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1
st

 Order 
Concept 

Case #3 - 
“Susan” 

Back-Up For Themes Discovered (Results From Coding) 

Loyalty of 
the work-
group to 
the lost 
member 

NO loyalty 
toward 

Susan from 
work-group 

a) “We were not gonna lose our jobs over her.” 
b) “There was a reason that her previous group didn’t get 

along with her.” 
c) “Oh! I’ve got a better story for you on just what I had to put 

up with!” (competitive stories made their rounds…people 
were bonded in spite of her…) 

Figure 28. (#6) How Did the Loyalty Toward the Missing Member Affect the Work-
Group? – “Susan” 
 

There was no loyalty displayed by the work-group toward Susan. The fact that 

competitive stories (about just how bad Susan could be to work with) circulated and 

made their way around the office proved to be insightful for this researcher. Members 

went out of their way to distance themselves from Susan. 

1
st

 Order 
Concept 

Case #3 - 
“Susan” 

Back-Up For Themes Discovered (Results From Coding) 

Manner of 
the loss 

Work-group 
rejoices in 
Susan’s 

“moving on” 

a) “There was no guilt over the loss.” 
b) “How could you be sad about losing a bottleneck?” 
c) “It was almost like we had a party once she left.” 

Figure 29. (#7) How Did the Manner of the Loss Affect the Work-Group? – “Susan” 

The joy that the work-group members felt had some comic value to the work-

group. There was no middle ground as to the decision of the group. There was no 

polarization. Susan failed to establish any ties to anyone who may have been able to 

assist her when she needed it. 
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1
st

 Order 
Concept 

Case #3 - 
“Susan” 

Back-Up For Themes Discovered (Results From Coding) 

EI of the 
lost 

member 

EI was 
nonexistent 
with Susan 

a) “She had complained to upper management that too many 
people were coming by her cubicle to say ‘hello’.” (people 
were concerned because Susan had shown up for work 
with some tubes in her nose…it was genuine concern from 
everyone…) 

b) “I can’t wait to get out of here…this place is a complete and 
total waste of my time…(from Susan…relayed from a new 
employee who stated that was the initial greeting from 
Susan) 

c) “Why did you point out the great things that Tom has done, 
but you did not single me out?” (from Susan…relayed from 
an employee on Susan’s complaint to him) 

Figure 30. (#8) How Did the Emotional Intelligence (EI) of the Missing Member Affect 
the Work-Group? – “Susan” 
 

Susan lacked Emotional Intelligence. From confronting others on compliments 

that they may have paid to other people to confessing her disdain for her work position as 

an initial greeting to a new employee, Susan seemed to say the wrong things to the wrong 

people at the wrong times. 

One day, Susan had come into the office wearing tubes in her nose from a recent trip to 

the physician. It must have been somewhat of a shocking sight because staff approached 

her with some genuine concern for her well-being. Mild questions from the staff posed to 

Susan ranged from and included: “Is everything okay?” to “Hello, Susan.” This upset 

Susan enough that she complained to upper management about the fact that far too many 

people were “concerned for her health”.   

1
st

 Order 
Concept 

Case #3 - 
“Susan” 

Back-Up For Themes Discovered (Results From Coding) 

Mgmt’s 
handling of 

the 
situation 

Mgmt 
allowed the 
situation to 
go on too  

long 

a) “They (management) really let it get outta hand.” 
b) “I really wish that they would have done something about 

her.” 
c) “It was a union position, so it made it difficult to get rid of 

her.” (from management)   

Figure 31. (#9) How Did Management Manage the Transition from the Sudden and 
Unexpected Nature of the Loss? – “Susan” 
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This researcher concluded that the organization’s management should never have 

permitted Susan to become the bottleneck that she eventually became. There is an onus 

and a responsibility on management to see just what is working and what is not working 

up front. Management should obviously attempt to not allow the organization to become 

so hamstrung right from the beginning: to emphasize instead “organizational 

enlightenment” and “workplace well-being”. 

Interventions to help smooth transitions include communicating individual 

behavior change, talking to employees and asking just what problems they may have with 

the change, and holding regular team meetings even before the change. Management 

allowed Susan to prevent these regular team meetings from even occurring. 

A classic mistake that management makes is failing to communicate during the transition. 

Supervisors are in transition themselves, so they do not rely on trickle-down 

communication, which is precisely what Susan’s management team did. Susan’s 

immediate supervisor was asked to develop the entire transitional plan, when 

contemplating and strategizing workplace communications, knowing also that “the 

grapevine” already has the news. 

1
st

 Order 
Concept 

Case #3 - 
“Susan” 

Back-Up For Themes Discovered (Results From Coding) 

End result 
for Work-

Group 

Work-group 
kicks her out 
of the work-

group 

a) “She was toxic for the entire group.” 
b) “We really just needed to ‘move on’ from her.” 
c) “I had to move her out to a different department.” (from 

management) 

Figure 32. (#10) Learnings and Take-Aways (aka “A-Ha Moments”) – “Susan” 

The story of “Susan” a.k.a. (“The Ballad of Susan”) is an example of a toxic 

member actively attempting to sabotage the work-group. The member actively attempts 

to “co-opt” the work-group. 
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Toxic member has some disdain for the work-group as a whole; furthermore, the 

toxic member attempts to “short circuit” the entire work-group. As a result, the work-

group will work collectively and collaboratively to avoid that toxic personality, and the 

work-group will avoid and work-around that toxic personality. A “shadow” work-group 

will be developed (almost as a life support system…in a way, it’s needed) 

Monthly meetings were cancelled specifically because of Susan (and then the 

work-group promptly resumed immediately after she had left). 

Values of the toxic member are just so different (there’s a real disconnect) for this 

individual person, that the work-group almost “spits her out” like Jonah’s Whale. Susan 

had been required to be hired from an active lay-off listing initially. She may have had 

issues previously within the agency. 

1
st

 Order 
Concepts 

Case #3 - 
“Susan” 

Back-Up For Themes Discovered (Results From Coding) 

Respect / 
admiration from 

work-group 
towards member 

Susan is not 
respected within 
the work-group 

at all 

a) “The respect for Susan was low because she had 
problems that followed her there. She had issues of 
‘perceived disrespect’.” 

b) “No light at the end of the tunnel with Susan.” 
c) “She just drove everyone crazy.” 

Role within the 
work-group that 

the missing 
member played 

(A refusal by the 
member to take 
on a role within 
the work-group) 

a) “Susan was like ‘negative glue’ to this group.” 
b) “She was avoided in the workflow (on additional 

special projects). She was intentionally 
avoided…definitely…” 

c) “It was way more painful for the supervisor to 
supervise her…it was far better to merely do it 
yourself…” 

The size of the 
void that has 
been left / the 
value of the 

member that was 
lost 

Void is minimal; 
only task is to 
divvy up her 

work 

a) “The days that she was absent…everyone was in a 
much better mood…” 

b) “We were all very happy to just figure out what she 
was working on.” 

c) “There was a lot of compassion for her supervisor…’I 
have dealt with that (expletive)’.” 

The resonance of 
the person that 
has been lost 

Susan had zero 
resonance with 
her work-group 

whatsoever 

a) “You wouldn’t even walk on eggshells with her…you 
would try your best to jump clear over those 
eggshells…” 

b) “You were really afraid to even walk by her desk 
during the course of the day.” 

c) “On the day after Susan left, there were rainbows and 
unicorns prancing around my cubicle!!!” 
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Tuckman Stage 
resolution 

Forming never 
takes place 

a) “You could just never get comfortable with Susan.” 
b) “There were no niceties.” (coming from her) 
c) “It was sort of an unwritten opinion…and each opinion 

was consistent…that she was just a (expletive).” 

Loyalty of the 
work-group to the 

lost member 

NO loyalty 
toward Susan 

from work-group 

a) “We were not gonna lose our jobs over her.” 
b) “There was a reason that her previous group didn’t get 

along with her.” 
c) “Oh! I’ve got a better story for you on just what I had to 

put up with!” (competitive stories made their 
rounds…people were bonded in spite of her…) 

Manner of the 
loss 

Work-group 
rejoices in 
Susan’s 

“moving on” 

a) “There was no guilt over the loss.” 
b) “How could you be sad about losing a bottleneck?” 
c) “It was almost like we had a party once she left.” 

EI of the lost 
member 

EI was 
nonexistent with 

Susan 

a) “She had complained to upper management that too 
many people were coming by her cubicle to say 
‘hello’.” (people were concerned because Susan had 
shown up for work with some tubes in her nose…it 
was genuine concern from everyone…) 

b) “I can’t wait to get out of here…this place is a complete 
and total waste of my time…(from Susan…relayed 
from an employee who stated that was the initial 
greeting from Susan) 

c) “Why did you point out the great things that Tom has 
done, but you did not single me out?” (from 
Susan…relayed from a new employee on Susan’s 
complaint to him) 

Mgmt’s handling 
of the situation 

Mgmt allowed 
the situation to 
go on  too long 

a) “They (management) really let it get outta hand.” 
b) “I really wish that they would have done something 

about her.” 
c) “It was a union position, so it made it difficult to get rid 

of her.” (from management)   

End result for 
Work-Group 

Work-group 
kicks her out of 
the work-group 

a) “She was toxic for the entire group.” 
b) “We really just needed to ‘move on’ from her.” 
c) “I had to move her out to a different department.” (from 

management) 

Figure 33. Summary for “Susan” 

Case #4: Kelly’s Work-Group Name of Work-Group Member Lost: “Renee” 

Group Background and Interview Summary – “Renee” 

 Renee was very well-liked and in her upper 40s, but unfortunately succumbed to a 

quickly-moving cancer. She was described by the group as very much of “a calming 

influence”. This governmental work-group displays some callousness to the event of her 

death. This callousness that the work-group displays upon her death, is not due to any 

type of a negative reaction due to Renee’s prickly personality. Renee was a very private 
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person, however. From the moment that she had left her work station and took her sick 

leave, Renee had passed within one week’s time. The agency did bring in grief 

counselors, but at least initially, management explained the impending change through a 

revamped organizational chart. 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From Coding) 

Respect / 
admiration 
from work-

group 
towards 
member 

Renee has 
respect from 

the work-
group; 

however not 
admired 

a) “She was a Union Steward…she had more respect for that 
aspect…the respect was more for her handling of the union 
situation…” 

b) “She was an excellent translator for management.” 
c) “People accepted the opinions coming from her mouth, as 

opposed to management.” 

Figure 34. (#1) Respect and Admiration from Work-Group – “Renee” 

Renee was a Union Steward, and she was highly respected for her role in that 

regard. Renee was respected more for her handling of the union. She was very good at 

that role. People accepted the opinions coming from her, as opposed to the management. 

An example would be Renee stating, “Okay, did you hear what they just said? That you 

need to be at your desk at 9:00am?” The employee would subsequently nod in agreement. 

The consequence then to Renee is that few co-workers would come over to her desk on a 

strictly personal basis and merely ask her how her day was going. 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From Coding) 

Role within 
the work-
group that 

the missing 
member 
played 

Specialist a) “Because she was a Union Steward, her conversations 
needed to be personal and private…’Renee, can we go 
somewhere private to talk?’”. 

b) “She was really a stickler for all of the details that were 
necessary.” 

c) “Renee was a real self-starter.” 

Figure 35. (#2) Which Type of Team Role Did the Missing Person Fill? – “Renee” 

Renee was a specialist. She was single-minded, dedicated, and self-starting. 

Renee provided skills and knowledge in rare supply. She subsequently only contributed 
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on a narrow front. She would dwell on technicalities. Specialists are very passionate 

about their learning in their own particular field. If there is anything at all that they do not 

know the answer to, specialists will very happily go and find that out. Specialists also 

strive to build and to improve upon their expertise. Renee enjoyed imparting knowledge 

to others, and was a fountain of knowledge. Specialists bring a high level of skill, ability, 

and concentration to their team. 

