interventions might be helpful.
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RolandJ.Schuster/InaPircher/KarlPreßl

Gruppenreflexion als Praxis des 
 Projektmanagements

Abstract

In diesemPaperwird zuBeginn auf theoretischeAspekte und grundlegende
Voraussetzungen des Kommunikationsinstruments Gruppenreflexion eingegan-
gen.AußerdemwirdeineChronologiedermittlerweileachtGruppenreflexionen
innerhalbderProjektmanagementSymposienanderFHdesBFIWiendarge-
legt. Dabei wird aufgezeigt (1) wie Gruppenreflexion in der Praxis des Projekt-
managements einsetzbar ist, wie (2) teilnehmende Beobachtung zur Erfassung 
von Gruppendynamiken eingesetzt werden kann und wie (3) eine Beobach-
tungsmethode in der Lehrpraxisnutzbargemachtwerdenkann. Interventions-
wissenschaft und -forschung bilden die wissenschaftliche Grundlage für diese 
Vorgehensweise. Praxisnähe und Praxisrelevanz sind wesentliche Kennzeichen 
dieser Form von Wissenschaft, die sowohl inter- als auch transdisziplinär aus-
gerichtet ist.

This paper begins by discussing the theoretical aspects and basic requirements 
of group reflection as an instrument of communication. In addition, a chronology 
of the meanwhile eight group reflections within the project management sympo-
sia at the UAS BFI Vienna is presented. The paper shows (1) how to apply group 
reflection in the practice of project management, (2) how to apply participatory 
observation to gain knowledge on group dynamics and (3) how to transfer a 
method of observation into teaching practice. Intervention science and research 
form the scientific basis for this approach. Proximity to practice and practical 
relevance are key features of this form of science, which is inter- as well as trans-
disciplinary.

Keywords:  Interventionswissenschaft,Gruppenreflexion,Systemanalyse,
Organisationsbeobachtung,Didaktik

1. Einleitung

InsbesondereinprojektorientiertenUnternehmensindGruppen,nebenderhier-
archischenOrganisation,einwesentlicherTeildergelebtenPraxis.IndiesemPaperwirddarge-
legt, wie sowohl das explizite und implizite Wissen von Gruppen als auch deren Reflexionspoten-
zial  erfolgreich umgesetzt und weiterentwickelt werden können. 

Die vom AutorInnenkollektiv durchgeführte, hier dokumentierte Interventionsforschung zeigt
 dabei auf, wie Theorie praxisrelevant eingesetzt und die dabei gewonnene praktische Erfahrung 
zum Weiterentwickeln von Theorie verwendet werden kann. 

Roland J. Schuster
FachhochschuledesBFIWien

Karl Preßl
Bundesministerium für Landes-
verteidigung

Ina Pircher
FachhochschuledesBFIWien
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Das mittlerweile zum 9. Mal durchgeführte Projektmanagement Symposium (2018)anderFH
desBFIWienbildetedenRahmen, indemsichPraktikerInnenundForscherInnendisziplinär,
inter-undtransdisziplinäraufeineGruppenreflexionzujeweilsrelevantenThemeneinließen.

ImPaperwerdenvonSchusterzuBeginntheoretischeAspekteundgrundlegendeVorausset-
zungen des Kommunikationsinstruments Gruppenreflexionerörtert.AußerdemwirdeineChro-
nologievonachtdurchgeführtenGruppenreflexionendargelegt.Dabeiwirdaufgezeigt,innerhalb
welchen Rahmens Gruppenreflexion einsetzbar ist und wie diese praxisrelevante Ergebnisse 
liefern kann.

InsgesamtgliedertsichdieForschunginzweiTeile,nämlich(a)diegruppendynamischangeleg-
teModeration(Schuster)und(b)dieteilnehmendeBeobachtung(Pircher/Preßl).DieErkenntnis-
seaufGrundderBeobachtungdesGruppenprozesseswerdenhierimPapervonPreßldargelegt
und ergänzen die theoretischen Betrachtungen.

PreßlfokussiertaufdenAspektvoninformellenDominanz-undUnterwerfungsphänomenenin
Gruppen und zeigt dabei auf, wie theoretische Konzepte in Kombination mit Beobachtung prakti-
kabel und pragmatisch zu einem Verständnis von Verhaltensweisen innerhalb von Gruppen bzw. 
Organisationenbeitragenkönnen.

Pircher gibt einen kurzen Einblick in die Methode der Beobachtung und zeigt auf, wie sie diese in 
ihrer gelebten Praxis in der Lehre umsetzt.

2. Theoretische Aspekte und grundlegende Voraussetzungen der Gruppenreflexion

AusgangspunktfürdasDesignderhierdargelegtenGruppenreflexionistdieDidaktikderGrup-
pendynamik der Klagenfurter Schule. Die dort (weiter-)entwickelten Formate Trainings-Gruppe 
undOrganisations-Training (T-GruppeKS undOTKS [O-LabKS vgl. Duwe 2017: 49]; vgl. Krainz
2006:27-28)1 bildendiewissenschaftlicheBasis.SowohldieStrukturalsauchder Inhaltder
GruppenreflexionsindaufdasAufspürenundBesprechenvonnichtauflösbarenWidersprüchen
ausgerichtet. Dies steht einerseits im Gegensatz zu den bei Vorträgen dargelegten idealisiert 
konsistenten Modellen bzw. Theorien und andererseits auch im Gegensatz zu bei Seminaren 
oder Workshops oft gezeigten bzw. ausprobierten idealisierten Muster-Lösungen von diversen 
Problemstellungen.

Der Sinn der Idealisierung liegt in der dadurch gegebenenMöglichkeit der Normierung. Um
zu erreichen, dass viele Menschen miteinander abgestimmte Handlungen vollziehen, ist es 

1 Das KSstehtfürKlagenfurterSchule.Weltweitgesehengibtes2017inBezugauferfahrungsbasiertesLernenin
denKontextenGruppeundOrganisationaußerdemnochdieAnsätzederNationalTrainingLaboratories(NTL)in
denUSAunddesTavistockInstituteinGroßbritannienbzw.dasdarausentstandeneA.K.RiceInstituteindenUSA
(vgl.Neumannetal.2004:383-401).EinedetaillierteDarlegungdesOrganisationstrainingsderKlagenfurterSchule
findetsichbeiDuwe(2017).
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notwendig, denBetroffenen jeweils zu erklären,was diese zu tun haben. Idealisierung dient
dazu, diese Erklärungen in sinnvollen Grenzen zu halten. Dabei wird von Vortragenden (Semi-
nar-,WorkshopleiterInnenetc.)zumindestimplizitbehauptet:„WennSieinIhrerPraxisnachdem
hierpräsentiertenModellvorgehen,dannwirdIhrVorhabengelingen.“

ZumProblemwirdIdealisierungdann,wenndiesealsdieeigentlicheWahrheitangesehenwird
undeinVerfehlendesvorgegebenenIdealslediglichzumHinterfragendervollzogenenHandlun-
genbzw.derAkteurInnenundnichtzusätzlichzumHinterfragendesIdealsführt.DieoftausKal-
küldazuangeführteArgumentationist:„SollteIhrVorhabennichtgelingen,dannliegtesdaran,
dass Sie das erklärte Modell nicht ausreichend befolgt haben.“ Fallweise wird dies als Argument 
für den Bedarf einer Nachschulung der gescheiterten Personen missbraucht.

Die positive Sichtweise ist, dass eine Theorie (ein Modell) besser ist als keine Theorie, im Eng-
lischenfindetsichdafürdasSprichwort: „(S)Hewho fails toplan,plans to fail“.Lediglichdas
Geschehen selbst kann die Komplexität des Geschehens voll umfassen. Theorie kann im besten 
FalldieKomplexitätkommendenGeschehenssoweitvoraussehen,dassimGroßenundGan-
zenbeiderDurchführungeineguteÜbereinstimmungvontatsächlichemmittheoretischvorab-
geschätztem Geschehen gegeben ist.

DieGruppenreflexiondientderAufklärungderbeiVorträgennotwendigerweiseidealisiertdar-
gelegtenModellebzw.TheorienundderRelativierungvonfürÜbungszweckebenutztenMuster-
lösungen. Sie führt im besten Fall zur von psychodynamisch orientierten Organisationsbe-
raterInnensobezeichnetendepressivenPosition(vgl.Lohmeretal.2000:315)allerBeteiligten.
Depressiv deshalb, weil erkannt wird, dass Gutes (Angenehmes, Gewünschtes) und Böses 
(Störendes,Unliebsames)immergekoppeltsindunddamitjedeTheoriebzw.jedesModell–wie
detailliertdiesesauchdargelegtist–nebenpositivenauchunabwägbareundnegativeAspekte
mitsichbringt.BeiGruppenreflexionenwirddasdurchdievondenTeilnehmerInneneingebrach-
ten Erfahrungen mit jeweiligen Theorien bzw. Modellen gut sichtbar, sofern es der Gruppe ge-
lingt, solche Erfahrungsberichte anzunehmen und diese nicht z.B. durch Entwertung der berich-
tenden Person abzuwehren. 

3. Chronologische Entwicklung des Kommunikationsinstruments Gruppenreflexion

Die chronologische Entwicklung des Kommunikationsinstruments Gruppenreflexion vollzog sich 
imRahmenvoninsgesamtachtProjektmanagementSymposienanderFHdesBFIWienüber
einenZeitraumvonsiebenJahren(sieheAbbildung1).
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Abbildung 1:ChronologischeEntwicklungderGruppenreflexion

AndererstenGruppenreflexion(17.Juni2010)nahmen16Personenteil.Eszeigtesich,dassdie
vorgesehenen30MinutenfüreineDiskussionzuwenigwaren(vgl.Schuster2010a:20ff.).Für
dieseGruppenreflexionwurdeimdazuverfasstenWorkingPaperdemThemaZertifizierungein
eigenerAbschnittgewidmet(vgl.Schuster2010a:7ff.).Insgesamtkanndazuvermerktwerden,
dass dieGruppenreflexion aufgrund der knapp bemessenen Zeit zwar prinzipiell erfolgreich,
jedochinhaltlichentsprechendoberflächlichwar.DietheoretischeAusarbeitungderBedeutung
vonZertifizierungimRahmendesWorkingPaperswaralsNachlesezwargeeignet,erfüllteje-
doch nicht die interventionswissenschaftliche Zielsetzung der Vergemeinschaftung des Wissens 
dereinzelnenTeilnehmerInnenmittelsderReflexionselbst.