Especially in a highly structured governmental situation, or agency, perhaps there 

is merely this “weaving of specialists”. Perhaps that may feed into the feeling of “Let’s 

just get another specialist.” Renee’s situation may have merely been seen as just a web of 

specialists. This sudden loss doesn’t significantly alter, or change, the stability of the 

structure much at all. 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered  
(Results From Coding) 

The size of the 
void that has 
been left / the 
value of the 
member that 

was lost 

Renee has not 
left much of a 

void; “next man 
up” strategy is 

employed 

a) “No special job knowledge was needed or 
necessary.” 

b) “It was more of, ‘who’s gonna do that crap job 
now?’” 

c) “It was really a ‘next man up’ strategy.” 

Figure 36. (#3) How Does the Work-Group at Least Attempt to Recover? – “Renee” 

This researcher is calling this model a “next man up” version or work-group 

coping strategy. 

This method of recovery seems to take place in a very hierarchical in nature / very 

structured in nature / very bureaucratic in nature (environment). 

This method of recovery almost appears to favor work positions, or job 

descriptions, that are not necessarily filled by unique skill sets. Almost as if the skill level 

is not unique. The missing position is not unique. The missing skill level is not unique. 
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Very much management’s thought is: “We need to replace this position.” A reflexive 

group action is that “this may mean more work for the rest of us.” Work-group becomes 

concerned over just who is going to “pick up the slack”. One particularly callous 

interviewee, who was not eager to participate in these interviews, mentions that “$hit 

happens”. One stated, “Life goes on.” There is very much a palpable detachment within 

this group. Survival is really the name of the game within this work-group. There 

definitely appears to be a detachment that is prevalent within the group. Perhaps that 

detachment is a survival mechanism? 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From Coding) 

The 
resonance 

of the 
person that 

has been 
lost 

Renee was 
neutral with 
regards to 
resonance 
within her 

work-group 

a) “Her regular work…it was NOT a unique skill set…she was 
more of a processor…”. 

b) “After she passed away, people kinda moved on…loyalty 
doesn’t really play into it…” 

c) “I don’t know of anyone who went to her funeral.” 

Figure 37. (#4) How Did the Resonance of the Missing Member Affect the Work-Group? 
– “Renee” 
 

Renee, by all accounts, was a worker who gave a decent effort; however, she did 

not seem to resonate within her work-group. Upon her passing, no one recalled hearing of 

anyone who had attended her funeral. Her role and personality failed to register with her 

work-group.  

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From Coding) 

Tuckman 
Stage 

resolution 

“Next Man 
Up” 

(considered 
their 

performance 
stage) 

a) “This may mean more work for the rest of us, and we’re not 
thrilled about that.” 

b) “Any performance would need to take place within this 
structure and within this hierarchy.” (The governmental 
hierarchy was strictly established and was inflexible.) 

c) “Look Jim, none of us have ever seen working here as any 
type of a ‘life’s calling’…we are merely attempting to earn a 
living here…”  

Figure 38. (#5) How Did the Work-Group Move through Tuckman’s Stages? – “Renee” 
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From the organization’s perspective, being in the performing stage is assumed. 

From the governmental agency’s standpoint, the success in the performing stage is seen 

as “the machine moving forward”, not this delicate inter-weaving of individual members 

of a work-group. By the government’s definition of “performing”, this “performance” is 

already taking place. This “next man up” strategy provides the logs for the fire to 

continue burning, but this strategy also leads to a tremendous amount of anxiety within 

the work-group’s members, where all they see is more potential work for each individual 

person. 

Within a Tuckman “performing” unit, dissent is allowed and expected as long as 

it is channeled through means acceptable to the team. Within this governmental unit, 

dissent is really not tolerated to this degree. This harsh reality is what may possibly lead 

members of this work-group to become somewhat absorbed only with how each member 

is affected individually, and not as a work-group. 

The “next man up” strategy may then subsequently lead to this “lack of attachment” to 

the overall organization goals. This “detachment” subsequently filters down to the 

individual work-group members, who are then lacking the willingness to attach to each 

other in activities that are not specifically task-related or work-related. 

1
st

 Order Concept Case #4 - “Renee” Back-Up For Themes Discovered  
(Results From Coding) 

Loyalty of the work-
group to the lost 

member 

Loyalty toward 
Renee was 

surprisingly absent 
from work-group 

a) “Life goes on.” 
b) “(expletive) happens!” 
c) “Who’s gonna pick up the slack?” (so no 

loyalty was built up) 

Figure 39. (#6) How Did the Loyalty Toward the Missing Member Affect the Work-
Group? – “Renee” 
 

Renee did not generate loyalty from within her work-group. It was difficult for 

this researcher to truly “tease out” the competing aspects of Renee’s personality not 
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generating loyalty and merely how the work-group may be responding in a negative 

manner. 

 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From 
Coding) 

Manner of 
the loss 

“Next Man Up” 
philosophy 

neutralizes & 
protects from loss 

a) “Nothing is done that is not essential to the work…so 
there IS no connection with her personal life…” 

b) “It’s too bad about what happened to Renee, but we do 
need to soldier on…” 

c) “We’re all mercenaries here anyway.” 

Figure 40. (#7) How Did the Manner of the Loss Affect the Work-Group? – “Renee” 

Renee’s work-group saw the manner of her loss to be inconsequential. It was all about 

“soldiering on” for the work-group. As in the loyalty of the work-group mentioned 

above, it was difficult for this researcher to truly “tease out” the competing aspects of the 

work-group’s grief and anxiety over the loss of Renee with this “next man up” 

philosophy that the organization employed. It was almost as if the “next man up” 

philosophy almost protected the work-group from the loss or neutralized the work-group 

from the loss. The “next man up” philosophy could serve the role of insulating the work-

group from truly dealing with the loss on a much more personal scale. The “next man up” 

philosophy could potentially serve the work-group as a defense mechanism. 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From Coding) 

EI of the 
lost 

member 

EI was 
negligible 

with Renee 

a) “Renee never really reached out to anyone.” 
b) “Renee blended into the wallpaper.” 
c) “It was more like, ‘hey! There’s a friendly face that was 

present’.” 

Figure 41. (#8) How Did the Emotional Intelligence (EI) of the Missing Member Affect 
the Work-Group? – “Renee” 
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The Emotional Intelligence of Renee appeared to be negligible. This work-group 

appeared to keep people “at a distance”. If the work-group would keep people “at a 

distance”, that would neutralize the effects of Emotional Intelligence to a certain degree. 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From Coding) 

Mgmt’s 
handling of 

the 
situation 

“Next Man 
Up” is a 

“Boilerplate” 
solution 

a)”Management offered a standard counseling loss of a 
work member.” 
b)”We need to replace this position.”(from 
management) 
c)”Renee did a minimal amount of work…any 
production that she did was a bonus on top of her 
normal union activities.” 

Figure 42. (#9) How Did Management Manage the Transition from the Sudden and 
Unexpected Nature of the Loss? – “Renee” 
 

This researcher wonders if the workplace is helping to develop a new and positive 

narrative after this significant loss. Or could it be a case to where the workplace is 

somehow hindering this new and positive narrative or adding to the difficulties? 

William Bridges (2009) mentions the differences between change and transition. 

Change is situational and happens without people transitioning. Change is fast. 

Transition is psychological and is a three-phase process, to where people 

gradually accept the details of the new situation and the changes that come with it. 

Transition is slow. 

This researcher feels that management has approached replacing Renee as merely 

a “change”, and not a “transition”, ignoring the slow psychological change that is 

necessary and vital for the work-group to adequately recover from this sudden and 

unexpected loss. 



83 

Within interventions to help transitions, management is encouraged to talk to 

employees and ask which problems they may have with the change. They are also 

encouraged to talk about the transition and let people know that it is human to feel. 

One of the “don’ts” of managing transitions is for management to explain the 

change through a memorandum or a new organizational chart, which management 

unfortunately did by producing the organizational chart. 

Management is advised to consider endings. They are asked to consider what the 

work-group is letting go of and just how management can get employees to acknowledge 

the change, eliminate their fear, and develop a new identity and sense of purpose in it. 

Which strategies and communications are then subsequently needed to get the work-

group there? 

Management is also encouraged to notice intangible losses and identify the ripple 

effects of the sudden and unexpected change. 

Management needs to avoid the neutral zone as much as possible, unless 

employees become overloaded, important tasks go undone, turnover becomes a problem, 

and both confusion and mixed signals are high. Employees tend to become absent more 

often in the neutral zone, less productive, self-doubting, more resentful and more 

protective. 

1
st

 Order 
Concept 

Case #4 - 
“Renee” 

Back-Up For Themes Discovered (Results From Coding) 

End result 
for Work-

Group 

Work-group 
moves 

forward with 
“Next Man Up” 

a) “She was replaced quickly.” 
b) “We just had to get ‘a move on’.” 
c) “She was low enough in the pecking order…low enough 

on the food chain…that she was easily replaceable…” 
(from management) 

Figure 43. (#10) Learnings and Take-Aways (aka “A-Ha Moments”) – “Renee” 

Interviewee comments were: 
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“It’s too bad about what happened to Renee, but we do need to ‘soldier on’”… 

“We need to replace this position.” 

“This may mean more work for the rest of us, and we’re not thrilled about that”… 

This researcher assesses that survival is very much what drives these groups, e.g. 

they do what they need to do in order to survive. Perhaps that is why some people do not 

enjoy being a part of a bureaucracy; there is a limited creativity involved in these 

positions. 

Functioning as a complete and whole performing unit is assumed by the 

organization’s management. It seems as if the major assumption by management may be: 

“Chemistry within the work-group will eventually come with time”. 

It’s almost as if management is stating: “Forget the work-group’s internal 

chemistry!!! We’ve got structure!!! That’s all that we need here!!! The uniqueness of the 

person lost almost does not weigh into just how the work-group responds to the loss. The 

work-group response is more along the lines of “how do we quickly distribute this work-

load?” 

The work-group is very concerned about the speed of the transition. The work-

group has grown accustomed to change. They have become almost callous about it. 

The Fire Department of New York (FDNY) is also a governmental agency that 

would also happen to have some examples of sudden and unexpected loss. Why would 

this then be different? Is it because FDNY becomes more along the lines of a family due 

to the fact that they need to live with one another? Is it because they each rely upon the 

work-group, quite literally, for their very survival, their lives, their existence? If you 

would completely trust a fellow firefighter, perhaps that’s subsequently not so easy to 
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replace? Is it the more that you can do skill-wise, the more valuable that you are? Perhaps 

the complete interdependence between the members of the FDNY work-group 

completely dwarfs the interdependence that needs to be displayed by your run-of-the-mill 

bureaucratic office worker? This may sound harsh. 

From their own admission…from management’s own admission as well…there is 

no ownership within the agency. Perhaps if it was a small business, and everyone was a 

minority shareholder, there would be some pride of ownership? Now, it’s almost like a 

“Why should I care?”-type of attitude. No camaraderie is present. The word “mercenary” 

was used by one of the interviewees. “Nothing is done that is not essential to the work.” 

There also is no company pride that is observable. 

This researcher may have failed “to stay in character”, and made a disgusted face 

(or bristled) at the group’s seeming callousness at this death within their work-group. I 

slipped up and accidentally used the word “robotic” when I was referring to my perceived 

callousness of the situation. I was then ‘confronted’ by one of the interviewees, who 

stated, “Look, Jim, none of us have ever seen working here as any type of a ‘life’s 

calling’, we are just attempting to earn a living here.” 

 What also is fascinating is that, perhaps what corporate work-groups may be 

privy to, such as Christmas bonuses and Christmas parties are not a part of this work-

group. This work-group is not one to go out after work hours are over with. Social 

niceties are limited to work hours. Everything is about function. Lunch is usually on your 

own, or at your desk. Lunches are sometimes as brief as a half-hour in length. There 

seems to be some very real, humanistic aspects of this agency that are somehow missing 

(I do not want to use the word “robotic” here.). Does this then invariably translate to, and 
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feed into, this “next man up” philosophy in how this work-group responds to the sudden 

and unexpected loss of a group member? 

1
st

 Order Concepts Case #4 - “Renee” Back-Up For Themes Discovered (Results From 
Coding) 

Respect / 
admiration from 

work-group 
towards member 

Renee has respect 
from the work-

group; however not 
admired 

a) “She was a Union Steward…she had more 
respect for that aspect…the respect was more for 
her handling of the union situation…” 

b) “She was an excellent translator for 
management.” 

c) “People accepted the opinions coming from her 
mouth, as opposed to management.” 

Role within the 
work-group that 

the missing 
member played 

Specialist a) “Because she was a Union Steward, her 
conversations needed to be personal and 
private…’Renee, can we go somewhere private to 
talk?’”. 

b) “She was really a stickler for all of the details that 
were necessary.” 

c) “Renee was a real self-starter.” 

The size of the 
void that has been 
left / the value of 
the member that 

was lost 

Renee has not left 
much of a void; 
“next man up” 

strategy is 
employed 

a) “No special job knowledge was needed or 
necessary.” 

b) “It was more of, ‘who’s gonna do that crap job 
now?’.” 

c) “It was really a ‘next man up’ strategy.” 

The resonance of 
the person that has 

been lost 

Renee was neutral 
with regards to 

resonance within 
her work-group 

a) “Her regular work…it was NOT a unique skill 
set…she was more of a processor…”. 

b) “After she passed away, people kinda moved 
on…loyalty doesn’t really play into it…” 

c) “I don’t know of anyone who went to her funeral.” 

Tuckman Stage 
resolution 

“Next Man Up” 
(considered their 

performance stage) 

a) “This may mean more work for the rest of us, and 
we’re not thrilled about that.” 

b) “Any performance would need to take place within 
this structure and within this hierarchy.” (The 
governmental hierarchy was strictly established 
and was inflexible.) 

c) “Look Jim, none of us have ever seen working 
here as any type of a ‘life’s calling’…we are 
merely attempting to earn a living here…”  

Loyalty of the 
work-group to the 

lost member 

Loyalty toward 
Renee was 

surprisingly absent 
from work-group 

a) “Life goes on.” 
b) “(expletive) happens!” 
c) “Who’s gonna pick up the slack?” (so no loyalty 

was built up) 

Manner of the loss “Next Man Up” 
philosophy 

neutralizes & 
protects from loss 

a) “Nothing is done that is not essential to the 
work…so there IS no connection with her 
personal life…” 

b) “It’s too bad about what happened to Renee, but 
we do need to soldier on…” 

c) “We’re all mercenaries here anyway.” 

EI of the lost 
member 

EI was negligible 
with Renee 

a) “Renee never really reached out to anyone.” 
b) “Renee blended into the wallpaper.” 
c) “It was more like, ‘hey! There’s a friendly face that 
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was present’.” 

Mgmt’s handling of 
the situation 

“Next Man Up” is a 
“Boilerplate” 

solution 

a) “Management offered a standard counseling loss 
of a work member.” 

b) “We need to replace this position.”(from 
management) 

c) “Renee did a minimal amount of work…any 
production that she did was a bonus on top of her 
normal union activities.” 

End result for 
Work-Group 

Work-group moves 
forward with “Next 

Man Up” 

a) “She was replaced quickly.” 
b) “We just had to get ‘a move on’.” 
c) “She was low enough in the pecking order…low 

enough on the food chain…that she was easily 
replaceable…” (from management) 

Figure 44. Summary for “Renee” 

Case #5: Mark’s Work-Group Name of Work-Group Member Lost: “Lou Anne” 

Group Background and Interview Summary – “Lou Anne” 

This researcher is calling this model “A Resonant Group” version (or work-group 

coping strategy). This will also be known as “The Liberty Bell Metaphor”. 

This researcher will introduce the two terms that I have used to separate the 

complexities of the evolving work-groups. One term is “the Ghost Group”. The “Ghost 

Group” is the work-group that was. This work-group is the group that has lost the 

working member. This work-group is the historical group that had functioned with that 

soon-to-be-missing member. Memories may strongly exist (and remain active) for this 

“Ghost Group”. 

The second term is the “Go Group”. This “Go Group” is the reconstructed team. 

This reconstructed work-group then needs to wrestle with the memories of how things 

existed before the loss, but now this work-group needs to “go” to meet the current needs 

of the organization.  

This work-group consisted of Lou Anne, who was the main person responsible for 

fiscal matters within her agency. Lou Anne was the Director. The two others in the work-
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group (Bo and Mark) were equal on the organizational chart below Lou Anne. Bo and 

Mark were Deputy Directors. From conversations with Bo and Mark, there was some 

trepidation with working with Lou Anne right from the beginning. Lou Anne had been 

brought in from a similar agency in Buffalo, New York, and was placed as the overall 

fiscal head of the organization. She had been their supervisor for roughly 10 months 

before a transformative event took place. 

For both Mark and Bo, Lou Anne had personally come across as far too much of a 

task master for their tastes. Mark had stated that Lou Anne was “someone who needed to 

learn how to relax”. She was fair to the both of them, but something was inherently 

missing from the relationship standpoint between the three of them. Bo had referred to 

her at that point as “An Ice Queen”. The work-group was functioning, but barely. 

After Lou Anne had been their supervisor for roughly 10 months, the work-group 

had an opportunity to attend a training conference in Philadelphia, Pennsylvania. The 

training conference almost exclusively dealt with items of a nature that were highly 

valuable to the work-group. There were some elements of the training conference that 

had some distant connections to what the work-group’s current tasks entailed. 

Near the last day of the training conference, Lou Anne approached Bo and Mark 

with this apparently “indecent” proposal. Lou Anne wanted the work-group to “blow off” 

this particular two-hour segment of the training conference, and instead, walk, as a team, 

to view the Liberty Bell. 

Per their interviews, both Bo and Mark were absolutely dumbfounded. They 

really didn’t know just how to answer Lou Anne on this one. Bo was convinced that it 
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was “some type of a trick” or “some type of a test” from her. She convinced the both of 

them that this was not the case. 

The three agreed that the value of staying for that particular part of the training 

conference would be minimal at best. The three walked their way to view the Liberty Bell 

(roughly a half-hour walk from where their training conference was being held). 

In short, the three of them had an absolute blast. 

Mark commented that there were very profound differences between the walk to 

the Liberty Bell and the walk from the Liberty Bell. Per Mark, Lou Anne seemed to 

finally relax with them and discussed the pressures that she had felt in her position and 

shared some hopes and dreams that she personally held for the agency. Lou Anne shared 

her vision with Bo and Mark. Lou Anne also opened up more about her family situation. 

Things had truly changed within this particular work-group. 

Upon returning from Philly, the work-group was entirely different. The Liberty 

Bell event proved to be very transformative. Bo and Mark truly “went to the wall” for her 

from that point forward. The three of them became an extremely tightly-knit work-group. 

Work became fun again, and simply held more meaning now for the three of them. 

Roughly two years after returning from Philadelphia, Lou Anne succumbed to a 

rare form of a brain tumor and passed away while employed with the agency. 

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered  
(Results From Coding) 

Respect / 
admiration from 

work-group 
towards 
member 

Initially, low 
respect & 

admiration, 
but that 
changes 

a) “No one really understood her at first.” 
b) “After that trip to Philly, we were both willing to go to 

the wall for her.” 
c) “Lou Anne really surprised me…after we got back, I 

felt a real connection to her…” 

Figure 45. (#1) Respect and Admiration from Work-Group – “Lou Anne” 
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Lou Anne took a while to really win the respect and the admiration of her work-

group. Lou Anne was unorthodox, and this may explain why there was a slow “ramp up” 

time with regards to those aspects. Lou Anne had a strong capacity to surprise others who 

may have underestimated her with regards to communicating with others.  

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered (Results From Coding) 

Role within 
the work-
group that 

the missing 
member 
played 

Plant a) “Initially, it seemed to me that she wasn’t doing a Cracker 
Jack job of communicating with us at all.” 

b) “Lou Anne didn’t sweat the ‘small potatoes’, as she said.” 
c) “Lou Anne was very unorthodox, but I very much liked that 

in her…she made it work for her…” 

Figure 46. (#2) Which Type of Team Role Did the Missing Person Fill? – “Lou Anne” 

Lou Anne was definitely a “Plant”. Lou Anne was unorthodox, imaginative, and 

creative. She had enjoyed solving difficult problems while generating her ideas. Her 

allowable weaknesses would then subsequently entail being too preoccupied to 

communicate effectively and her ignoring of incidentals, not getting too bogged down in 

the details. She would then be somewhat of an “absent minded professor”, and then 

having a difficult time in communicating those great ideas to others. The timing of her 

ideas could have been better. Typically, if a team has already decided on any type of 

valid way forward and may even now be within the implementation stage of that plan, it 

will not prevent the Plant from continuing to come up with even newer solutions and 

subsequently disrupting that implementation process. 

1
st

 Order 
Concept 

Case #5 - “Lou 
Anne” 

Back-Up For Themes Discovered  
(Results From Coding) 

The size of the 
void that has 
been left / the 
value of the 

member that was 
lost 

A large void is left 
by her absence, 
but the void is 
filled within a 

relatively short 
amount of time 

a) “Her not being here kinda forced me to rethink 
why I was comin’ in here every morning.” 

b) “I guess that they needed to backfill her position, 
but it was still sad for us when they did do that.” 

c) “She left a big hole.” 

Figure 47. (#3) How Does the Work-Group at Least Attempt to Recover? – “Lou Anne” 
 



91 

Bo and Mark were very distressed over the loss of Lou Anne. She had truly made 

an impact upon them. They both felt truly loyal to their “Ghost Group”. The metaphor 

and analogy of “a resonant leader” and the resonance of the Liberty Bell are not lost on 

this researcher. Upon speaking with Lou Anne’s family, both Bo and Mark had 

discovered that Lou Anne had been diagnosed with the brain tumor just shortly before the 

Philadelphia trip, but did not disclose her illness until right before taking a sick leave 

right before she passed. 

Bo and Mark both attempted to remain loyal to their “Ghost Group”, but could 

only maintain her vision and hopes for roughly half-a-year. Soon there was a 

reorganization of the group, to where another Director had been brought in with a much 

different agenda.  

Both Bo and Mark then became a part of the brand new “Go Group” that now 

needed to take orders from a different Director, and they both had now far different 

marching orders. The new Director, although respectful of the memory of Lou Anne, had 

his own version of empire building in mind. He attempted to downplay Lou Anne’s past 

achievements by almost attempting to “rewrite” just how the organization got to this 

point. 

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered (Results From Coding) 

The 
resonance 

of the 
person that 

has been 
lost 

Lou Anne’s 
resonance 
was quietly 

there 
(suddenly 

shows) 

a) “She was just so quiet, but that didn’t make her a bad 
leader.” 

b) “Once she revealed herself a little bit, she made more 
sense to me.” 

c) “On that walk to the Liberty Bell that we were just talking 
about, it seemed like every step we all took, I understood 
her a little bit more.” 

Figure 48. (#4) How Did the Resonance of the Missing Member Affect the Work-Group? 
– “Lou Anne” 
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There was “ramp up” time with regard to Lou Anne’s resonance within her work-

group. Her quiet nature may have initially led to misconceptions about Lou Anne. Her 

resonance was always quietly there. 