AufgrundderErfahrungenwurdediezweiteGruppenreflexion(16.Juni2011)mit60Minutenan-
gesetzt.AußerdemwurdedasersteMaleineBeobachtungdurchzweiKolleginnendurchgeführt.
Die Beobachtung hatte das Ziel, einerseits die Wirkung der Moderation und andererseits den 
Gruppenprozessansichzuerfassen(Abbildung2).ZusätzlichsolltendieinderGruppenreflexi-
on gewonnenen inhaltlichen Erkenntnisse aufgezeichnet und in weiterer Folge einer schriftlichen 
Bearbeitung zugeführt werden.
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Abbildung 2: BeobachtungundModerationderzweitenGruppenreflexion

AuchzudieserzweitenGruppenreflexion–zurFrage:WelcheWidersprüchebirgtdieBeteiligung
verschiedenerKulturkreiseimProjektmanagement?–gabeseineVeröffentlichung(Kreindlet
al. 2011). Neben einer Nachlese in Bezug zum Begriff Kultur im Kontext von Projektmanagement 
(Kreindletal.2011:7-29)beinhaltetdieseStudiezusätzlichdieBerichtedervondenForscherin-
nenPircher(ebd.38-41)undKreindl(ebd.29-38)durchgeführtenBeobachtungen.

Die gemeinsame Bearbeitung dieser Beobachtungen fand in einer Resonanzgruppe, zusammen-
gesetzt aus Kreindl, Pircher und Schuster, statt. Dabei diente die Resonanzgruppe dazu, die 
Beobachtungen von Kreindl, Pircher und Schuster2 gemeinsam zu diskutieren und damit einer 
–zumindestpartiellen–Verallgemeinerungzuunterziehen.Dieszielte insbesondereaufeine
 intensive Betrachtung und gegebenenfalls Weiterentwicklung der Moderation der Gruppen-
reflexiondurchSchusterabunddientedazu,eineForschungs-Community fürzukünftigeFor-
schungsvorhaben aufzubauen.

DiesezweiteGruppenreflexionbrachteeinerseitseinenFortschrittinBezugaufdieBeobachtung
undaufdasSetting,andererseitswarendieForscherInnenmitderTatsachekonfrontiert,dass
lediglichvierPersonenanderGruppenreflexionteilgenommenhaben3.DerUmstand,dassfür
dieseGruppenreflexion 60Minuten zur Verfügung standen und dass lediglich vier Personen
daran teilnahmen, führte dazu, dass sich eine intensive Diskussion aller Anwesenden entfalten 
konnte.

Die Beobachtungen, deren Analyse mittels der Resonanzgruppe und die daraus folgende 
schriftliche Darlegung der Erkenntnisse waren eine Erweiterung zum themenbezogenen theo-
retischenTeilunddamiteineinhaltlicheInnovationinBezugaufdiePublikationimRahmender
erstenGruppenreflexion2010.JedochstellteauchdieseErweiterunglediglicheinAngebotdar,
dessenWirkung von der Bereitschaft der TeilnehmerInnen abhängt, sichmit der Publikation

2 Aufgrund der Rolle des Moderators ist die Beobachtung durch Schuster zwar entsprechend von jener durch Pircher 
bzw. Kreindl zu unterscheiden, diese ist jedoch trotzdem ein wichtiger Aspekt für die Bearbeitung der Vorgänge in 
derGruppenreflexion.

3 DamitbestanddieGruppeausinsgesamtfünfPersonen–vierTeilnehmerInnenundeinemModerator.
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 auseinanderzusetzen. Die wesentlichen Fortschritte aus interventionswissenschaftlicher Sicht 
waren,dassnun60MinutenfürdieGruppenreflexionzurVerfügungstandenunddassderPro-
zessbeobachtetwurde.DieTeilnehmerInnenhattenindieserZeitGelegenheitdazu,ihrejewei-
ligen Ansichten und Erfahrungen zum Thema Kultur im Projektmanagement auszutauschen und 
damit–imbestenFall–ihrenErfahrungshorizontzuerweitern.

Aus organisatorischen Gründen ergab sich für Schuster im Zuge der Vorbereitungen für das 
drittePMSymposium(2012)dieMöglichkeit,diesesmaßgeblichmitzugestalten.DieDetailsbe-
züglichdesDesignsunddesAblaufssindbeiSchuster(2013:45-71)nachzulesen.Rückblickend
kann festgestellt werden, dass diese Veränderung der Aufgabe, nämlich von der Gestaltung ei-
nerGruppenreflexionhinzurmaßgeblichenMitgestaltungdesgesamtenPMSymposiums,zwei
grundlegendeProblememitsichbrachte.(1)Dassich[Schuster]selbstzusehrinmeiner„[…]ei-
genen Begeisterung für die Gruppendynamik an sich gefangen war und dadurch Voraussetzun-
genbeidenTeilnehmerInnendesPMSymposiumsbzw.beiMitgliederndesOrganisationsteams
annahm,diedieseunmöglicherfüllenkonnten“(ebd.67).(2)DassderFokusaufdasgesamte
SymposiumdieOrganisationderGruppenreflexionindenHintergrunddrängte.WasdieÜberbe-
tonungdesFreiraumsfürgruppendynamischeSelbstorganisationbetrifft,sohatdiese–sodie
Hypothese–dazugeführt,dassbeiderhierarchischenStruktur4 des dritten PM Symposiums ein 
kritischesMindestmaßunterschrittenwurdeunddeshalbderAblaufdestabilisiertwar(Abbildung
3).MitanderenWorten:EswäremehrautoritäreFührungangebrachtgewesen.Dieszeigtauch,
dass Freiräume grundsätzlich kritisch zu betrachten sind und nicht automatisch als sinnvoll an-
gesehenwerdendürfen(vgl.Krappmann2010:28-29).

Abbildung 3: UnterschreitungdermindestenserforderlichenhierarchischenStruktur
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Quelle:Schuster2010b:10,eigeneAbänderungen

Die oben dargelegten Erfahrungen führten dazu, dass das vierte Symposium 2013 in der für das 
OrganisationsteamunddiePM-CommunitygewohntenWeisegeplantunddurchgeführtwurde.

4 FüreineDiskussionbezüglichderOrganisationsformHierarchiesieheSchuster2010b.
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DamitwarderFokusdesForschungsteamsSchusterundPircher–Kreindlhattesichanders
orientiertunddasTeamverlassen–wiederaufdieGruppenreflexiongerichtet.AlsNeuerun-
genwurden90MinutenZeitraumfürdieReflexionveranschlagt,unddietheoretischeBearbei-
tung des Rahmenthemas Karriere im Projektmanagement5 wurde unter Einbeziehung der von 
denTeilnehmerInnen indieReflexioneingebrachtenErfahrungenerst nachdemSymposium
durchgeführt.BeobachtetwurdedieGruppenreflexionvonPircher,dieAufgabederModeration
hatteSchuster.Eszeigtesich,dassallevondensiebenTeilnehmerInnenderGruppenreflexion
2013besprochenenThemen(z.B.Zertifizierung,EigenverantwortungvonProjektleiterInnenetc.)
auchindereinschlägigenFachliteraturzufindenwaren.DadurchkonntendiepartielleVerallge-
meinerungderGruppenreflexionmitdenFachdiskussionenderPM-Communityverbundenund
eine praxisnahe Betrachtung der Situation von Karriere im Projektmanagement dargelegt wer-
den(Pircher/Schuster2013:30ff.).AußerdemwurdendasDesignundderAblaufvonSchuster
reflektiert(ebd.27ff.)undvonPirchervertiefendauftheoretischeundpraktischeAspekteder
Beobachtungeingegangen(ebd.38ff.).

DieGruppenreflexionen2014(7TeilnehmerInnen,BeobachtungdurchPircher)und2015(5Teil-
nehmerInnen,BeobachtungdurchPircherundPreßl)wurdenimPlenumunterderModeration
vonSchusterdurchgeführt.InteressantfürdieseChronologieist2015dieErweiterungdesFor-
schungsteamsPircherundSchusterdurchPreßl,derinnerhalbdesDoktorandInnenkollegsfür
InterventionsforschungseineDissertationerarbeitethatunddamitebensowieSchusterdirekt
mitderKlagenfurterSchulederGruppen-undOrganisationsdynamikverbundenist.

Exkurs

UmdenLeserInneneinbesseresVerständnis fürdie indieserArbeitangeführtenPersonen-
zahlen und die darauf beruhenden Entscheidungen zu vermitteln, wird im Folgenden kurz auf 
gruppendynamisch relevante Aspekte eingegangen.

Eine Gruppe ist aus gruppendynamischer Sicht arbeitsfähig, wenn diese fähig ist, selbständig 
zwischenagierenundreflektierenzuwechseln(vgl.Lackner2008:88).GruppendynamischeAr-
beitsfähigkeitistperdefinitionemlediglichbiszueinerMaximalzahlvonca.25Personenmöglich
(vgl.Heintel1977:168),diesdeshalb,weilzeitliche,räumlicheundkommunikativeBeschränkun-
genvorhandensind.Kasenbacher(2003:97)bringtdiesbezüglichdasquantitativeBeispielvon
„[…] 20.900MilliardenMöglichkeiten […] gegenseitiger Abstimmung oderPositionierung […]“
beieinerGruppevon16Personen.WasdieMindestzahlbetrifft,soargumentierenKönigund
Kasenbachermit3Personen(2006:15), imGegensatzdazuverweistHeintel(vgl.1977:168)
darauf, dass für einen differenzierten Meinungsbildungsprozess eine Gruppe aus zumindest fünf 
bis sechs Personen bestehen sollte, wobei er darauf hinweist, dass bereits bei zwei Personen 
einEntlastungsraumgegebenseinkann.SogenannteTrainingsgruppen, inwelchen„[…]man

5 DiedazugehörendeFragefürdieGruppenreflexionlautete:ProjektarbeitstattKarriere?
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lernt,wiederGruppenprozessunddieeigenePositiondarinmiteinanderzusammenhängen[…]“
(Krainz2006:27)werdenmitmaximalzwölfPersonendurchgeführt.

BeiderGruppenreflexion,dieimWesentlichenausErkenntnissenbezüglichTrainingsgruppen
entwickeltwurde,arbeitetderModerator[R.J.S.]mitmaximal12PersonenimPlenum6 (Abbil-
dung4).BeidieserGrößenordnungwirdehergruppendynamischmoderiert,dasheißt,Modera-
torInnenverhaltensichähnlichwieTrainerInnenvonTrainingsgruppenundlassendieGruppe
möglichstselbständigarbeiten.HatdieGruppenreflexionmehrals12TeilnehmerInnen,werden
vomModerator[R.J.S.]KleingruppengebildetundimPlenumwirdeherautoritärmoderiert,das
heißt,eswerdenvermehrtAnweisungengegeben.FürdieKleingruppenwerdenArbeitsplätze,
Stifte und Flip-Chart-Blätter vorbereitet, und es wird ein Arbeitsauftrag vergeben, ansonsten 
werden die Kleingruppen sich selbst überlassen. Die gruppendynamische Arbeitsfähigkeit der 
Kleingruppen kann sich entwickeln oder auch nicht. 

Abbildung 4: Anordnungen auf Grund gruppendynamischer Gesichtspunkte

DieBeforschungdieserKleingruppenprozessewarimFalldesPMSymposiums2017Zieldes
ForschungsteamsSchuster/Pircher/Preßl.DieteilnehmendeBeobachtungundderenReflexion
imRahmenderGruppenreflexion2017fokussiertedarauf,wiesichdiezufälliggeneriertenKlein-
gruppenverhaltenundentwickelnundobDominanz-undUnterwerfungsphänomenezubeob-
achtensind(siehediesbezüglichdieDarlegungvonPreßlunten).