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered (Results From Coding) 

Tuckman 
Stage 

resolution 

Damage in 
performance 

stage 

a) “It was a shame, because we’re all really humming.” 
b) “Her loss kinda put us back to ground zero.” 
c) “It’s not like we blew a tire…it’s like we blew an engine…” 

Figure 49. (#5) How Did the Work-Group Move through Tuckman’s Stages? – “Lou 
Anne” 
 

The Storming Stage subsequently becomes so solid with Lou Anne that the 

Norming Stage goes very smoothly (like a fast pass). The work-group goes straight to the 

Performing Stage, and remains there until her death. 

The Resonant Leader then leaves. Trust now is not there with the newer people. 

The work-group holds on as long as possible, but newer hierarchies and strategies are 

introduced. 

Damage occurs to the Performing Stage. A change in leadership may cause the 

team to revert to the Storming Stage as the newer members challenge the existing norms 

and dynamics of the work-group. The “Ghost Group” would like to continue Lou Anne’s 

vision and dreams for the work-group. 

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered (Results From Coding) 

Loyalty of 
the work-
group to 
the lost 
member 

Loyalty 
toward Lou 
Anne was 

very present 
from work-

group 

a) “We all thought of her as a real leader…someone that you 
would go into battle for.” 

b) “Once she opened up to us, we were very responsive to 
her.” 

c) “Lou Anne really made us accountable, and we all really 
responded to that in her.” 

Figure 50. (#6) How Did the Loyalty Toward the Missing Member Affect the Work-
Group? – “Lou Anne” 
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The loyalty toward Lou Anne carried forward from her time with her work-group 

in Philadelphia. Lou Anne had somehow parlayed that initial uneasiness about her into 

some very solid and strong loyalties within her department. 

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered (Results From Coding) 

Manner of 
the loss 

Sudden 
death 

saddens & 
incapacitates 
work-group 

a) “It was a pretty sad situation for all of us.” 
b) “What, exactly, were our next steps?” 
c) “We were really broken up about it.”  

Figure 51. (#7) How Did the Manner of the Loss Affect the Work-Group? – “Lou Anne” 

The loss of Lou Anne hit her work-group hard. The group had difficulties seeing what 

their initial steps forward would be. The sadness revolving around the loss of Lou Anne 

incapacitated the workings of her group for a substantial amount of time. 

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered (Results From Coding) 

EI of the 
lost 

member 

EI with Lou 
Anne was 
high (but 
hidden) 

a) “When Lou Anne did talk to me, at the beginning, I was very 
moved by what she had to say…by the way that she had 
thought about things…” 

b) “Lou Anne seemed to have a real sense for the group.” 
c) “She had a real way about her. She would be unafraid to 

attempt some real paradigm shifts for the group.”  

Figure 52. (#8) How Did the Emotional Intelligence (EI) of the Missing Member Affect 
the Work-Group? – “Lou Anne” 
 

Lou Anne had a very high Emotional Intelligence, although it was initially 

hidden. She had a way of truly moving and inspiring others to her way of thinking about 

things. Lou Anne had a courage to try “some real paradigm shifts for the group”. 

1
st

 Order 
Concept 

Case #5 - “Lou 
Anne” 

Back-Up For Themes Discovered (Results From 
Coding) 

Mgmt’s 
handling of 

the 
situation 

Mgmt needed to 
“move on”, but 

could have handled 
differently 

a) “They (management) didn’t really know just what 
they had with her…with her being a leader and all…” 

b) “It just seemed to me that the transition could have 
been handled much differently than it actually was…” 

c) “I really wish that they would have followed up on her 
plans.” 

Figure 53. (#9) How Did Management Manage the Transition from the Sudden and 
Unexpected Nature of the Loss? – “Lou Anne” 
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This also is an example of disenfranchised grief. With management not fully 

cognizant of just how Lou Anne resonated with her two employees, there is not that 

connection from management to adequately and significantly mirror that loss. 

Zohar and Marshall (2000) speak of spiritual intelligence to “reach more fully 

towards the developed persons that we have the potential to be. Each of us forms a 

character through a combination of experience and vision, a tension between what we 

actually do and the bigger, better things we might do” (p. 14). Lou Anne had that level of 

spiritual intelligence, and that needs to be recognized by the organization. 

The new Director was not respectful of the endings that the work-group was 

encountering. To respect the past, management needs to allow people to take something 

with them. A big “no-no” is to stamp out the past like an infection, yet this is what the 

new Director is attempting to accomplish. Instead, what is advised to management is to 

position the past as a positive legacy that will pave the way for the new reality. If 

management ridicules the past, it negates people’s feelings of self-worth in a very 

profound way. 

1
st

 Order 
Concept 

Case #5 - 
“Lou Anne” 

Back-Up For Themes Discovered (Results From Coding) 

End result 
for Work-

Group 

Change in 
leadership & 
resonance 
dissipates 

a) “I wish that management took the time to get to know her…” 
b) “I still think about her often, and I wish that she was still 

here in some way…” 
c) “It became impossible for us to see her plans through…it 

was very unfortunate…” 

Figure 54. (#10) Learnings and Take-Aways (aka “A-Ha Moments”) – “Lou Anne” 

The leader leaves, but she had truly resonated within the work-group…literally. 

Even after she was gone, the work-group continues with “the voice” of the missing 

leader, continuing to resonate within their heads, and the work-group then attempts to 

“keep it up” (continue to keep Lou Anne’s memory alive within the work-group) as best 
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as they can, but eventually and invariably, once the new leadership is installed, the work-

group then hangs on as long as possible, but the new leaders (and new voices) must be 

heard. The work-group then eventually is broken off into pieces, and the hierarchy is 

altered and changed. 

1
st

 Order 
Concepts 

Case #5 - “Lou 
Anne” 

Back-Up For Themes Discovered (Results From Coding) 

Respect / 
admiration from 

work-group 
towards member 

Initially, low 
respect & 

admiration, but 
that changes 

a) “No one really understood her at first.” 
b) “After that trip to Philly, we were both willing to go to 

the wall for her.” 
c) “Lou Anne really surprised me…after we got back, I 

felt a real connection to her…” 

Role within the 
work-group that 

the missing 
member played 

Plant a) “Initially, it seemed to me that she wasn’t doing a 
Cracker Jack job of communicating with us at all.” 

b) “Lou Anne didn’t sweat the ‘small potatoes’, as she 
said.” 

c) “Lou Anne was very unorthodox, but I very much 
liked that in her…she made it work for her…” 

The size of the 
void that has 
been left / the 
value of the 

member that was 
lost 

A large void is 
left by her 

absence, but the 
void is filled 

within a relatively 
short amount of 

time 

a) “Her not being here kinda forced me to rethink why I 
was comin’ in here every morning.” 

b) “I guess that they needed to backfill her position, but 
it was still sad for us when they did do that.” 

c) “She left a big hole.” 

The resonance of 
the person that 
has been lost 

Lou Anne’s 
resonance was 

quietly there 
(suddenly shows) 

a) “She was just so quiet, but that didn’t make her a bad 
leader.” 

b) “Once she revealed herself a little bit, she made more 
sense to me.” 

c) “On that walk to the Liberty Bell that we were just 
talking about, it seemed like every step we all took, I 
understood her a little bit more.” 

Tuckman Stage 
resolution 

Damage in 
performance 

stage 

a) “It was a shame, because we’re all really humming.” 
b) b)”Her loss kinda put us back to ground zero.” 
c) c)”It’s not like we blew a tire…it’s like we blew an 

engine…” 

Loyalty of the 
work-group to the 

lost member 

Loyalty toward 
Lou Anne was 

very present from 
work-group 

a) “We all thought of her as a real leader…someone that 
you would go into battle for.” 

b) “Once she opened up to us, we were very responsive 
to her.” 

c) “Lou Anne really made us accountable, and we all 
really responded to that in her.” 

Manner of the 
loss 

Sudden death 
saddens & 

incapacitates 
work-group 

a) “It was a pretty sad situation for all of us.” 
b) “What, exactly, were our next steps?” 
c) “We were really broken up about it.”  

EI of the lost 
member 

EI with Lou Anne 
was high (but 

hidden) 

a) “When Lou Anne did talk to me, at the beginning, I 
was very moved by what she had to say…by the way 
that she had thought about things…” 

b) “Lou Anne seemed to have a real sense for the 
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group.” 
c) “She had a real way about her. She would be 

unafraid to attempt some real paradigm shifts for the 
group.” 

Mgmt’s handling 
of the situation 

Mgmt needed to 
“move on”, but 

could have 
handled 

differently 

a) “They (management) didn’t really know just what they 
had with her…with her being a leader and all…” 

b) “It just seemed to me that the transition could have 
been handled much differently than it actually was…” 

c) “I really wish that they would have followed up on her 
plans.” 

End result for 
Work-Group 

Change in 
leadership & 
resonance 
dissipates 

a) “I wish that management took the time to get to know 
her…” 

b) “I still think about her often, and I wish that she was 
still here in some way…” 

c) “It became impossible for us to see her plans 
through…it was very unfortunate…” 

Figure 55. Summary for “Lou Anne” 

Case #6” Denny’s Work-Group name of work-group member lost: “Russ” 

Group Background and Interview Summary – “Russ” 

Denny’s supervisor, Russ, never truly wanted to be the leader of this particular 

work-group. Russ seems perturbed by needing to be reliant upon this work-group. He 

does not invest much time or energy into the group, and he had taken to relying upon a 

consulting team, as opposed to relying upon his own work-group. 

Not enough trust has been built up by the supervisor. Russ never organizes the 

work-group. He should have been gathering information on the work-group and gathering 

impressions on the work-group. He should have been putting in an effort to get the work-

group to know each other, to make new friends. Russ needed to see how each member of 

the team works as an individual and to see just how each member responds to pressure. 

The team should be meeting to learn about opportunities and challenges, to agree on 

goals, to begin tackling the tasks.   
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Russ had issues with “fully investing” with the group that reports directly to him, 

and the work-group that he is very much responsible for. This is definitely not lost on the 

work-group. 

As a relevant example of this, at one point, not having built up enough trust with 

the work-group, Russ came out of his office to address the group and to get an update on 

a work project and states, “How are you a$$holes doing on this project?” His comment 

was seen as completely offensive by the work-group as a whole. Eventually, Russ left the 

agency to work with that same consulting firm. 

1
st

 Order 
Concept 

Case #6 - 
“Russ” 

Back-Up For Themes Discovered (Results From Coding) 

Respect / 
admiration 
from work-

group 
towards 
member 

Low respect 
& low 

admiration 
for Russ 
from the 

work-group 

a) “I don’t see just how Russ had gotten so high within this 
organization.” 

b) “Russ didn’t wanna hang around with us…he wanted to 
hang around with the consultants…” 

c) “Russ was just such a nut. Doesn’t he trust us?” 

Figure 56. (#1) Respect and Admiration from Work-Group – “Russ” 

Russ had very low respect from his work-group. One of the larger issues with the 

work-group was that Russ would alternate work projects between his work-group and his 

consultants (whichever benefitted him more). This did not sit well with his work-group 

from the standpoint that they did not feel that they were being relied upon or taken very 

seriously.  

1
st

 Order 
Concept 

Case #6 - 
“Russ” 

Back-Up For Themes Discovered (Results From Coding) 

Role within 
the work-
group that 

the missing 
member 
played 

Completer / 
Finisher 

a) “Russ was a real worry wart.” 
b) “He never really gave us a chance to ‘bring the thing 

home’.” 
c) “Russ DID sweat the small stuff.” 

Figure 57. (#2) Which Type of Team Role Did the Missing Person Fill? – “Russ” 
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Russ can be seen as “Completer / Finisher”. Furthermore, he was painstaking, 

anxious, and conscientious. As a result, he searched out omissions and errors. Russ would 

perfect and polish. Russ was, however, reluctant to delegate, and was also inclined to 

worry incessantly. Russ’s unwillingness to delegate provided stagnation between the 

initial Tuckman Stages. 