Das Problem in der Vorbereitung zu dieser Art von Forschung liegt darin, dass die Anzahl der 
TeilnehmerInnennichtimVorausbekanntistundeineAuswirkungaufzeitliche,räumlicheAn-
ordnung und die Art der Moderation hat. Hier zeigt sich auch die Notwendigkeit der rollieren-
den PlanungbeiInterventionsforschung.Dasbedeutet,dasForschungsteammussjenachtat-
sächlicherGegebenheitbeiderGruppenreflexiondiePlanungentsprechendadaptierenbzw.im

6 PlenumbedeutetimZusammenhangmitderGruppenreflexion,dassessichumeinenSesselkreishandelt.
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 Vorfeld mögliche Varianten abschätzen und entsprechende Vorkehrungen treffen (vgl. Krainer et 
al.2012:176).EswirdalsoerstimMomentdesGeschehensklar,wiedieräumlicheAnordnung
auszulegen ist und was beobachtet wird. 

Ende des Exkurses.

2016wurdederAblaufdesPMSymposiumsdahingehendverändert,dassamVormittagVorträ-
gezuje40MinutenvorgesehenwarenundamNachmittagWorkshopszuje90Minutenabge-
haltenwurden.DieGruppenreflexionwarnuneinesvonvierWorkshop-AngebotenamNachmit-
tag.7EineweitereNeuerungwar,dassalleTeilnehmerInnenbezüglichderangebotenenVorträge
undWorkshopskurzeschriftlicheErläuterungenzuAblaufundInhalterhielten.

DieGruppenreflexion2016zumThemaEntscheiden im Spannungsfeld von Schuldzuweisung 
und Schuldvermeidunghatte21TeilnehmerInnenundwurdevonPircherbeobachtet(Abbildung
5).

Abbildung 5: PlenumderGruppenreflexion2016(Pircherbeobachtendrechtsoben)

DieAnzahlderTeilnehmerInnen(21)erforderteeineUnterteilungdesPlenums(Großgruppe)in
fünfKleingruppenzu4x4und1x5Personen.DieKleingruppenerhieltendenAuftrag,innerhalb
von 30 Minuten individuelle Erlebnisse im Kontext von Schuldzuweisung und Schuldvermeidung 
auszutauschen und ein Flip-Chart mit Stichworten zu den gewonnenen Erkenntnissen zu produ-
zieren. 

7 IndenvorhergehendenSymposienwardieGruppenreflexionamVormittagparallelzuverschiedenenVorträgen
angesetzt.DamitwardieGruppenreflexiondereinzigeWorkshopamVormittag,währendalleanderenWorkshops
amNachmittagstattfanden.2016wurdediesinsoferngeändertalsdassamVormittagausschließlichVorträgeund
amNachmittagausschließlichWorkshopsstattfanden.FürdieGruppenreflexionwardiesvongroßemVorteil,weil
dadurchauchdiebeiVorträgenaufgenommeneTheorievondenTeilnehmerInnenderGruppenreflexionzeitnah
reflektiertwerdenkonnte.
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DiesesFlip-ChartwurdedannvondenjeweiligenKleingruppenimPlenumpräsentiert.ImPrin-
zip handelt es sich dabei um eine organisierte partielle Verallgemeinerung individueller Erfah-
rungen(Abbildung6).

Abbildung 6: OrganisiertepartielleVerallgemeinerungindividuellerErfahrungen

Die gruppendynamisch motivierte Steuerung des Prozesses durch den Moderator war darauf 
ausgerichtet,dasseinorganisatorischerRahmengebotenwurde,derdenTeilnehmerInnendie-
senErfahrungsaustauschermöglichte (siehedazuauchdenExkursoben). ImkonkretenFall
waren folgende Phasen8zuberücksichtigen:

• dieBegrüßungs-undEinleitungsphase(ca.15Minuten)
• die Kleingruppenarbeitsphase (ca. 30 Minuten)
• die Phase für die Präsentation der Kleingruppenergebnisse im Plenum (ca. 5 Minuten pro

Kleingruppe) und
• die Zusammenfassungs- und Abschiedsphase (ca. 15 Minuten).

BeiderGruppenreflexion2017wardieAnzahlderTeilnehmerInnenmit24Personenähnlich
hochwiebei jener2016.DementsprechendwurdedieselbeVorgehensweiseangewendetwie
2016.DabeiwurdezurFrageSteuerung von Projekten mittels sozialer Kompetenz oder digitaler 
AnalyseimKontextvonLeitungbzw.ManagementvonProjektenreflektiert.

ObwohldieGruppenreflexionen2014und2016vonPircherundSchusterund2015vonPircher,
PreßlundSchusternachbearbeitetwurden,kamesdiesbezüglichzukeinerweiterenPublikation.
2016und2017gabes inHinblickaufdie interventionswissenschaftlicheZielsetzungderVer-
gemeinschaftungdesWissensdereinzelnenTeilnehmerInnenmittelsderReflexionselbstdie
Neuerung, dasseineZusammenfassungderGruppenreflexion inklusive kommentiertemFlip-
Chart-ProtokollanalleTeilnehmerInnenversandtwurde.DasForschungsteamerhofftesichda-
durch,fürdieTeilnehmerInnenschlussendlicheinzusammenhängendesGanzeszugenerieren

8 IndieserDarlegungsinddieZeitenfürdieräumlichenVeränderungenderPersonenimpliziterfasst.



GruppenreflexionalsPraxisdesProjektmanagements

89WirtschaftundManagement·Band27·Jänner2019

unddenGruppenreflexionsprozessdamit–zumindestinformell–sowohlinBezugaufFormals
auchaufInhaltfüralleBeteiligtentransparentundimGesamtzusammenhangzupräsentieren.

Mit der hier vorliegenden Publikation ist schlussendlich einerseits eine formelle Darlegung 
speziellerGeschehnisse2017undandererseitseinÜberblickbezüglichdesEinsatzesundder
wissenschaftlichenPerspektivedesKommunikationsinstrumentsGruppenreflexionübereinen
ZeitraumvonsiebenJahrengegeben.

4. Zur Interventionswissenschaftlichen Perspektive der Gruppenreflexion

„Interventionswissenschaft akzeptiert, reflektiert und instrumentalisiert […] die Wirkung von
ForscherInnenaufdasbeforschteSystemundbeschränktsichsowohlörtlichalsauchzeitlich“
(Schuster2013a:97).Außerdemistzubeachten,dassaufGrundderZielsetzungeinerSelbstbe-
wusstwerdung des beforschten Systems gewisse Erkenntnisse bzw. Daten lediglich für die von 
der jeweiligen InterventionsforschungBetroffenenrelevantsind.Esgehtder Interventionswis-
senschaftdarum,mittelsInterventionsforschungeinen(Reflexions-)Prozess zu initiieren und zu 
begleiten,dieErgebnissedes(Reflexions-)Prozesses sind, die Freiheit der Forschung und des 
beforschten Systems vorausgesetzt, offen.

Abbildung 7: Interventionswissenschaftund-forschung

Quelle:vgl.Schuster2016:10

DieseVoraussetzungbedingt,dassderProzessimFokusderWissenschaftlerInnenistunddie
jeweiligenindieInterventionsforschungintegriertenPersonenalsExpertInneninBezugaufden
Inhaltangesehenwerden.InderRealitätistdieseGrenzziehungunweigerlichunscharf,da–je
nachSpezialisierung–sowohlWissenschaftlerInnenüberinhaltlichesalsauchvonderInterven-
tionsforschung Betroffene über Prozess-Knowhowverfügen. InAbbildung7 istdashierArgu-
mentierte skizziert. Das Planen (P), das Durchführen des Geplanten (D) und die Reflexion der 
Erfahrungen (R) werdenalsselbstähnlicheEinheitenvonInterventionsforschungbzw.Interventi-
onsforschungsprojekten gesehen. Beim Planen werden Faktoren wie der Kontext der Forschung, 
MerkmalederinvolviertenPersönlichkeiten,Interessenslagenetc.berücksichtigt.DieDurchfüh-
rungdesGeplantenergibtdieMöglichkeiteinesSoll-Ist-Vergleichs,wobeimitSoll das geplante 
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und mit Ist das tatsächliche Geschehen gemeint ist. Hier ist zu beachten, dass sich dies auf den 
Prozess und auf die Perspektive der InterventionsforscherInnen bezieht, nicht auf inhaltliche
Ergebnisse, denn diese sind offen und haben damit kein Soll. 

InAbbildung8istderbisherigeProzessderInterventionsforschungGruppenreflexion skizziert. 
DasdabeigenerierteWissenlässtsichinfolgendeKategorieneinteilen:

(1) SelbstbewusstwerdungderTeilnehmerInneninklusiveinhaltlichrelevanterErkenntnisse
(siehe z.B. Pircher/Schuster 2013)

(2) Wirkung der Moderation (siehe z.B. Pircher/Schuster 2013)
(3) Wirkung des Settings9 (siehe z.B. Schuster 2013)

DerBeitragvonPreßlimvorliegendenPaperfokussiertauf(3) Wirkung des Settings und dabei 
auftretendegruppendynamischePhänomene.Eine tiefgreifendeUntersuchungvon (1) Selbst-
bewusstwerdung der TeilnehmerInnen inklusive inhaltlich relevanter Erkenntnisse und von 
(2) Wirkung der Moderation ist in Planung.

Abbildung 8: AbsolvierteEinheitenderInterventionsforschungGruppenreflexion2010–2017

WasdieWirkungderGruppenreflexionselbstbzw.desgesamtenPMSymposiumsbetrifft,so
gibtesausgruppendynamischerPerspektiveeinigeGrundannahmen(vgl.Schuster2010a:16-
19). Diese Grundannahmen ergeben sich aus den im Laufe der Zeit gewonnenen Erkenntnissen 
undwerdenimProzessderInterventionsforschungzuHintergrundtheorienverarbeitet.Krainer
etal.formulierendazuallgemein,dass„[i]nderInterventionsforschung[…]Theorienentwickelt
[werden],dieThemenoderHintergrunddimensionen,dieimPraxisfeldimplizitvorhandensind,
in aller Regel aber nicht explizit thematisiert werden, veranschaulichen sollen“ (Krainer et al. 

9 UnterSetting wird hier sowohl die räumliche und zeitliche Strukturierung als auch die Anzahl der beteiligten Per-
sonen und das Thema bzw. Ziel einer Veranstaltung verstanden. Das SettingisteinewesentlicheInterventionim
SinnederInterventionswissenschaftundstehtdementsprechendimFokusderInterventionsforschung.
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2012:223).UmimkonkretenFallderPMSymposieneinenmöglichstkompaktenÜberblickzu
schaffen,werdendieAspekteChaos,Ordnung,KomplexitätundStrategemebetrachtet,diemit-
tels der SettingsPlenum(Großgruppenreflexion),Kleingruppenreflexion,Vortrag,Podiumsdis-
kussion und Pausen in unterschiedlicher Weise zur Wirkung kommen. Ein wesentlicher Punkt für 
die Wirkung des gesamten Symposiums sind die Relationen der einzelnen Settings zueinander. 
InsgesamthandeltessichdabeiumdieausderErfahrungundErforschungvonmittlerweile9
GruppenreflexionenimGesamtkontextderPMSymposiengewonneneHintergrundtheorie.

Der Aspekt Chaos wird hier organisatorisch nicht im Detail fassbar bzw. nicht im Detail lenkbar 
definiert.Trotzder fehlendenLenkbarkeitkanndavonausgegangenwerden,dassessichbei
dem im Kontext des PM Symposiums betrachteten Chaos um ein deterministisches handelt. De-
terministisch ist dieses Chaos deshalb, weil die jeweilige Kultur ordnend wirkt und individuelles 
Verhalten dadurch zwar nicht im Detail fassbar, jedoch auch nicht völlig offen ist. Konkret handelt 
essichbeidenTeilnehmerInnenumeineselektierteCommunitymitzumindestgrobeingegrenz-
temInteressensgebiet,nämlichProjektmanagement.

UnterdemAspekt Ordnung wird der Grad an Eindeutigkeit der räumlichen und zeitlichen Ge-
gebenheitenverstanden.Dasbedeutet,jegrößerdieOrdnung,destoklareristallenPersonen
im Raum deren Rolle und deren räumliche und hierarchische Position. Das geht so weit, dass für 
spezielleGästeZettelmitderenNamenaufmeistindererstenoderzweitenReihebefindliche
Stühle platziert werden. So hat z.B. das Format VortragdeshalbeinerelativhoheOrdnung,weil
dieräumlicheundzeitlicheSituationdesbzw.derVortragendenundderZuhörerInnenschaftklar
geregeltist,außerdemsinddieSesselinsogenannterKinoanordnung.DieimpliziteBotschaftist,
dass das Wissen durch die vortragende Persönlichkeit auf der Bühne und das Nichtwissen durch 
das Auditorium vor dieser Bühne verkörpert ist.

Der Aspekt Komplexität istdadurchgekennzeichnet,dassbeigleicherodergeringererOrd-
nung ein höherer Grad an Variationen der räumlichen und zeitlichen Gegebenheiten möglich 
ist. So ist z.B. bei einer Podiumsdiskussion mit mehreren Gästen am Podium die Verteilung der 
Redezeit nicht mehr so eindeutig wie bei einem Vortrag einer einzelnen Person. Deshalb werden 
beiPodiumsdiskussionenauchModeratorInneneingesetzt,dieunteranderemaufdiegleiche
Verteilung der Redezeiten der Podiumsgäste zu achten haben. Dieses Beispiel zeigt, dass sich 
beiVerringerungvonOrdnungimhierverstandenenSinnedieNotwendigkeiteinerordnenden
FunktionwährenddessozialenProzessesergibt.DerVorteilvonKomplexitätgegenüberOrd-
nung ist die höhere Verarbeitungs- bzw. Anpassungsfähigkeit, der Nachteil der höhere Bedarf 
ordnender Funktionen.

UnterdemAspekt der Strategeme(vgl.Senger2003:441-442)wirdeinorganisatorischnicht
fassbaresbzw.lenkbaresVerhaltendefiniert,das–imGegensatzzumChaos–aufdieOrga-
nisation (z.B. des PM Symposiums) abzielt. Damit ist gemeint, dass Personen zielgerichtete 
Handlungensetzen,umetwas in ihrem Interessezuerreichen,dasaußerhalbdesRahmens
der offiziellenSettings liegt.Wobei hier demVerständnis gefolgtwird, dass „Strategeme […]
bloßeWerkzeuge[sind].BeiWerkzeugenwirdnichtzwischen<moralischguten>und<moralisch
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schlechten>,sonderneinzigundalleinzwischen<brauchbaren>und<unbrauchbaren>unter-
schieden. Mit Strategemen verhält es sich wie mit einem Küchenmesser, mit dem man  Gemüse 
zurechtschneidet. Wir beurteilen das Messer einzig unter dem Gesichtspunkt, ob es scharf ge-
schliffen und daher gut zu gebrauchen sei. Niemand wird sagen, es sei ein moralisch gutes Mes-
ser, wenn man es zum Gemüseschneiden braucht, aber ein moralisch böses Messer, wenn man 
damiteineUntatbegeht“(YuXuebinzitiertinSenger2004:26).

Werden die Settings nun unter Einbeziehung der angeführten Aspekte betrachtet, so ergeben 
sich folgende Relationen unterschiedlicher Settings zueinander bzw. zum PM Symposium ins-
gesamt (Abbildung 9).

Abbildung 9: Relationen unterschiedlicher Settings zueinander bzw. zum PM Symposium

Pausen und deren Relation zum PM Symposium

InBezugzudenPausenisteinegruppendynamischeVorannahme,dassdieseinsbesondereauf
Grund der Möglichkeit der Psychohygiene relevant sind. Der Pausenbereich überspannt ein Feld 
geringerOrdnungundgeringerKomplexitätund istorganisatorisch inhaltlichnicht fassbar,da
TeilnehmerInnenvölligfreientscheidenwofürdiePausengenütztwerden.Diesistgruppendyna-
mischdeshalbinteressant,weildavonausgegangenwird,dassTeilnehmerInnendieseFreiheit
z.B. dazu nützen, sich bei Bedarf an andere zu wenden, um eventuell angestauten psychischen
Stress loszuwerden. Mit Pausen ist damit die Bedingung für die Möglichkeit von Psychohygiene
oder allgemeiner Erholung gegeben.

Vorträge und deren Relation zum PM Symposium

WasdasSettingVortragbetrifft,soistdiesesvonhoherOrdnungundbeinhaltetgeringeFrei-
heiten sowohl der jeweiligenVortragenden als auch der TeilnehmerInnen, damit ist auch die
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Komplexität eher gering. Der Vortrag dient dazu, gewünschtes normatives Wissen an die Teil-
nehmerInnenweiterzugeben.GewünschtistindemSinnegemeint,dassjederVortrageinein-
haltlicheAuswahlhauptsächlichausSichtderVeranstalterInnenund–zumindestinnerhalbdes
vondenVeranstalterInnengewährtenRahmens–auchausSichtderVortragendendarstellt.
DieTeilnehmerInnenhabenlediglichdieWahl,denVortraganzuhörenodernicht.WasdenAs-
pekt der Strategeme in Bezug zum Vortrag betrifft, so können Vortragende diesen dazu nützen, 
eigene z.B.wirtschaftliche Interessen dadurch zu stützen, dass sie ungünstigePerspektiven
vernachlässigenunddenFokusdesVortragsentsprechendausrichten.WasdieTeilnehmerIn-
nen betrifft, so können diese am Vortrag teilnehmen, jedoch dabei z.B. E-Mail-Schriftverkehr am 
Smartphoneerledigen.DadurchhabenTeilnehmerInnenvordergründigInteressebekundetund
denVortragangehörtbzw.angesehen,eigentlichjedocheigeneInteressenverfolgt.Fürsolche
InszenierungeneignensichVorträgesehrgut.EineInszenierungdieserArtistdurchausplausi-
bel,dafürdieTeilnahmeamPMSymposiumeinZertifikatvergebenwird,dasbescheinigt,dass
TeilnehmerInnenihrFachwissenerweitertoderzumindestaufrechterhaltenhaben.Dadurcher-
hältdasZertifikatansicheinenEigenwertundistfürTeilnehmerInneninteressant,egal,obder
betreffende Vortrag interessant ist bzw. rezipiert wird oder nicht.

Podiumsdiskussionen und deren Relation zum PM Symposium

Das Setting Podiumsdiskussion hat im Vergleich zu jenem des Vortrags bereits höhere Kom-
plexitätbeinahezugleicherOrdnung.DieTatsache,dassmehrerePodiumsgästediskutieren,
be inhaltet mehr Freiheiten in Bezug auf die behandelten Themen und auch in Bezug auf die 
 jeweilige Perspektive dazu. Der Vorteil für das Publikum liegt in der Erweiterung der Perspekti-
ven und in der dadurch im Vergleich zum Vortrag komplexeren Erfassung eines Sachgebietes. 
UmdiePodiumsgästezukoordinieren, ist fürdiesesSettingeineModerationnotwendig.Das
bedeutet, dass bei diesem Setting der Prozess stärker in den Vordergrund rückt als bei jenem 
desVortragsunddassInhalts-undProzessverantwortunggetrenntwerden.AufSeitenderPo-
diumsgästeergibtsicheingrößererSpielraum fürStrategeme,dieaufdasPublikum,den/die
VeranstalterInoderaufanderePodiumsgästeabzielenkönnen.DiemöglichenStrategemeauf
SeitenderTeilnehmerInnensindidentmitjenenbeimVortrag.

Kleingruppenreflexionen und deren Relation zum PM Symposium

DieKleingruppenreflexion10 hat gegenüber den Settings Vortrag und Podiumsdiskussion gerin-
gereOrdnungundhöhereKomplexität.DavierbisfünfPersonenimSesselkreisoderumeinen
TischverteiltsitzenundsichallenachBeliebenindieDiskussioneinbringen,istderDatenfluss
frei und der Verlauf des Gesprächs offen, weil sich Änderungen in den individuellen Gedanken-
gängen ergeben können. Im bestenFall handelt es sich bei Kleingruppenreflexionen umein
gemeinsamesNachdenkenallerBeteiligten.DieOrdnungistdurchdievomModeratorbestimm-
ten Bedingungen, nämlich Aufgabenstellung, räumliche Anordnung, Zeitrahmen, Zusammen-
setzungderGruppeundGruppengrößegegeben.DadieAufgabenstellung inhaltlichmitdem

10 Mit Kleingruppen sind hier jene vier bis sieben Personen umfassende Gruppen gemeint, die selbständig eine vom 
Moderator des Plenums vergebene Aufgabenstellung bearbeiten.
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RahmenthemadesPMSymposiumsverknüpftist,dieTeilnehmerInnenbereitsverschiedenein-
haltliche Vorträge besucht haben und selbst im Bereich PM tätig sind, kann davon ausgegangen 
werden, dass genügend Know-how in den Kleingruppen vorhanden ist. Der Raum für individuelle 
StrategemeistimVergleichzuVortragundPodiumsdiskussionkleiner,daüberdenInhaltund
dieintensivepersönlicheInvolvierungeinesehrstarkeFokussierungvorhandenist.Mankannes
auch so interpretieren, dass sich jede(r) höchstwahrscheinlich intensiv einbringt und damit auch 
Strategeme anwendet, die jedoch auf Grund des Kontextes mit der Aufgabenstellung verbunden 
und damit derSache, nämlich dasPMbezogeneWissen der TeilnehmerInnen zu erweitern,
dienlich sind.