1
st

 Order Concept Case #6 - 
“Russ” 

Back-Up For Themes Discovered  
(Results From Coding) 

The size of the 
void that has been 
left / the value of 
the member that 

was lost 

Void left is 
negligible 

a) “You know that even his replacement left, right?” 
b) “We’ll get someone in here in charge who wants 

to be with us.” 
c) “It’s (the loss of Russ) like it doesn’t really matter 

either way.” 

Figure 58. (#3) How Does the Work-Group at Least Attempt to Recover? – “Russ” 

 The work-group does attempt to move forward in Russ’s absence. The woman 

who replaced Russ has now left the agency as well. She did at least attempt to have the 

work-group return to their basic functioning, and not to be as reliant on the outside 

consultants. 

1
st

 Order Concept Case #6 - “Russ” Back-Up For Themes Discovered  
(Results From Coding) 

The resonance of 
the person that 
has been lost 

Russ had zero 
resonance with his 

work-group 
whatsoever 

a) “He never really spoke with me.” 
b) “Talking to Russ was very similar to speaking 

to a wall.” 
c) “I didn’t like him…nobody did…” 

Figure 59. (#4) How Did the Resonance of the Missing Member Affect the Work-Group? 
– “Russ” 
 

Russ had zero resonance with his work-group whatsoever. Part of the issues that 

the work-group had with him was that Russ would vacillate between attempting to “be 

your best buddy” and “being the meanest boss that you could ever imagine”. That 

vacillation swiftly wore thin with his work-group.  
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1
st

 Order 
Concept 

Case #6 - 
“Russ” 

Back-Up For Themes Discovered (Results From 
Coding) 

Tuckman 
Stage 

resolution 

Work-group stuck 
between forming 

& storming 

a) “You’d gain some momentum with Russ and then he’d 
leave…” 

b) “He was always so ‘back-and-forth’.” 
c) “Russ never really established any trust with all of us.” 

Figure 60. (#5) How Did the Work-Group Move through Tuckman’s Stages? – “Russ” 

This researcher is calling this model “A Gearbox Group” version or work-group 

coping strategy. 

In the Forming Stage, individual behavior is driven by a desire to be accepted by 

the others, and avoid controversy, or conflict. Denny’s supervisor, Russ, never allows this 

stage to fully form. 

The Forming Stage is supposed to be a comfortable stage to be in, but the 

avoidance of conflict means that not much actually gets done in this stage. Denny’s group 

never gets to fully form at this initial stage. The work-group has stalled within this initial 

stage. 

The leader of the work-group never allowed the work-group to move from the 

Forming Stage to the Storming Stage. Eventually some work-group movement is found 

within the Storming Stage, but it is short-lived. 

Not enough initial trust within the work-group had been built up in the Forming 

Stage in order for the work-group to phase into the Storming Stage normally. The work-

group subsequently stalls. The leader was not willing to “fully invest” in the Forming 

Stage. He cursed them and called them names; hence he was rejected summarily by the 

entire work-group. Initial trust just wasn’t there to begin with. 

What this researcher found intriguing with this comment was that, having now 

gotten quite familiar with Tuckman’s stages, it was transparently clear that Russ had 
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severely underestimated the amount that he had “in the bank” with this work-group, by 

almost advancing directly to the Storming Stage by mentioning such an off-the-cuff 

comment such as that. Russ’s assessment as to where he was in the model was way off 

target!!! 

This researcher has known Denny since 1992, so he and this researcher have a 

tremendous protracted history with one another. He is quite cerebral, and well-read, so he 

was familiar with Tuckman’s Model. From having a spontaneous conversation with 

Denny, this researcher had asked him just why his work-group never reached the 

Storming Stage. His return comment was very insightful to me, “Russ would have been 

okay if he would have gone back and established a little trust with everyone.” 

Within the Storming Stage, the ideal for the work-group is that they will not feel 

that they are being judged, and will therefore share their opinions and views. If Russ has 

left his work-group for a few weeks (in his mind, his work-group is in the Storming 

Stage), and he goes off and performs some tasks with the consulting team that he liked to 

deal with, and then comes back, after a while, and goes right to such off-handed and 

challenging comments that he was prevalent to do, he assumes that he and his work-

group are still within that Storming Stage. Instead, if Russ would, after that break, re-

establish himself with the work-group by dabbling in the Forming Stage again, he may 

have been okay with the work-group. 

1
st

 Order 
Concept 

Case #6 - 
“Russ” 

Back-Up For Themes Discovered (Results From 
Coding) 

Loyalty of the 
work-group to 

the lost 
member 

NO loyalty 
toward Russ 

from work-group 

a) “We could take him or leave him.” 
b) “We all sort of hated Russ.” 
c) “”Ya know…loyalty needs to be a two-way street.” 

Figure 61. (#6) How Did the Loyalty Toward the Missing Member Affect the Work-
Group? – “Russ” 
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Russ did not demonstrate any loyalty toward his work-group by having his 

consulting team “stand in” for his regular work-group on many occasions. Subsequently, 

his work-group responded in kind with regards to the issue of loyalty. 

1
st

 Order 
Concept 

Case #6 - “Russ” Back-Up For Themes Discovered (Results From 
Coding) 

Manner of 
the loss 

Russ did not invest in 
work-group, so work-
group not concerned 

a) “Russ didn’t care about us one lick.” 
b) “It’s not like I really cared either way.” 
c) “I was like…so what?…ya know?...there was 

absolutely no skin off of my nose either way.” 

Figure 62. (#7) How Did the Manner of the Loss Affect the Work-Group? – “Russ” 

The work-group was very happy to see Russ leave his position due to the fact that 

he rarely invested in them. Russ had generated some serious animosity among the work-

group at the time of his departure. 

1
st

 Order 
Concept 

Case #6 - 
“Russ” 

Back-Up For Themes Discovered (Results From Coding) 

EI of the 
lost 

member 

EI was 
nonexistent 
with Russ 

a) “It’s like Russ had no skin in the game.” 
b) “I never got the idea that Russ cared at all.” 
c) “Maybe he worked better with the consultants…we’ll never 

know for sure, I guess…” 

Figure 63. (#8) How Did the Emotional Intelligence (EI) of the Missing Member Affect 
the Work-Group? – “Russ” 
 

Russ’s Emotional Intelligence was nonexistent among his work-group. The image 

that he generated with them was someone who did not have any concern for them. The 

work-group wanted to believe that Russ cared about the group, but they could find no 

solid evidence of that belief. 

1
st

 Order 
Concept 

Case #6 - 
“Russ” 

Back-Up For Themes Discovered (Results From Coding) 

Mgmt’s 
handling of 

the 
situation 

Mgmt should 
not have 
allowed 
Russ to 

“disconnect” 

a) “Why they (management) let Russ get away with all of that, 
I’ll never figure out…” 

b) “They should have held Russ accountable for all of us.” 
c) “Russ ran amok.” 

Figure 64. (#9) How Did Management Manage the Transition from the Sudden and 
Unexpected Nature of the Loss? – “Russ” 
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Similar to Case #3 with “Susan”, this researcher determined that the employer 

needs to see what is working and what is not working up front. Do not allow the 

organization to get so hamstrung from the beginning. “Workplace well-being” and 

“Organizational Enlightenment” need to be emphasized by management. 

What this researcher found interesting as well was that there appeared to be, with 

this particular case, an example of emergent change processes. 

There seemed to be a type of “swarm intelligence” with regards to Russ’s 

leadership style because of his penchant for preferring the company of the outside 

consultants as opposed to his own staff. 

There were these new organic group processes that were designed implicitly to 

maximize emergence and self-organization. As a result, the work-group monitored and 

supervised themselves. 

1
st

 Order 
Concept 

Case #6 - 
“Russ” 

Back-Up For Themes Discovered (Results From Coding) 

End result 
for Work-

Group 

Work-group 
stuck 

between 
stages; 

successor 
even left 

a) “As a group, we weren’t getting anywhere fast.” 
b) “When are we gonna get someone in here who gives a 

(expletive)?!?! 
c) “There’s gotta be somebody around here who cares about 

this.”  

Figure 65. (#10) Learnings and Take-Aways (aka “A-Ha Moments”) – “Russ” 

This researcher had a discovery of “condensed phases”. 

Even highly performing work-groups still need to have all phases covered 

periodically. Stages need to be renewed. Work-groups very much need to “touch base” 

on stages. 

As an example, a high-performing work-group on a Monday morning: Forming 

(“Everything go okay this weekend?”); Storming (“What happened to your Buckeyes this 
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weekend?”…good natured needling); Norming (“Are you still working on that aspect of 

the project?”); now Performing can take place. 

Tuckman’s (1965) model states that a work-group can be found within a 

particular stage, and, then, at times, will change stages. “Even the most high-performing 

teams will revert to earlier stages in certain circumstances. Many long-standing teams go 

through these cycles many times as they react to changing circumstances. For example, a 

change in leadership may cause the team to revert to storming as the new people 

challenge the existing norms and dynamics of the team” (p. 65). 

This researcher is challenging and is taking issue with this “lock step approach” to 

this team model. From what this researcher has seen, groups cannot be classified as 

existing in a certain tank of water like a goldfish. Work-groups seem to move almost as if 

within a gearbox motion of a racecar. These stages are much more fluid than originally 

stated!!! The motion of a high-performing work-group can move from forming to 

storming to norming to performing all within the same day if it’s deemed necessary by 

the work-group. These work-groups need to be re-booted periodically and refresh these 

stages on a periodic basis. Members of a work-group need to “ping” one another 

periodically, in order to see if their impressions of each other and the group have changed 

or have now been altered.  
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1
st

 Order Concepts Case #6 - “Russ” Back-Up For Themes Discovered (Results From Coding) 

Respect / 
admiration from 

work-group 
towards member 

Low respect & low 
admiration for 
Russ from the 

work-group 

a) “I don’t see just how Russ had gotten so high within 
this organization.” 

b) “Russ didn’t wanna hang around with us…he 
wanted to hang around with the consultants…” 

c) “Russ was just such a nut. Doesn’t he trust us?” 

Role within the 
work-group that 

the missing 
member played 

Completer / 
Finisher 

a) “Russ was a real worry wart.” 
b) “He never really gave us a chance to ‘bring the 

thing home’.” 
c) “Russ DID sweat the small stuff.” 

The size of the 
void that has been 
left / the value of 
the member that 

was lost 

Void left is 
negligible 

a) “You know that even his replacement left, right?” 
b) “We’ll get someone in here in charge who wants to 

be with us.” 
c) “It’s (the loss of Russ) like it doesn’t really matter 

either way.” 

The resonance of 
the person that has 

been lost 

Russ had zero 
resonance with his 

work-group 
whatsoever 

a) “He never really spoke with me.” 
b) “Talking to Russ was very similar to speaking to a 

wall.” 
c) “I didn’t like him…nobody did…” 

Tuckman Stage 
resolution 

Work-group stuck 
between forming 

& storming 

a) “You’d gain some momentum with Russ and then 
he’d leave…” 

b) “He was always so ‘back-and-forth’.” 
c) “Russ never really established any trust with all of 

us.” 

Loyalty of the 
work-group to the 

lost member 

NO loyalty toward 
Russ from work-

group 

a) “We could take him or leave him.” 
b) “We all sort of hated Russ.” 
c) “Ya know…loyalty needs to be a two-way street.” 

Manner of the loss Russ did not 
invest in work-
group, so work-

group not 
concerned 

a) “Russ didn’t care about us one lick.” 
b) “It’s not like I really cared either way.” 
c) “I was like…so what?…ya know?...there was 

absolutely no skin off of my nose either way.” 