Plena und deren Relation zum PM Symposium

DasPlenum(dieGroßgruppenreflexion)11istvongrößererKomplexitätalsdieKleingruppenrefle-
xionbeiinetwagleicherOrdnung.AufgrundderzeitlichbedingtenNotwendigkeitderReduktion
vonSprechzeitenwählendiemeistenKleingruppenPräsentatorInnen,die ihreErgebnisse im
Plenum darlegen12. Meistens geben die restlichen Personen der Kleingruppe bei Bedarf noch 
zusätzlicheKommentareabbzw.wurdendiese vomModerator darauf angesprochen. Insge-
samt kann von einer Verdichtung der in den jeweiligen Kleingruppen gewonnenen Erkenntnisse 
gesprochenwerden(Abbildung6).DabeibleibendieDetailsderindenKleingruppenverarbei-
teten Inhalte auf der Strecke. Durch die zeitliche AnordnungPlenum-Kleingruppen-Plenum13 
wird für die Beteiligten deutlich, dass ab einer gewissen Anzahl von Personen für ein direktes 
sprachlichesVerarbeitenvonThemenVerdichtungsstufensinnvoll sind.Außerdemzeigt sich,
dass imPlenum der Einsatz von SprecherInnen eine organisatorischeErleichterung bringen
kann, gleichzeitig wird dadurch jedoch auch eine Differenz etabliert, die in der Kleingruppe vor 
dem Auftritt im Plenum noch nicht vorhanden war. Diese Tatsache bringt es mit sich, dass das 
Plenum eine erhöhte Wahrscheinlichkeit für Strategeme beinhaltet (siehe dazu den Beitrag von 
Preßlunten).DieDifferenzbestehtdarin,dasssichzusätzlichzurSachdimensionderKleingrup-
pe die Dimension der Positionierung der Sache der Kleingruppe gegenüber anderen Kleingrup-
penundgegenüberdenModeratorInnenergibt.AußerdemergibtsichfürjenesGruppenmitglied,
das im Plenum die Ergebnisse der Kleingruppe präsentiert, die Möglichkeit, sich individuell zu 
positionieren.InteressantistdiesbezüglichdasvonPreßluntendargelegte,unterschiedlicheVer-
haltenderKleingruppenleiterInnenA1 und B1. Da im Vergleich zu den Settings Vortrag und Po-
diumsdiskussionauchdasPlenum(Großgruppenreflexion)wesentlichinteraktiveristunddamit
die behandelten Themen stärker mit allen beteiligten Personen verknüpft sind, ist zu vermuten, 
dass eingesetzte Strategeme eher der Sache der Wissensvermehrung dienen und weniger dazu, 
grundlegende Zielsetzungen des PM Symposiums zu unterlaufen. Ein wichtiger Aspekt dabei ist 
auch,dass–zumindestinnerhalbderjeweilsbetroffenenKleingruppe–StrategemevonGrup-
penmitgliedernleichterzuidentifizierensind.

11 Für ausführlichere gruppendynamische Hintergründe zu Moderation, zeitlicher und räumlicher Gestaltung der Grup-
penreflexionsiehedenExkursaufSeite8.

12BeidenbisherigenGruppenreflexionenwurdediesbezüglichkeineVorgabedurchdenModeratorgegeben.
13DieNotwendigkeitfürdieseAnordnungergabsicherstmalsbeimPMSymposium2016(sieheoben).
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ImFolgendenwirdvonPreßldaskonkreteGescheheninzweiKleingruppen,nämlichAundB,
unddasVerhaltenderRepräsentantInnen(PräsentatorInnen)dieserKleingruppenimPlenum,
nämlich A1 und B1 dargelegt und analysiert.

5. Darlegung und Interpretation der Beobachtung von Preßl (K. P.)

ImkonkretenFall–dieGruppenreflexionam7.Juni2017imRahmendes8.PMSymposiumsder
FHdesBFIWien„SteuerungvonProjektenmittelssozialerKompetenzoderdigitalerAnalyse“
–wurdendieGeschehnisseindenKleingruppenAundBdurchdenBeobachterPreßlunddie
Beobachterin Pircher erfasst und schriftlich festgehalten. Auf Basis der erstellten Notizen wur-
denzeitnahBeobachtungsprotokolleangefertigtundwährendeineram12.Juli2017durchge-
führtenResonanzgruppe(vgl.Schuster2016a:183)–zusammengesetztausPircher,Preßlund
Schuster–analysiert.

ImFokusderhierdargelegtenVerarbeitungderAnalysederResonanzgruppedurchK.P.stand
der Aspekt von informellenDominanz- undUnterwerfungsphänomenen in den beobachteten
Kleingruppen A und B und die Darlegung möglicher theoretischer Konzepte zum Verständnis der 
beobachteten Phänomene. Grimm und Krainz verweisen dahingehend, dass das „Ganze einer 
Gruppe[…]nichtausderSummeder Individuen indieserGruppe[besteht],sondernausder
RelationdieserBeziehungenzueinander.Undweil,Beziehungen‘etwasschwergreifbarklingt,
hältmansichandieleichterbeobachtbarenKommunikationenbeziehungsweiseInteraktionen,
welchedieIndividuenmiteinanderverknüpfen“(Grimm&Krainz2011:9).

Nach einer kurzen Vorstellungsrunde im Plenum wurden vom Moderator das Setting der Grup-
penreflexionundderAuftragandienochzubildendenKleingruppenerklärt.Danachwurdendie
einzelnen Kleingruppen per Zufall gebildet und auf die vorbereiteten Arbeitsplätze verteilt. 

Lackner bezeichnet den Auftrag als das „erste gemeinsame, die Gruppe verbindende Element“ 
(Lackner2008:85).DieAnzahlvonausgewählten–eventuellsichfremden–Personen,welche
miteinander an einem Auftrag arbeiten sollen, kann noch nicht als Gruppe bezeichnet werden, 
„sondern[als]nPersonenmiteinemAuftrag“(ebd.2008:85). InweitererFolgeführtLackner
(2008:86)dasBildenvonBeziehungenoderRelationenalsweitereBedingungfürdieGruppen-
bildunganundbeschreibtdieGruppenaktivitätals„Wechselspielzwischenagierenundreflek-
tieren […]aufzweiEbenen: […]Handlungsebeneund[…]Steuerungsebene“(ebd.2008:88).
Hierbeiisteswichtig,nichtnuraufderHandlungsebene–aufjenerEbene,beidersichdieGrup-
pemitderAufgabenstellungbefasst–zuverharren,sonderndenProzessselbstzuanalysieren
unddasheißtwiederum,dassdieGruppenmitglieder„beobachten,benennenundbeschreiben,
besprechen und Sichtweisen vergemeinschaften, interpretieren und diagnostizieren, Schlussfol-
gerungen ableiten und die jeweiligen Konsequenzen auf der Handlungsebene anwenden“ (ebd. 
2008:88).
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Bei den zwei beobachteten Kleingruppen A und B zeigten sich trotz gleicher Ausgangslage un-
terschiedliche gruppendynamische Verläufe. Nachdem die Kleingruppen A und B sich jeweils um 
zwei vorbereitete Tische formiert hatten, konnte bei beiden Gruppen ein Annähern und Kennen-
lernenderGruppenmitgliederdurchdasAustauschenindividueller(beruflicher)Erfahrungenund
der Darstellung von eigenen persönlichen Zugängen zur Thematik beobachtet werden. Grimm 
undKrainz(2011:21)sprechenhierbeivon„Warming-“und„Forming-Phase“mitdemZieldes
Festlegens einer gemeinsamen Systemidentität, erster Strukturen, Rollen und auch Einschrän-
kungen für die Gruppe. 

InderKleingruppeAmitinsgesamt6Personen(3Frauen,3Männer)übernahmeinGruppenmit-
glied, nämlich A1, schnell die Leitung über die Gruppe, indem es ausführlich und selbstbewusst 
seinepersönlichenErfahrungenzurThematikdarlegte.AnschließendnahmeinezweitePerson
(A2) zu den Aussagen ihres Vorredners Stellung und es kam zu einem Dialog zwischen diesen 
beiden Personen; die restlichen vier Gruppenmitglieder wurden in das Gespräch nicht eingebun-
den. Die beiden Gruppenmitglieder (A1 und A2)äußertenihreMeinungenzumGegensatz„sozi-
ale Kompetenz versus digitale Analyse“ und die anderen vier Gruppenmitglieder waren lediglich 
ZuhörerInnen.ErstnachdemPersonA3 die anderen Gruppenmitglieder aufforderte, das vorge-
gebene Thema doch vielschichtiger und fachlich fundiert zu diskutieren, stoppte zum einen der 
Erfahrungsaustausch zwischen den Personen A1 und A2 und zum anderen beteiligten sich die 
anderen Gruppenmitglieder an der Diskussion. Die Diskussion selbst wurde vielfältiger, sachlich 
und theoretisch tiefergehend. 

Person A3–gewissermaßendieRebellin[K.P.]–brachtedieVeränderunginnerhalbderGruppe:
Einerseits widersprach sie ihren Vorrednern (A1 und A2), andererseits motivierte sie die anderen 
KollegInnen,aktivzuwerden.DarüberhinaussprachsichPersonA3 für eine Verbindung von 
TheorieundPraxisaus–mansolledochtheoretischeErläuterungenzurUntermauerungprak-
tischerErfahrungendarlegen.InihrenÄußerungenwurdesievonzweiGruppenmitgliedern(A4

und A5)unterstützt,diesichbisdahinnichtanderDiskussionbeteiligthatten.DieserUmstand
führte dazu, dass drei Gruppenmitglieder nun geschlossen gegen die Argumente des anfäng-
lichen Gesprächsführers A1 (z.B. generelle Ablehnung von digitalen Analysen im Rahmen der 
Projektabwicklung)vorgingen.UnddasArgument–Technologien können die praktische Arbeit 
im Rahmen der Projektabwicklung unterstützen und eine angemessene automatisierte Unter-
stützung zeigt sich für das Projektmanagement förderlich und trägt zur methodischen Sicherheit 
bei–wurdedannvonzweiDrittelnderGruppenmitgliedergetragenundfandbeimspäterenVor-
trag im Plenum ebenfalls Bestätigung. Die Beziehung zwischen A3, A4, und A5 hielt jedoch nur 
bis zur Frage, wer im Plenum die Gruppenergebnisse präsentieren möchte. Ein derartiges „Auf-
lösen“decktsichmitderAussagevonGrimmundKrainz(2011:19),diedaraufhinweisen,dass
besondersInteraktionenzwischenIndividuen–sogenanntePersonen-Personen-Beziehungen
–sichdannauflösen,wennkeinNutzenandenBeziehungenmehrgesehenwird.

Die Präsentation im Plenum übernahm A1; A1bekamdurchseinenVorstoßbzw.durchdiePas-
sivität der anderen Gruppenmitglieder die Gelegenheit, Gruppe A im Plenum zu repräsentieren. 
Auffallendwar,dasseinGroßteilseinerPräsentationdarausbestand,seineeigenenAnsichten
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(z.B. Soziale Kompetenz kann von der Digitalisierung nicht abgelöst werden. Entscheidungen 
sollen sich auf praktische Erfahrungen stützen und nicht auf generierte Algorithmen.) aus der 
vorigen Gruppendiskussion zu wiederholen, ohne die zusätzlichen Aussagen seiner Gruppen-
mitglieder zu erwähnen. 