EI of the lost 
member 

EI was 
nonexistent with 

Russ 

a) “It’s like Russ had no skin in the game.” 
b) “I never got the idea that Russ cared at all.” 
c) “Maybe he worked better with the 

consultants…we’ll never know for sure, I guess…” 

Mgmt’s handling of 
the situation 

Mgmt should not 
have allowed 

Russ to 
“disconnect” 

a) “Why they (management) let Russ get away with all 
of that, I’ll never figure out…” 

b) “They should have held Russ accountable for all of 
us.” 

c) “Russ ran amok.” 

End result for 
Work-Group 

Work-group stuck 
between stages; 
successor even 

left 

a) “As a group, we weren’t getting anywhere fast.” 
b) “When are we gonna get someone in here who 

gives a (expletive)?!?! 
c) “There’s gotta be somebody around here who 

cares about this.”  

Figure 66. Summary for “Russ” 
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1
st
 Order 

Concepts 
Case #1 - 
“John” 

Case #2 - 
“Buddy” 

Case #3 - 
“Susan” 

Case #4 - 
“Renee” 

Case #5 - 
“Lou Anne” 

Case #6 - 
‘Russ” 

Respect / 
admiration 
from work-

group 
towards 
member 

John is highly 
admired & 
respected 
within the 

work-group 

Buddy is highly 
admired & 
respected 

within the work-
group 

Susan is not 
respected 
within the 

work-group 
at all 

Renee has 
respect from 

the work-
group; 

however not 
admired 

Initially, low 
respect & 

admiration, but 
that changes 

Low respect & 
low admiration 
for Russ from 

the work-
group 

Role within 
the work-
group that 

the missing 
member 
played 

Teamworker 
(a.k.a.”Glue 

Guy”) 

Teamworker 
(a.k.a.”Glue 

Guy”) 

(A refusal by 
the member 
to take on a 
role within 
the work-

group) 

Specialist Plant Completer / 
Finisher 

The size of 
the void that 
has been left 
/ the value of 
the member 
that was lost 

The value of 
the missing 
member is 

tremendous; 
the void is 

large 

The value of 
the missing 
member is 

tremendous; 
the void is 

large; one can 
argue 

‘irreplaceable’ 

Void is 
minimal; only 

task is to 
divvy up her 

work 

Renee has not 
left much of a 

void; “next 
man up” 

strategy is 
employed 

A large void is 
left by her 

absence, but 
the void is 

filled within a 
relatively short 
amount of time 

Void left is 
negligible 

The 
resonance of 
the person 

that has 
been lost 

John had a 
very high 

resonance 
with his work-

group 

Buddy had a 
very high 

resonance with 
his work-group 

Susan had 
zero 

resonance 
with her 

work-group 
whatsoever 

Renee was 
neutral with 
regards to 
resonance 
within her 

work-group 

Lou Anne’s 
resonance 
was quietly 

there 
(suddenly 

shows) 

Russ had zero 
resonance 

with his work-
group 

whatsoever 

Tuckman 
Stage 

resolution 

Work-group 
refuses to 
move to 

mourning 
stage 

Work-group 
subsequently 
implodes on 

loss 

Forming 
never takes 

place 

“Next Man Up” 
(considered 

their 
performance 

stage) 

Damage in 
performance 

stage 

Work-group 
stuck between 

forming & 
storming 

Loyalty of 
the work-

group to the 
lost member 

Work-group 
was almost 
“too loyal” to 
John (affects 

Ron) 

Work-group 
was very loyal 

to Buddy 

NO loyalty 
toward 

Susan from 
work-group 

Loyalty toward 
Renee was 
surprisingly 
absent from 
work-group 

Loyalty toward 
Lou Anne was 
very present 
from work-

group 

NO loyalty 
toward Russ 
from work-

group 

Manner of 
the loss 

Sudden death 
saddens & 

incapacitates 
work-group 

Sudden death 
saddens & 

incapacitates 
work-group 

Work-group 
rejoices in 
Susan’s 

“moving on” 

“Next Man Up” 
philosophy 

neutralizes & 
protects from 

loss 

Sudden death 
saddens & 

incapacitates 
work-group 

Russ did not 
invest in work-

group, so 
work-group 

not concerned 
EI of the lost 

member 
EI with John 

was high 
EI with Buddy 

was high 
EI was 

nonexistent 
with Susan 

EI was 
negligible with 

Renee 

EI with Lou 
Anne was high 

(but hidden) 

EI was 
nonexistent 
with Russ 

Mgmt’s 
handling of 
the situation 

Mgmt didn’t 
really deal with 

the loss 

Mgmt refused 
to recognize 

the loss 

Mgmt 
allowed the 
situation to 

go on far too 
long 

“Next Man Up” 
is a 

“Boilerplate” 
solution 

Mgmt needed 
to “move on”, 

but could have 
handled 

differently 

Mgmt should 
not have 

allowed Russ 
to 

“disconnect” 
End result 
for Work-

Group 

Work-group 
stuck; needs 

to re-boot 

Work-group 
becomes non-

functioning 

Work-group 
kicks her out 
of the work-

group 

Work-group 
moves forward 

with “Next 
Man Up” 

Change in 
leadership & 
resonance 
dissipates 

Work-group 
stuck between 

stages; 
successor 
even left 

Figure 67. Overall Summary 
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Emergent Ideas 

Bruce Tuckman’s Stages of Group Development 

What was seen from the six cases studied was that the work-group loss had a 

variety of impacts upon just how the work-group moved through those stages. How the 

work-group responded was dependent upon which stage sustained the damage of the 

missing work-group member. 

In Case #1 – “John”, the work-group remained so loyal to its lost member, John, 

that the work-group refused to move to the final Tuckman stage, the mourning 

stage. 

In Case #2 – “Buddy”, the work-group subsequently imploded on the loss of its 

member, Buddy, moving the group to adjournment. 

In Case #3 – “Susan”, the forming stage never takes place, as Susan never allows 

the initial and necessary stage to form around her. 

In Case #4 – “Renee”, the “Next Man Up” philosophy essentially functions as the 

work-group’s performance stage. 

In Case #5 – “Lou Anne”, damage in the performance stage forces the work-

group to move back through initial stages. 

In Case #6 – “Russ”, the work-group gets stuck between the forming stage and 

the storming stage. 

William Bridges’ Theories on Organizations in Transition 

Organizations that are transitioning between Tuckman’s stages are subject to 

Bridges’ organizational transitional theories. 
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William Bridges (2009) emphasized just how important understanding transitions 

could be in order to harness the group’s success. Adapting to change is the psychological 

process of transition. Bridges broke down transition into three phases: letting go of the 

past, the “neutral zone” where the past is gone, but the new is not fully here, and making 

the new beginning. 

In Case #1 – “John”, John’s work-group absolutely cannot let go of the past, and 

subsequently becomes stuck in the “neutral zone”. 

In Case #2 – “Buddy”, Buddy’s work-group unfortunately fails to make the new 

beginning, subsequently disbanding what had been a very enjoyable, productive 

team. 

In Case #3 – “Susan”, Susan had alienated her work-group enough that the group 

was very eager to jump to make the new beginning. 

In Case #4 – “Renee”, Renee’s loss is dealt with merely by employing a “Next 

Man Up” philosophy, or strategy. 

In Case #5 – “Lou Anne”, Lou Anne’s sudden and unexpected loss has kept her 

previous work-group churning in the “neutral zone”, where the past is gone, but 

the new isn’t fully present.   

In Case #6 – “Russ”, Russ’s work-group also was very eager to jump to make the 

new beginning. 
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Peter Vaill’s “Permanent White Water” 

 
Source: http://www.setanewdirection.com/en/world-globalization/89-articles/164-peter-vaill  
 

Figure 68. Peter Vaill’s “Permanent White Water” 

The sudden and unexpected loss of the work-group member takes place within the 

“permanent white water” that Peter Vaill speaks of. 

Peter Vaill had coined the term “permanent white water”, which was defined as 

“the turbulent social and organizational conditions that managerial leaders face today”. 

Peter Vaill’s thoughts on Permanent Whitewater were entitled: Learning as a Way of 

Being: Strategies for Survival in a World of Permanent White Water and Managing as a 

Performing Art: New Ideas for a World of Chaotic Change. 

In Case #1 – “John”, the turbulent social and organizational conditions entailed a 

sudden and unexpected loss of a tremendous leader. Subsequently replacing John, 

the Ron experiment miserably fails. These conditions also include radically 

different attitudes toward how John was treated and how Ron was treated. 

This researcher feels that two quotes from Peter Vaill accurately relay the 

quandary that John’s work-group found themselves in: 

In the world of permanent whitewater, one cannot know where the next 

opportunity or threat is going to come from. Yet when it comes, a great deal 

depends on possessing or being able rapidly to acquire a useful way of thinking 
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about it so that courses of action one has under way will not be shattered. This job 

that calls for the whole person is enormously absorbing. 

Also, 

Teamwork doesn’t happen automatically, and it doesn’t result just from the 

exhortations of a single leader. It results from members paying attention to how 

they are working together, and consciously developing patterns of working 

together that all members find challenging and satisfying. Team members have to 

talk to each other about how they are working as a team; they have to process 

their group actions. This calls for a collective self-awareness, openness, and 

maturity that are still not widely found in very many teams in our culture. 

(Quotes attributed to: http://www.setanewdirection.com/en/world-

globalization/89-articles/164-peter-vaill ) 

In Case #2 – “Buddy”, the turbulent social and organizational conditions entailed 

a sudden and unexpected loss of a loved member of a team. The “disenfranchised 

grief” that this loss generated was not addressed or supported by management. 

In Case #3 – “Susan”, the turbulent social and organizational conditions entailed a 

sudden and unexpected loss of a toxic work-group member, to where the group 

jubilantly tackled handling the transition away from Susan. 

In Case #4 – “Renee”, the turbulent social and organizational conditions entailed 

a sudden and unexpected loss of a work-group member who handled delicate 

union worker relations, but, nonetheless, was replaced with a boilerplate “Next 

Man Up” philosophy by management. 
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In Case #5 – “Lou Anne”, the turbulent social and organizational conditions 

entailed a sudden and unexpected loss of a work-group member who had finally 

gained leadership traction, only to see the work-group struggle without her, 

attempt to remain loyal to her memory, but eventually needed to acquiesce to 

newer management philosophies. 

In Case #6 – “Russ”, the turbulent social and organizational conditions entailed a 

sudden and unexpected loss of a work-group member who did not have the 

support of his work-group, and, at least socially, had serious issues with his co-

workers. Russ’s relationship with his work-group was the definition of “white 

water”. 

Meredith Belbin’s Team Role Inventories 

Meredith Belbin authored the book Management Teams in 1981. Within his work, 

he presented conclusions on how team members interacted during business games. One 

of his key conclusions was that an effective team has members that cover the key role in 

how the team carries out the work and the key role in the managing of the team. These 

roles could potentially be separate and distinct from the role that each team member 

originally had been designated in carrying out the work of the team. 

In Case #1 – “John”, John was the consummate Teamworker. He served as an in-

group diplomat. John calmed the waters of the work-group. John resolved 

conflicts, was sensitive to others’ needs, and was socially oriented. He gave help 

to others, and he gave his own personal support to the entire work-group. This 

proved detrimental to the work-group when he needed to be replaced. 
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In Case #2 – “Buddy”, Buddy was also a Teamworker. Many in his group referred 

to Buddy as “the Glue Guy” for holding everything together for his work-group. 

Buddy’s skills enabled the team’s long-term cohesion. Buddy always wanted to 

make certain that everyone was at the practices, that, without even thinking about 

it, he was ensuring that the team was fully functioning by working on the myriad 

of interpersonal relationships that were necessary for functioning. This also 

proved to be detrimental towards the work-group when absolutely no one was 

available to suddenly take on that mantle. 

In Case #3 – “Susan”, Susan had a toxic enough of a personality, she essentially 

refused to adequately take on a role within her personal work-group. The work-

group subsequently removes her from her “role” within the group. 