Mit dem Zusatz „Wir haben uns darüber verständigt.“ bzw. „Das waren unsere Gedanken.“ wurde 
von A1 gegenüber dem Plenum der Eindruck von gemeinsam erarbeiteten Gruppenergebnissen 
erweckt, was jedoch nur teilweise den Tatsachen entsprach. Die im Plenum von A1 vorgestellten 
ErkenntnissespiegeltenGroßteilsnicht die Ergebnisse der Gruppendiskussion der Gruppe A 
wider. Aus Perspektive des Beobachters K. P. agierte A1 im Plenum als eine den Rest der „n 
Personen“(Lackner2008:85,sieheauchdasZitatoben)inGruppeAunterwerfendeAutorität.
InsbesonderewarfürdenBeobachterinteressant,dasskeinesderanderenMitgliederderGrup-
pe A die Aussagen von A1 im Plenum korrigierte oder ergänzte.

Auch inderKleingruppeB(6Personen;4Frauenund2Männer)übernahmeinGruppenmit-
glied (B1) die Leitung, doch im Gegensatz zur Kleingruppe A wurde diese Rollenübernahme 
von den anderen fünf Gruppenmitgliedern anfangs unterstützt; die Wortmeldung von B1, welche 
gleichzeitigeineZeitplanungbeinhaltete,symbolisiertedenAnfang.„SowiederErste[bzw.die
Erste]beginnt,wirddie‚Runde‘fortgeführt“(Lackner2008:85)–nacheinanderberichtetejedes
Gruppenmitglied einzelne Erfahrungen zur Thematik. Die anfangs sehr strukturierte Herange-
hensweiseandieAufgabenstellungunddieArtderKommunikationderKleingruppeB–jede/r
äußerteseine/ihreMeinungzumThema–ändertensich,alsersteUntergruppenindenVorder-
grund rückten und ein Nebeneinander-Arbeiten bzw. -Sprechen erkennbar wurde. Ein kollektiver 
Austausch von Erfahrungen war mit Ausnahme der ersten Gesprächssequenz nicht erkennbar, 
es zeigten sich vielmehr einzelne Dialoge, bei denen zwei oder drei Personen abwechselnd ihre 
ErfahrungenäußertenundB5 und B6warenwährenddergesamtenGruppenarbeitgrößtenteils
inaktiv. Neben den Gesprächen wurde das geforderte Flip-Chart, welches die Hauptaussage 
derGruppedarlegte,nämlich „sozialeKompetenzen (HinweisaufdiePluralform)UNDdigita-
le Analyse“, von B1 und B2 (beharrlich) angefertigt. Beide Faktoren wurden mittels Pro-Contra-
TechnikanalysiertundgemäßAufzählungenwiez.B.Bauchgefühl, Teamgeist, Dokumentation 
lag der Fokus auf praktischen Erfahrungen mit sozialen Kompetenzen und digitaler Analyse und 
einem Sowohl-als-Auch. Kleingruppe B (unter der Leitung von Gruppenmitglied B1) arbeitete 
stark produktorientiert mit dem Flip-Chart als Produkt, dementsprechend zeigte sich eine ziel-
gerichtete,zweckmäßigeDiskussion(vorallemzwischenB1 und B2). Nachdem B1 und B2 fast 
schon eigenständig das Flip-Chart angefertigt hatten, ersuchten beide Personen die restlichen 
GruppenmitgliederumeinFeedbackundsowurdedurcheinekollektiveGruppenreflexionaus
einer Einzelarbeit von B1 und B2 eine Gruppenleistung. 

InAnalogiezuGruppeAübernahmauch inGruppeBdasaktivsteGruppenmitglied,nämlich
B1, die Präsentation der Gruppenergebnisse im Plenum. Richtet man den Blick auf die jeweils 
 leitenden Gruppenmitglieder (A1 und B1), so stellen sich Fragen nach einer grundsätzlichen 
VerbindungzwischenFührung,Machtbzw.Dominanz,UnterwerfungundderenAuslegung(z.B.
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Sind LeiterInnen unweigerlich dominant und kann man „dominant“ mit dem Adjektiv „zielbewusst“ 
umschreiben?). 

ObwohlA1 und B1 in den Kleingruppen unterschiedlich auftraten, weisen beide ein starkes Macht-
bedürfnis auf, wobei A1 in seinem Verhalten klar autoritär war und schlussendlich im Plenum 
hauptsächlich eigene Ansichten darlegte, diese jedoch als Gruppenergebnis verschleierte. Das 
Eingreifen von A3 hat zwar innerhalb der Gruppe einen Diskussionsprozess ermöglicht, der je-
doch im Plenum von A1völlignegiertwurde.ImGegensatzdazubewirktedieLeitungdurchB1 

eine starke Fokussierung von Gruppe B auf die Aufgabe. Die eher zurückhaltende, die Zustim-
mung der Gruppe einholende Autorität von B1 spricht für einen höheren Reifegrad der Gruppe B, 
wobei das starke Zuständigkeitsbedürfnis von B1 für das Erreichen des Ziels des Arbeitsauftrags 
nachFranken(2007:95)ebenfallsfüreinstarkesMachtbedürfnisspricht.

Gruppendynamiken der Kleingruppen A und B während der Diskussionen bestärken die These 
Königs,dass„MachtundalledamitzusammenhängendenPhänomene[…]eineEigentümlichkeit
von Beziehungen und nicht eine Eigenschaft bzw. ein Besitz von Personen oder eine Eigen-
schaftvonakteurslosenSystemenoderStrukturen“(König,2007,S.19)sind.Dementsprechend
weisen insbesondere die Beziehungen zwischen A1, A2 und A3Dominanz-undUnterwerfungs-
phänomene auf, wobei auch die Zurückhaltung von A4, A5 und A6alsUnterwerfunggedeutet
werden kann. 

InsgesamtwardasVerarbeitenderFremdheitderPersonenaufderSteuerungsebenebeigleich-
zeitigemAbarbeitendesArbeitsauftragsaufderHandlungsebene(Lackner,2008:88)fürbeide
Gruppen eine Herausforderung. Ansatzweise kann von teilweise durchlaufenen Warming- bzw. 
Forming-Phasen gesprochen werden, durchzogen von Dominanz- bzw. Unterwerfungsverhalten 
der beteiligten Personen. Dabei wurde Gruppe A im Gegensatz zu Gruppe B stärker autoritär 
(A1) geführt bzw. hat Gruppe A sich der von A1agiertenAutorität–trotzeineswahrnehmbaren
AugenblicksdesWiderstands–stärkerunterworfen.GruppeBscheintunterderModerationvon
B1 einem kollektiv unbewussten Aufgabenprimat gefolgt zu sein, das dazu führte, dass sich inner-
halb der Gruppe je nach Einstellung und Aufgabenbewusstsein der einzelnen Gruppenmitglieder 
Untergruppen formierten, die aber anschließend unter der Leitung vonB1 die festgehaltenen 
EinzelaussagenalsGruppereflektiertenundergänzten.

Weder in Kleingruppe A noch in B konnte in der gegebenen Zeit ein Konsens zwischen den 
Gruppenmitgliedern erzielt werden. Dies deckt sich mit der Argumentation von Heintel und 
Krainz (2011: 116), dassGruppenentscheidungen und insbesondereKonsensentscheidungen
viel Energie und Zeit benötigen. Die im konkreten Fall gegebenen ca. 30 Minuten für sechs ein-
ander fremde Personen waren für das Erarbeiten eines Konsenses nicht ausreichend.
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6.  Die Methode der psychodynamischen Organisationsbeobachtung und ihre Relevanz
in der Lehrpraxis für ProjektmanagerInnen (Pircher)

BasierendaufdenErfahrungendesEinsatzesderpsychodynamischenOrganisationsbeobach-
tungbeidenPMSymposienanderFHdesBFIWien14 begann die Autorin, die Methode auf 
die Lehrpraxis zu übertragen.15NachKrainerundLerchster (2012:10) sollen „Praxissysteme
durch InterventionsforschungUnterstützung auf ihremWeg zu kollektiverSelbstreflexion und
Aufklärungerhalten.“DurchdenEinsatzderInterventionsforschungsollenProzessederSelbst-
reflexionangeregtwerden,wasumsobessergelingenkann,jedifferenziertereinSystemüber
sichselbstBescheidweiß.Die InterventionsforschungbietetandieserStelleeinedurchFor-
schungsarbeiterhobeneInnen-undAußensicht(vgl.Krainer/Lerchster2012:13).EineMethode,
umdieseInnen-bzw.AußensichtaufeinSystemzubekommen,istdiepsychodynamischeOr-
ganisationsbeobachtung. 

BevordieAutorinimFolgendenaufdieImplementierungderpsychodynamischenOrganisations-
beobachtung in die Lehrpraxis eingeht, möchte sie ein Beispiel geben, warum das Kennen-
lernenderMethodefürdieBerufspraxisderStudentInnendesBachelorstudienganges„Projekt-
managementundIT“vonhoherBedeutungist.

SchauenwirunskonkretdieAnforderungenan,diedie IPMA (InternationalProjectManage-
mentAssociation)anzertifizierteProjektmanagerInnenstellt.AlsTeilderZertifizierungsprüfung
müssendieProjektmanagerInnenKnow-how inKompetenzenaufGrundlageder IPMAKom-
petenzrichtlinie(ICB)inderderzeitaktuellenVersion4.0nachweisen.DieKompetenzensindin
drei Kompetenzbereiche gegliedert: Kontext Kompetenzelemente („Perspective“), persönliche
und soziale Kompetenzelemente („People“) sowie technische Kompetenzelemente („Practice“). 
Wenn wir uns nun im Bereich „Persönliche und soziale Kompetenzelemente“ die einzelnen Kom-
petenzenanschauen,sowirddort–jenachZertifizierungslevelderZertifizierungsprüfung–the-
oretischeswie praktischesWissen in denBereichenSelbstreflexion undSelbstmanagement,
KonflikteundKrisen,FührungoderTeamarbeitusw.mitunterschiedlichenMethodenüberprüft
(vgl.ICB4.02015:15ff.).

Gerade das Lehren und Erlernen von Social Skills für die Berufspraxis sieht die Autorin als eine 
Herausforderung, sowohl aus der Rolle der Lehrenden heraus, als auch aus Sicht der Rolle der 
Studierenden. Qualitativ hochwertige Literatur, um sich theoretisches Grundwissen in  diesem 
Bereich anzueignen, ist in umfangreicher Zahl vorhanden. Es ist aber weitaus schwieriger, das 
theoretisch erlernte Wissen praktisch anzuwenden. Dazu gibt es unterschiedliche Methoden 
wie den Einsatz von Planspielen, Rollenspielen, Systemlandkarten oder systemischen Struktur-
aufstellungen.Bei den IPMAZertifizierungsprüfungender LevelBundA16 ist ein Bestandteil 
derPrüfungeinRollenspielmitunterschiedlichenPM-Rollen.DieZertifizierungskandidatInnen

14Vgl.Pircher/Schuster(2013:38ff.)undKreindl/Pircher/Schuster(2011:38ff.)
15Vgl.Pircher/Schuster(2013a:105ff.)
16Detaillierte InformationenzudenZertifizierungslevelder IPMAbzw.denIPMAZertifizierungsprüfungenderpma

siehehttps://www.p-m-a.at/pma-zertifizierung.html
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werdendabeivonAssessorInnenbeurteiltundu.a.inHinblickaufihrAgierenimsozialenSystem
undihreSozialkompetenzenbewertet.BeiderImplementierungdieserMethodeundbeimTrai-
ningderAssessorInnenfürdieDurchführungwurdediepmavomOrganisationsentwicklerund
Gruppendynamiker Ewald Krainz beraten. Krainz (2009) setzte sich mit der Frage auseinander, 
wieeineBewertungsmethodegestaltetseinmuss,umbeiZertifizierungsprüfungenauchdieSo-
zialkompetenzenüberprüfbarzumachen.DieursprünglicheFormderZertifizierungsprüfungen,
bestehendauseinemWissenstestundeinem Interview,warhierfüralleinenichtausreichend
undsollteumeinen„actionpart“(ebd.:77)ergänztwerden:IneinemRollenspielnehmendie
ZertifizierungskandidatInnen die Rolle des Projektmanagers/der Projektmanagerin ein, wobei
dieAssessorInnendasVerhalteninderRolleimZusammenhangmitdemgefordertenWissen
undKönnenderSozialkompetenzennachderICBbeobachtenundüberprüfen.DieErgebnisse
werdendannalsFeedbackandieKandidatInnen zurückgespiegelt.DieGrundannahmeda-
bei ist folgende:WennmanErkenntnisseüberdasVerhaltenderZertifizierungskandidatInnen
gewinnen möchte, muss man sie zunächst agieren lassen und ihnen die Möglichkeit geben, 
ihr Verhalten in bestimmtenSituationen zu zeigen – z.B. in derRolle ProjektmanagerIn.Die
AssessorInnenmachenihreBeobachtungendazuundhaltendieseschriftlichfest.ImAnschluss
werdendieErkenntnissemitdenKandidatInnendiskutiertundreflektiert.Abgeleitetdavonwurde
einStandarddesignentwickelt,dasvongeschultenAssessorInnenimmernochbeibestimmten
ZertifizierungsprüfungennachIPMAvonderpmaeingesetztwird(vgl.ebd.:77f.).

UmdieAusführungenaufdenPunktzubringen:AuchdiepsychodynamischeOrganisations-
beobachtung–sowiedieobenbeschriebeneBewertungderSozialkompetenzenanhandvon
Rollenspielen–isteinemöglicheMethode,diedenStudentInnendabeihelfenkann,zuerken-
nen,wasesüberhauptheißt,insozialenSystemenzuagierenundSozialkompetenzenanzuwen-
den,aberauchdiesezubewertenundzureflektieren.ZusätzlichunterstütztdasKennenlernen
derMethodedabei,zuerkennen,wiekomplexOrganisationenunddiedarinenthaltenensozialen
Systeme sind. 

Lohmer(2004:21)sprichtindiesemZusammenhangauchvonder„PsychodynamikvonOrgani-
sationen“, die sich mit der inneren Dynamik von einzelnen Teams bzw. Gruppen beschäftigt, aber 
auchmitSubsystemeninnerhalbeinerOrganisation,derOrganisationinihrerGesamtheitund
demZusammenspielverschiedenerOrganisationen.MitderMethodederpsychodynamischen
Organisationsbeobachtungwirdesmöglich,das„Innenleben“(ebd.:21)einerOrganisation,ihrer
Subsysteme und sozialen Systeme wie Teams und Gruppen zu betrachten. Zum Vorschein kön-
nen unbewältigte Themen, wie z.B. geheime Regeln oder historische Ereignisse, kommen, die 
aufeinerunbewusstenEbeneEinflussaufdasalltäglicheHandelnhaben.Deshalbistesnicht
ausreichend,sichbeieinerOrganisationsanalysealleineaufbewussteProzessewieGeschäfts-
abläufe, Aufgaben und Rollen zu konzentrieren, sondern es ist sinnvoll, auch auf irrationale Pro-
zessezuachten,dieeinenerweitertenBlickaufdasUnbewusstederOrganisationmöglichma-
chen(vgl.ebd.:21).

AuchnachHinshelwoodundSkogstad(2011)wirddieMethodederpsychodynamischenOrga-
nisationsbeobachtungeingesetzt,umzuerforschen,wieeineOrganisationaufderEbenedes
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Unbewusstenfunktioniert.AußerdemgewährtderEinsatzderMethodeEinblickindieUnterneh-
menskulturundzeigtdie„humandimension“(ebd.:18)auf,diez.B.dieÄngsteundBelastungen
derMitarbeiterInnenbeinhaltenkann.DurchdieReflexionderBeobachtungsergebnissemitden
BeobachtetensollderenSichtaufdieeigeneRolleimUnternehmensensibilisiertwerden,aber
auchdieFähigkeitzurSelbstreflexiongestärktwerden(vgl.Schuster2011:23-24).FürdieRolle
desBeobachters/derBeobachterinistwichtig,dasser/sieimIdealfallnichtTeilderbeobachteten
Organisation ist, umderBeobachtung nicht die notwendigeObjektivität zu nehmen.DieBe-
obachtungsollaufmerksam–ebenmitFokusaufdieBeobachtungansich–durchgeführtund
schriftlichfestgehaltenwerden.Notiertwird,wasbeobachtetwird,ohnevorschnelleInterpreta-
tionenderSituationeinfließenzu lassen.AuchpersönlicheErfahrungendesBeobachters/der
BeobachterinkönnenEinflussaufseine/ihreBeobachtunghaben.DeshalberfolgteineAnalyse
derBeobachtung i.d.R.nichtnurdurchden/dieBeobachterIn,sonderndurcheinesog.Reso-
nanzgruppe. Die Ergebnisse aus der Resonanzgruppe kommen wiederum als Feedback zurück 
indiebeobachteteOrganisation(vgl.Hinshelwood/Skogstad2011:17ff.).

Für ein Beispiel der Arbeitsweise einer Resonanzgruppe in der Praxis sei hier auf Schuster 
(2016a)verwiesen,derinseinerFallstudiezurOptimierungdesArbeitsprozesseseinerArbeits-
gruppe die Funktion einer Resonanzgruppe erläutert und konkrete Beispiele gibt, wie Ergebnisse 
ausderResonanzgruppeindiebeobachteteArbeitsgrupperückgekoppeltwerden(vgl.ebd.:181
ff.). 

Um die Methode der psychodynamischen Organisationsbeobachtung in die Lehre zu imple-
mentieren, orientierte sich die Autorin in ihrer Rolle als Lehrveranstaltungsleiterin an Paul-Horn 
(2006),dieeinenErfahrungsbericht(vgl.ebd.:95ff.)füreinSeminarmitdemTitel„Unbewusstes
inOrganisationen–Einführung indiepsychoanalytischeOrganisationsberatung“verfassthat.
Der Basisprozess der Beobachtung (siehe dazu auch Abbildung 10), den Paul-Horn in ihrem 
Erfahrungsbericht beschreibt, ist ähnlich jenem, der oben dargelegt wurde17, und läuft wie folgt 
ab(vgl.Paul-Horn2006:98ff.):

1. ErstkontaktmitdemUnternehmen,ÜberschreitenderSystemgrenzedesUnternehmens,
Erläuterung der Methode der Beobachtung, Klärung des Rollenverständnisses zur Rolle 
des Beobachters/der Beobachterin

2. BeobachtungderOrganisationdurchden/dieBeobachterIn
3. Der/DieBeobachterInerstellteinProtokollderBeobachtung,dasauchkomplettanony-

misiert wird, falls dies erforderlich ist
4. AnalysedeserstelltenProtokollsineinerFeedbackGruppe(auch:Resonanzgruppe)
5. DiebeobachteteOrganisationerhältFeedback,dasaufdenErgebnissenderAnalyseder

Feedback Gruppe (Resonanzgruppe) basiert. 

17Vgl.Lohmer(2004:21)undHinshelwoodundSkogstad(2011:17ff.).
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Abbildung 10: SchematischeDarstellungdesBasisprozessesderOrganisationsbeobachtung

Quelle:vgl.Traar2006,in:Paul-Horn2006:104

LautPaul-Horn(2006)beginntdieOrganisationsbeobachtungbereitsmitdererstenKontaktauf-
nahmemitdemzubeobachtendenUnternehmen,daabdiesemZeitpunkteinwechselseitiger
sozialerProzesszwischendem/derBeobachterInunddemUnternehmeneinsetzt(vgl.ebd.:98).
AusderSichtweiseandererBeobachterInnenherausbeginntdieBeobachtungbeispielsweise
mitderAnreisezumzubeobachtendenUnternehmenundderVorbereitungaufdieBeobachtung
(vgl.Goldmann2006:89).Paul-Horn(2006)schildertihreersteErfahrungalsBeobachterinwie
folgt:„InderRollederBeobachterinfühlteichmichanfangsverunsichertdurchdiegeforderte
PassivitätdesscheinbarenNichtstuns“(ebd.:99).DaherstreichtsieauchexplizitdieWichtig-
keit der Vermittlung und Herausbildung eines klaren Rollenverständnisses des Beobachters/der 
Beobachterinhervor,sowohlfürden/dieBeobachterInselbst,alsauchfürdiezubeobachtende
Organisation.DieTätigkeitderBeobachtungansicherscheintzwareineeherpassiveTätigkeit
zu sein, jedoch folgen, wie auch in Abbildung 10 dargestellt, weitere Prozessschritte, innerhalb 
derermitdenErkenntnissenausderBeobachtungaktivgearbeitetwird(vgl.ebd.:99ff.).

Paul-Horn(2006)weistzusätzlichdaraufhin,dassbereitsersteEindrückebeiderKontaktauf-
nahmemit dem zu beobachtenden Unternehmen aussagekräftige Hinweise über das Unter-
nehmen selbst liefern können. Ein Beispiel hierfür ist die Art, wiemit dem/der BeobachterIn
kommuniziert wird, oder wie einfach bzw. schwierig es ist, ein Gespräch mit jener Person zu 
bekommen, die aufgrund ihrer Rolle innerhalb der Hierarchie in der Lage ist, die Beobachtung 
zu genehmigen.ErfahrungenundEindrücke, diePaul-Horn (2006) bei derKontaktaufnahme
mitdemzubeobachtendenUnternehmenalswenigbedeutendinterpretierthatte,erwiesensich
im Zuge der Analyse des Beobachtungsmaterials in der Resonanzgruppe als wesentliche erste 
Eindrücke.DiesemittelsResonanzgruppeinterpretiertenEindrückewurdenindasUnternehmen
rückgemeldetunddortalszutreffendbestätigt(vgl.ebd.:98ff.).