In Case #4 – “Renee”, Renee was a specialist. Her expertise as a Union 

Representative brought knowledge to the team, but Renee could only contribute 

on that particular specialty, and she did prove to be uninterested in anything that 

lay outside that specialty.  

 Due to her disinterest in the work-group’s regular day-to-day activities, 

she was found to be easily replaced (“Next Man Up” strategy). 

In Case #5 – “Lou Anne”, Lou Anne was a Plant. She tended to have brilliant 

ideas, but did tend to situate herself away from her other work-group members, at 

least initially. Once she leaves, her loss of creativity proves very difficult for the 

work-group to replace. 

In Case #6 – “Russ”, Russ was a Completer / Finisher. He proved to be true to his 

role by unduly worrying and his refusal to delegate. His prickly manner, in 
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refusing to delegate and to trust his work-group led to a distrust and a disliking of 

Russ by his work-group. 

The Concept of Collective Intelligence 

 

Diagram from: http://en.wikipedia.org/wiki/File:CI_types1s_2.jpg (Author: Olga Generozova) 

Figure 69. The Concept of Collective Intelligence  

Collective Intelligence appears in consensus decision making and emerges from 

the competition of many individuals, the collective efforts of many individuals, and the 

collaboration of many individuals (Hofstadter, 1979). Collective Intelligence is 

considered a group intelligence, or a shared intelligence. 

This researcher witnessed the effects of this Collective Intelligence when 

researching the events of what transpired with both Susan’s work-group, as well as 

Russ’s work-group. 

In Susan’s work-group, the self-organized system, the Collective Intelligence of 

the group, works around Susan by establishing an informal support network to counteract 

her toxic nature towards the group. The self-organized system essentially forms an “ad 

hoc community” (as in the figure above) in order to provide the necessary support to the 
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members who need support and also to “fill in the gaps” of internal communications that 

were thwarted by the necessary cancelling of the meetings in order to avoid Susan. 

 In Russ’s work-group, the self-organized system, the Collective Intelligence of 

the group, works around Russ by establishing an informal support network to counteract 

his detached nature towards the group. The self-organized system essentially forms an 

“ad hoc community” (as in the figure above) in order to provide the necessary support to 

the members who need support and also to “fill in the gaps” of lapses in managerial 

communications and lapses in managerial functions, which were carelessly created by the 

disinterested and detached Russ. 

Symbolic Interactionism 

With Symbolic Interactionism, people do not respond to a physical reality, but 

rather to a social understanding of reality. This reality is seen as a social, developed 

interaction with others. One of the central ideas behind Symbolic Interactionism is that 

individuals are created through interaction. Society, as well, is created through social 

interaction. 

When thinking on this central idea of Symbolic Interactionism, this researcher 

contemplates Russ, to where Russ refuses to interact with his work-group; therefore, Russ 

cannot create a helpful society for himself. 

Another central idea behind Symbolic Interactionism is that human action is not 

only interaction among individuals, but also interaction within the individual. 

  When thinking on this central idea of Symbolic Interactionism, this researcher 

contemplates Lou Anne, to where Lou Anne was thoughtful in her interactions with 

others. Lou Anne was also a deeply thoughtful person. There was a balance in her. The 
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human being must be understood as a thinking being, and Lou Anne was a thinking 

being. 

Another central idea behind Symbolic Interactionism is that humans define the 

situation that they are in. An actual environment exists, but it is our definition of it that is 

important. 

  When thinking on this central idea of Symbolic Interactionism, this researcher 

contemplates Susan, to where Susan defines her very own environment in such negative 

terms. Susan’s definition of her workplace is one which is stifling and very disrespectful. 

She subsequently suffocates within this environment, while she was easily offended and 

hurt. Susan’s definition of the workplace was radically different from others’ perceptions 

of the very same, identical workplace. Inherently, the definition results from ongoing 

social interaction and thinking. If everyone is avoiding Susan’s desk, she is denied that 

necessary social interaction. Without that necessary social interaction, her definition of 

her environment becomes skewed. Susan has no one to check her definition of the stifling 

and very disrespectful environment. It subsequently becomes a downward spiral for 

Susan because, with her definition growing worse and worse by the day, more people 

avoid her desk, her definition decreases, ad infinitum. 

Another central idea behind Symbolic Interactionism is that the cause of human 

action is the result of what is occurring in our present situation. 

  When thinking on this central idea of Symbolic Interactionism, this researcher 

contemplates John, to where John’s “transition” to Ron is an abysmal failure. The work-

group is definitely not focused on the present. John’s old work-group is focusing intently 

on the past instead, hence, no human action is transpiring. 
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Susan A. Berger’s Five Identities of Grievers 

Susan A. Berger (2009, p. 4) identified five variant types of grievers who are 

grieving a loss: 

Seekers tend to adopt spiritual, philosophical, or religious beliefs to provide a 

sense of belonging and to create some meaning in their lives that they never had or lost 

when their loved one died. They ask philosophical, existential questions about the world 

and their relationship to others. They also look outward towards the universe. 

Activists’ main focus is on helping other people who are dealing with the myriad 

of issues that caused their loved one’s death, such as social problems, a sudden or 

terminal illness, or violence. Activists may also focus on education. They create meaning 

from their loss by energetically contributing through careers that give them a purpose in 

life or contributing to the quality of life through activities. 

Normalizers are committed to creating or recreating community due to the fact 

that they have a strong sense of having lost their community, friends, and family, as well 

as their lifestyle (that accompanied them) once their loved one passed away. They place 

their initial emphasis on community, friends, and family. 

This researcher finds that Buddy’s work-group was displaying this identity type. 

Their group was attempting to normalize their sense of community, but came up short as 

a group. 

Memorialists commit themselves to attempting to preserve the memory of the 

loved one that they have lost. 
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This researcher finds that Lou Anne’s work-group was displaying this identity 

type. They had fought hard to attempt to preserve her memory, but eventually acquiesced 

once new management came online with their own ideas on how to run the division. 

Nomads don’t yet understand how their loss has currently affected their lives. 

They have not yet resolved their grief. 

This researcher finds that John’s work-group was displaying this identity type. 

John’s previous work-group has definitely not resolved their grief, and they are still 

wrestling, as a work-group, with exactly how that loss of John has affected their lives. 

Disenfranchised Grief 

Disenfranchised grief (Doka, 1989) is a relatively new term that identifies grief 

that is not being acknowledged by society. Disenfranchised grief is challenging for 

people, or groups of people to overcome, for a variety of reasons. 

  Initially, society does not recognize the loss or death, subsequently the griever 

does not possess the community support socially, not having the ability to openly discuss 

what he is dealing with. The griever may become more angry or depressed because he is 

not able to openly discuss the recently experienced loss; therefore, he does not have the 

ability to fully express his grief. 

With Buddy’s work-group, the group is searching for some resolution to the event 

of Buddy’s death, but the employer is not assisting with the endeavor because, according 

to management, the group is “only a softball team”. 

With Lou Anne’s work-group, management is not fully cognizant of just how Lou 

Anne resonated with her two employees; therefore, there is not that connection from 
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management towards the work-group to adequately and significantly mirror that loss, and 

for management to assist the struggling work-group in any way possible. 

Frank Eyetsemitan’s Stifled Grief 

Frank Eyetsemitan suggested that organizations promote stifled grief, which he 

defined as grief denied its full course, as recommended in Worden’s (1991) four tasks of 

mourning. Eyetsemitan stated, “While organizations seem to recognize different losses, 

the emotional attachments formed by their employees are poorly comprehended.” 

(Eyetsemitan, 1998). This concept of stifled grief could be applied to many of the cases 

denoted in this dissertation. The work-group members of Lou Anne were denied their 

grief in its full course. The same could be said of Buddy’s work-group, as well as John’s. 

Eyetsemitan (1998, p. 477) further states: “Also, understanding that grief is a 

process and how Worden’s (1991) four tasks of mourning are applied in the workplace, 

as suggested below, may be a helpful guide to organizations in handling employee grief: 

 Task 1: Accept the Reality of the Loss 

 Task 2: Work Through to the Pain of Grief 

 Task 3: Adjust to the Environment in Which the Deceased is Missing 

 Task 4: To Emotionally Relocate the Deceased and Move on With Life 

Allowing that process to run its course, especially in the John, Buddy, and Lou 

Anne scenarios would have had pronounced effects on their respective work-groups. 

Eyetsemitan (1998) concludes with, “Future studies should investigate the effects of 

stifled grief on both the employee’s mental health and on performance of different jobs, 

as the effects may vary depending on the nature of the work” (p. 469). 
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John’s work-group was prominently impacted by the loss of John. The 

performance of the work-group suffered a noticeable downturn from management’s 

perspective. The concept of stifled grief demands further validation from a large-scale 

study. 
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Chapter 5:  

Discussion, Conclusions, and Recommendations for Further Research 

The major research question is as follows: How do work-groups manage the 

sudden and unexpected loss of a work-group member? 

Theory Development 

Ultimately, several theories presented themselves. Second order themes (or 

categories) subsequently emerged. 

1. (Second Order Theme) Emotion within the work-group plays a large role 

within the work-group. 

a. The elevated emotional intelligence (EI) of the lost employee factored 

in strongly not only in their personal performances, but also in the 

difficulties in replacing that emotional intelligence. 

b. The more “emotionally invested” the lost person was in his ownership 

of the work-group, the work-group would feel that loss much more 

strongly. 

c. What was also revealing to hear was how one person can sabotage an 

entire work-group (a toxic member) and hijack an entire work-group. 

Reflexively, hearing how that work-group subsequently works around 

that person also provided tremendous learning for this researcher. 

d. What this researcher also found insightful was just how callous, or in 

denial of their emotional state, workers can be. 

e. Conversely, just how loyal people can be was also a tremendous 

learning point for this researcher. 
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f. The higher the respect and admiration that the work-group has for the 

lost work-group member, the more difficult the work-group survival. 

g. The greater the resonance that the missing member had, the more 

difficult the work-group survival. 

h. The greater the loyalty that the work-group has for the missing 

member, the more difficult the work-group survival. 

2. (Second Order Theme) The role of management is of high importance in the 

recovery of the work-group. 

a. Seemingly, on the surface, unimportant work-group members may 

actually be the ones that figuratively oils the entire machine. Within 

that same vein, seemingly unimportant groups (like the softball team) 

have a quietly tremendous impact on an organization. There is 

resonance. 

b. The greater the size of the void that the missing member leaves, the 

more difficult the work-group survival. 

c. Management’s handling of the loss situation plays a significant role in 

determining the work-group’s survival. 

3. (Second Order Theme) The Tuckman stages were pliable in nature. 

a. The pliability of Tuckman’s stages and seeing condensed phases of 

that model playing out within these conversations were truly learning 

moments. 

b. Tuckman Stage resolution plays a significant role in determining the 

work-group survival. 
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4. (Second Order Theme) The role of the missing member weighed heavily with 

just how the work-group responded to the sudden and unexpected loss of the 

group member. 

a. The role of the lost work-group member within the work-group plays a 

major role in work-group survival. 

5. (Second Order Theme) The manner of the loss of the missing work-group 

member played a major role in just how the work-group responded to the 

recovery opportunities that were placed in front of them. 

a. The manner of the loss of the missing work-group member plays a 

significant role in determining work-group survival. 

Model Based Upon Theme Progressions (Emergent Theory) 

Three major theme progressions have developed from the second level of coding 

(second –order themes). These three major theme progressions are as follows: 

1. All three of William Bridges’ phases of organizational transition need to be 

allowed significant time to progress and transpire. An expansion of grieving 

space is needed. In the cases where the lost members were considered toxic, 

the significant time is used by the work-group to detoxify and recover from 

the loss of the missing member.  