InderRollederLehrveranstaltungsleiterinentwickeltedieAutorinfüreigeneLehrveranstaltun-
gen nun auf Basis der oben beschriebenen Ausführungen ein Setting, das auch bei Studieren-
dengruppen,indenendieStudentInnenkeineVorkenntnisseimBereichderPsychodynamikvon
Organisationenbzw.derpsychodynamischenOrganisationsbeobachtunghaben,guteinsetzbar
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ist.Zielwares,denStudentInneneineIdeezuvermitteln,wiedieMethodeangewandtwirdbzw.
wiederEinsatzderMethodedieStudentInnenbei ihrer eigenenSelbstreflexionunterstützen
kann.InsbesonderewardasZielaucheineVereinfachung,umnichtdirektineinUnternehmen
zu gehen und den gesamten oben beschriebenen Prozess durchlaufen zu müssen. 

Die Autorin reservierte in einer Lehrveranstaltung zum Thema „Leadership and Motivation“ im 
Sommersemester2015ineinemMasterstudiengangderFHdesBFIWienzweiAbendezuje
vierLehreinheitenfürdasKennenlernenderMethodederpsychodynamischenOrganisationsbe-
obachtung. Am ersten Abend wurde die Methode ca. eineinhalb Lehreinheiten lang theoretisch 
erklärt,undeswurdemitdenStudentInnendarüberdiskutiert,wobeiauchaufdenmöglichen
Nutzen für Führungskräfte eingegangen wurde.

BeiderWahldesSettingsfürdieArbeitmitderMethodederpsychodynamischenOrganisations-
beobachtung orientierte sich die Autorin an den Empfehlungen von Schuster, die er im ersten Teil 
desvorliegendenPaperserläutert.SchusterempfiehltabeinerGrößedesPlenumsvonmehr
als 12 Personen eine Aufteilung in Kleingruppen von vier bis sieben Personen. Später werden 
die Ergebnisse aus den Kleingruppen im Plenum zusammengeführt. Mit diesem Setting wurde 
beispielsweisebeidenPMSymposien2016und2017gearbeitet.

DadieLehrveranstaltungsgruppederAutorinaus26TeilnehmerInnenbestand,bildetendieStu-
dentInnenGruppenzu jefünfbzw.sechsPersonen.DieGruppenbekamendenAuftrag,sich
außerhalbderFHeinenPlatzzusuchen,wovieleMenschenverkehren,beispielsweiseineinem
gut besuchten Lokal, und dort 30 Minuten lang zu beobachten, was passiert, und alles, was 
ihnen bei der Beobachtung in den Sinn kommt, schriftlich festzuhalten. Bis zum nächsten Lehr-
veranstaltungstermin war eine Reinschrift des Beobachtungsprotokolls zu erstellen, um damit in 
der Lehrveranstaltung weiter arbeiten zu können. Wesentlich war, dass alle Personen, die einer 
Gruppe zugehörig waren, dieselbe Situation beobachteten, damit die Beobachtungsprotokolle 
derjeweiligenGruppenspäteraufGemeinsamkeitenundUnterschiedeanalysiertwerdenkonn-
ten.DieAutorinselbstschlosssichebenfallseinerStudentInnengruppean,umdenStudentIn-
nen beim zweiten Lehrveranstaltungstermin, bei dem die Analyse der Protokolle im Fokus stand, 
zeigen zu können, wie Protokolle einer Beobachterin mit Erfahrung im Bereich der psychodyna-
mischenOrganisationsbeobachtungaussehenkönnen.

Zu Beginn des nächsten Lehrveranstaltungstermins wurden zunächst die Erfahrungen der 
StudentInnenmitdenBeobachtungenimPlenumdiskutiert.Wieauchobennachzulesenist(vgl.
Paul-Horn2006:95ff.),warendieStudentInnenunsicherinihrerRollealsBeobachterInnen.In
derDiskussionvorderAnalysederBeobachtungsprotokolleäußertensogarmehrereStudentIn-
nen ihre Angst, bei der Erstellung der Protokolle etwas falsch gemacht zu haben. An dieser Stelle 
seigleichangemerkt,dassalleStudentInnensehrguteundfürdieAnalysebrauchbareProtokol-
leerstellthatten.BeiderAnalysederProtokollewurdegruppenweisevorgegangen.JedeGruppe
verlas zunächst ihre Beobachtungsprotokolle im Plenum, danach wurde gemeinsam analysiert. 
Was in der Analyse sehr deutlich zum Vorschein kam, waren einerseits die  unterschiedlichen 
Sichtweisen der einzelnen StudentInnen auf ein und dieselbe Situation, andererseits gab es
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 innerhalb jeder Gruppe einzelne markante Geschehnisse im Zuge der Beobachtung, die in  jedem 
ProtokollderjeweiligenGruppemitgliederzufindenwaren.

Auch die Autorin in ihrer Rolle als Lehrveranstaltungsleiterin verlas ihr Protokoll gemeinsam mit 
ihrer Beobachtungsgruppe. Bei der Erstellung der Reinschrift des eigenen Protokolls hatte die 
Autorin jedoch bewusst eine markante Beobachtung weggelassen und folglich natürlich auch 
nicht vorgelesen, die in der handschriftlichen Version des Beobachtungsprotokolls aber sehr 
wohl festgehaltenwar. Zusätzlich bekamenalleStudentInnen eineKopie derReinschrift des
Protokolls, um bei der Verlesung mitlesen zu können. Bei der weggelassenen Stelle handelte es 
sich konkret um das Auftreten einer sehr auffälligen weiblichen Person, die bei der Beobachtung 
in einem Lokal den Raum betrat. Diese Szene war auch in allen Beobachtungsprotokollen der 
StudentInnen, die in dieserBeobachtungsgruppewaren, zu finden.Als nundieGemeinsam-
keitenderProtokollederGruppediskutiertwurden,warensichalleStudentInnen–auchjene,
diederGruppenichtangehörten–einig,dassauchdasBetretendesLokalsdurchdieauffällige
weiblichePersondazugehörte.AlsdieAutorindieStudentInnendaraufhinwies,dasssiedieses
Ereignisgarnichtvorgelesenhätte,wolltenihrdieStudentInnennichtglaubenundbestanden
sogardarauf,dassdiesesEreignisimProtokollzufindensei.DaraufhinbatdieAutorindieStu-
dentInnen,dieReinschrift ihresProtokolls,das jaalsKopieanalleverteiltwordenwar,noch
einmaldurchzulesen.DieStudentInnentatendiesundstelltenfest,dassdiebeschriebeneSzene
tatsächlichnichtTeildesProtokollswar.DieAutorinerklärtedaraufhindenStudentInnen,dass
sie diese Szene bewusst weggelassen hatte, in der Hoffnung, dass genau so ein Effekt eintreten 
würde,undzeigtedenStudentInnenauch,dassimhandschriftlichenProtokolldieSzenetatsäch-
lich enthalten war. 

Wenn solche Phänomene innerhalb einer Gruppe in einer Lehrveranstaltung auftreten, hat dies 
enormeLerneffektefürdieGruppebzw.dieeinzelnenGruppenmitglieder.EsisteinUnterschied,
obdieStudentInnenvonsolchenPhänomeneninderTheorielesen,oderobsiedieseselbster-
leben.WenndieStudentInnenPublikationenzudiesenThemenlesen,könnensiesichoftnicht
vorstellen, dass ihnen das tatsächlich auch selbst passieren kann.

Das hier vorgestellte Beispiel zumEinsatz derMethode der psychodynamischenOrganisati-
onsbeobachtung in der Lehrpraxis soll zeigen, dass auch eine relativ komplexe und aufwändi-
geMethodesovereinfachtaufbereitetundeingesetztwerdenkann,dassStudentInnenohne
entsprechendeVorkenntnisseeinenhohenLernnutzenfürdieBerufspraxisausdemUnterricht
mitnehmenkönnen.AußerdemistesdieErfahrungderAutorin,dassderEinsatzderMethode
in Lehrveranstaltungen einen wichtigen Beitrag dazu leistet, Sozialkompetenzen erlebbar und 
damit erlernbar zu machen.

Ergänzend ist noch zubemerken, dassLehregrundsätzlich durch Interventionsforschunger-
weitertwerdenkann.BeispielsweisezeigtPreßlobendurchdieDarlegungund Interpretation
derBeobachtungenderGruppenreflexionbeimPMSymposiumauf,dassauchderProzess,wie
sich Gruppenmitglieder mit einer Aufgabenstellung auseinandersetzen, wichtige Erkenntnisse 
zu Gruppendynamiken liefern kann. Davon abgeleitet kann man auch bei Lehrveranstaltungen 
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teilnehmende Beobachtungen durchführen. Konkret wurde von der Autorin im Sommersemester 
2013eineLehrveranstaltunganderFHdesBFIWienbeobachtet(vgl.Pircher/Schuster2013a:
105ff.).AußerdemwurdeimSommersemester2018eineLehrveranstaltunganderHochschule
für Technik und Wirtschaft Berlin unter anderem mittels teilnehmender Beobachtung beforscht 
(Komarova2018).

7. Zusammenfassende Bemerkungen

DiegeschilderteBandbreitedermöglichenAnwendungvonGruppenreflexionalsReflexions-,
Kommunikations-, Forschungs-, Lehr- und Lernraum soll aufzeigen, wie wesentlich die bewusste 
Steuerung von Kommunikations- bzw. Gruppenprozessen, unabhängig vom jeweiligen Inhalt der 
Kommunikation, ist. Aus dieser Tatsache ergibt sich auch die Praxisrelevanz gruppendynami-
scherInterventionenwiejenerderGruppenreflexion. Wenn es das Ziel sein soll, menschliche 
Zusammenarbeit dahingehend zu optimieren, dass diese möglichst bewusst passiert, ist das 
Wissen darüber, wie menschliche Kommunikationsprozesse verlaufen bzw. was diese beein-
flusst, wesentlich. Aus interventionswissenschaftlicher Perspektive wird davon ausgegangen,
dass dieses Wissen in expliziter Form zwar wichtig ist, jedoch ein weiterer wesentlicher Aspekt 
das implizite Wissen, das Know-how aller Beteiligten ist. Dies gilt insbesondere im Kontext von 
Projektmanagement, wo (a) verstärkt Gruppen zum Einsatz kommen, (b) Kommunikationspart-
nerInnen,imGegensatzzuhierarchischenOrganisationen,häufigerwechselnund(c)Gruppen-
formationenimmerwiederaufgelöstundneukonfiguriertwerden.

Abschließend und stark vereinfachend kann gesagt werden, dass dieGruppenreflexion und 
 deren Anwendung darauf abzielt, das Know-howderTeilnehmerInnenbezüglichMöglichkeiten 
der eigenen Bewusstwerdung bzw. Möglichkeiten des eigenen Beitrags zur Bewusstwerdung 
einer Gruppe zu fördern und weiterzuentwickeln. Damit ist die hier vorgestellte Gruppenreflexion 
nicht nur praxisnah, sondern Praxisanwendung, nämlich Praxis des Projektmanagements.
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