2. There is a need to delicately strike a balance between the understanding and 

the comprehension of the meaning of the chaos event, while still establishing 

the true new beginning. 

3. Both sides (both management and employees) need to establish and assist 

with meanings. Both sides (both management and employees) need to 
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establish ownership of the loss equally. Both sides (both management and 

employees) need to be peacefully reconciled with one another. Human beings 

act toward things on the basis of the meanings that the things have for them. 

a) Allow significant time for all three of William Bridges’ phases of 

organizational transition to transpire. There must be an expansion of the grieving space. 

Grieving time is needed. In the cases where the lost members were considered toxic, the 

significant time is used by the work-group to detoxify and recover from the loss of the 

missing member. 

John - John’s work-group needs some time to adjust to this sudden and 

unexpected loss. The work-group may not be in a good emotional state to really be ready 

to move on. “Moving on” cannot be forced onto a work-group. The fact that John was 

highly admired and respected within this work-group, that John had a very high 

resonance within his work-group, that the sudden death saddened and incapacitated this 

work-group, and that the emotional intelligence with John was high all lead to a need for 

an increase, or an expansion of, the grieving space. More grieving time will be needed by 

this work-group. 

Buddy – Buddy’s work-group was significantly dealing with disenfranchised 

grief. More grieving time will be needed. The grief timeline for Buddy’s work-group 

needs to be substantially lengthened. The employees need some space to process this case 

of disenfranchised grief. This sudden and unexpected loss to this work-group is having a 

much larger impact than anyone had originally thought. By that same thought process, 

management itself needs some grieving time to substantially and significantly recognize 

the effect of the sudden and unexpected loss. The fact that Buddy was highly admired and 
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respected within this work-group, that Buddy had a very high resonance with his work-

group, that the sudden death saddened and incapacitated this work-group, and that the 

emotional intelligence with Buddy was high all lead to a need for an increase, or an 

expansion of, the grieving space.  

Susan – Susan was a toxic member. There is no question of that. There needs to 

be an adequate amount of time for the detoxification of the staff. Susan was not respected 

within the work-group at all. Susan had zero resonance with her work-group whatsoever. 

The work-group rejoiced when Susan “moved on”. Emotional intelligence was 

nonexistent with Susan. Although not possibly considered true “grieving time”, the work-

group, even though perhaps eager to “let go of the past”, there still remains the tasks of 

learning exactly what Susan did in the way of everyday work, detoxifying the work-

group, and making the new beginning a hard reality. 

Renee – Time will be needed to find someone that the employees will trust in a 

union steward situation. Especially with regards to sensitive issues, such as the union 

interactions, a Next Man Up strategy could be devastating to the work-group. Renee had 

respect from the work-group; however, she was not admired. Renee was neutral with 

regards to resonance within her work-group. The “Next Man Up” philosophy neutralizes 

and protects the work-group, in a sense, from the sudden and unexpected loss. Emotional 

intelligence was negligible with Renee. The thought behind the “Next Man Up” strategy 

is to seemingly protect and quickly replace a lost member. This researcher feels that this 

condensed grief timeline will not benefit the work-group in an overall, holistic manner. It 

would merely be a “band-aid” approach to the sudden and unexpected loss. 
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Lou Anne – The employees need a much larger timeline in order to adequately 

process and transition between supervisors. The grief timeline needs to be substantially 

lengthened. The respect and admiration that the work-group displayed toward Lou Anne 

was initially low, but that changed more towards the positive. Lou Anne’s resonance was 

quietly there, but suddenly showed. Her sudden death saddened and incapacitated the 

work-group. Lou Anne’s emotional intelligence was high, but was hidden. All of these 

factors point to a need for an expansion of the grieving space. This expansion of the 

grieving space will assist in preventing stifled grief. 

Russ – Time will be needed for the staff to re-acclimate to a brand new 

supervisor, one who cares about his or her work-group. There was a low respect and a 

low admiration for Russ from the entire work-group. Russ also had zero resonance with 

his work-group whatsoever. Russ did not invest in the work-group, so the work-group 

was not concerned with the manner of loss. Emotional intelligence was nonexistent with 

Russ. Although not possibly considered true “grieving time”, the work-group, even 

though perhaps eager to “let go of the past”, there still remains the tasks of learning 

exactly what Russ did in the way of everyday work, detoxifying the work-group, and 

making the new beginning a hard reality. This work-group has grown accustomed to 

having an absentee boss. There may be significant transitions ahead for them if they find 

themselves with a very hands-on, micromanager type of a supervisor. 

b) The thought is in delicately striking a balance between understanding and 

comprehending the meaning of the chaos event while still establishing the true new 

beginning. One needs balance in the permanent white water. The thought is “don’t tip 
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over the raft”…”don’t tip over the canoe”…”don’t over-compensate”…”row on both 

sides of the craft”…”balance the ghost group with the go group”. 

John – The situation is not balanced now. John is a very difficult person to 

replace. The managerial transition plans need to be established and balanced while the 

manager in charge is present and engaged. John was the “Glue Guy” within his work-

group. There needs to be a balance struck between understanding exactly the value that 

John brought to the work-group and what is lost versus the likelihood of adequately 

replacing John. The value of the missing member is tremendous. The void of John’s loss 

is large. Understanding this void will assist with the work-group’s comprehension of the 

chaos event. Within Tuckman’s stages, the work-group is refusing to move to the 

mourning stage. This refusal to move to the mourning stage must be addressed by the 

work-group in order to establish that balance that is needed for the work-group, in a 

reconstituted form, to move on and progress. 

Buddy – There very much needs to be balance established in order to make sense 

of the chaos and the true new beginning. The work-group needs a balanced recognition of 

their group’s loss, even if management deems this loss to be inconsequential to the work-

group’s main functionality. Buddy was the “Glue Guy” within his work-group. There 

needs to be a balance struck between understanding exactly the value that Buddy brought 

to the work-group and what is lost versus the likelihood of adequately replacing Buddy. 

The value of the missing member is tremendous. The void of Buddy’s loss is large. One 

can argue that Buddy is irreplaceable. Understanding this void will assist with the work-

group’s comprehension of the chaos event. Within Tuckman’s stages, the work-group 

subsequently implodes on the sudden and unexpected loss. The balance that the work-
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group needs is an understanding from management that this loss is significant to them, 

and that they are currently suffering from disenfranchised grief. This disenfranchised 

grief needs to be adequately comprehended and understood in order for the work-group 

to establish their true new beginning, which would be in a reconstituted form. 

Susan – There is zero balance in the Susan situation to begin with. Ironically, 

there may be a tighter and better-functioning work-group now that Susan has “moved on” 

because the work-group has been through the stories of sustaining themselves and the 

stories of surviving Susan together as a work-group. Now the work-group is bonded. 

Susan had refused to take on a role within the work-group. The work-group is unbalanced 

right from the beginning. The size of the void that she has left is minimal. The only task 

is to divvy up her work. There may be some difficulties, however, in re-balancing this 

situation if Susan may have taken some important computer files with her or she was not 

forthcoming in really advising others just what she was up to, work-wise, on a day-to-day 

basis. Within the Tuckman stages, the forming of the work-group never takes place. This 

work-group is way behind where it needs to be and is subsequently unbalanced. Upon 

getting the work-group back up to an acceptable pace of work, maintaining that day-to-

day balance will be critical to the work-group in order for the group’s progression to 

occur. 

Renee – “Next Man Up” is not a balanced strategy. “Next Man Up” is a strategy 

with a boilerplate solution, and cannot be leveraged in every single instance. Renee has 

not left much of a void. The “Next Man Up” strategy is considered their performance 

stage.  
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Lou Anne – This work-group needs time to balance. The work-group needs a 

balanced recognition of their group’s loss, even if management deems this loss to be 

inconsequential to the work-group’s main functionality. Lou Anne has left a large void by 

her absence, but the void is filled within a relatively short amount of time. There appears 

to be at least some semblance of balance, at least with regards to replacing her. There is 

an imbalance, however, with regards to truly understanding and comprehending the true 

meaning of the sudden and unexpected loss, at least when it comes to understanding and 

comprehending just how loved and valuable Lou Anne was to her work-group.   

Russ – Balance needs to be restored. There is zero balance in the Russ situation 

currently. The present trend is that management now has employees who are now not 

accustomed to being led by a supervisor who cares. This is not a sustainable situation and 

remains tenuous. The void left with Russ is negligible. There is an imbalance present 

within the work-group right from the beginning. This imbalance needs to be rectified. 

With regards to Tuckman’s stages, the work-group is stuck between the forming stage 

and the storming stage. There is a fluctuation between both of these stages. If some 

balance and consistency are maintained, there may be established then some regular 

movement between the stages.   

c) Both sides (both management and employees) need to establish and assist with 

meanings. Both sides (both management and employees) need to establish ownership of 

the loss equally. Both sides (both management and employees) need to be peacefully 

reconciled with one another. Human beings act toward things on the basis of the 

meanings that the things have for them. 
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John – Management definitely needs to “step up” in this situation. Management 

does need to address the loss in an immediate fashion for the sake of work flow 

continuation. Management didn’t really address the loss. Subsequently, the work-group 

reacts by becoming almost “too loyal” to John, so this affects John’s replacement, Ron. 

Buddy – Management is not recognizing the loss. Management needs to recognize 

that a seemingly inconsequential loss can have the capacity for far-ranging effects within 

a work-group, especially if not addressed by management. Management refused to 

recognize the loss of Buddy. Subsequently, the work-group reacts by becoming 

overburdened with the complete and total ownership of a very heavy loss. 

Susan – The Susan situation is an untenable situation. It needs a solution. 

Management needs to address that situation. The employees need some managerial 

support in an untenable work situation. Management needs to address the potential 

personality conflict issues before they can have the possibility to get way out of hand. 

Management allowed the situation to go on far too long. There is no loyalty toward Susan 

from the work-group. Subsequently, neither management nor the employees are willing 

to establish and assist with meanings.  

Renee – The “Next Man Up” strategy is untenable. The current trend is that 

management does not embrace the required sensitivities necessary to handle the delicate 

situations. The “Next Man Up” strategy is far too “boilerplate” of a solution to be used in 

every single instance. Loyalty toward Renee was surprisingly absent from the work-

group. Both management and the employees need to take ownership of the loss equally. 

Both sides appear to be unwilling to accomplish this. Both management and the 

employees need to assist with establishing and assisting with meanings. Both sides 
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appear to be unwilling to accomplish this. This subsequently leads to a situation that 

appears to be lacking a solid resolution. Unless these items are resolved, there appears 

reasoning that the work-group will remain in limbo. 

Lou Anne – Management needs to recognize the potential emotions of loss. 

Management needs to recognize that there needs to be some sensitivities shown to 

employees who have experienced a sudden and unexpected loss. The potential emotions 

caused by the sudden and unexpected loss could run deeper than upon first analysis. 

Management was eventually required to “move on”, but could have handled the sudden 

and unexpected loss in a more humane manner. The loyalty toward Lou Anne was very 

present from the work-group. The work of establishing and assisting with meanings was 

all accomplished on the side of the employees. There was not an equal weighting of the 

loss between both management and the employees. 

Russ – Management needs to immediately address the issues of the manager’s 

discontent with their staff in a timely and judicial manner. The highest level of 

management left Russ’s employees “out to dry”. Management refused to address the 

manager’s discontent with his staff. The employees need some managerial support in an 

untenable work situation. The employer should use caution not to place the employees in 

a “no win” situation. Management should not have allowed Russ to “disconnect”. There 

was no loyalty toward Russ from the work-group. Neither the employees nor the 

management seemed to be willing to establish and assist with meanings. Neither the 

employees nor the management seemed to be willing to take ownership of the loss. 
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Figure 70. Model: Grieving Space Expansion 

Description of Model: Above is a diagram detailing the final determined model, based 

upon this grounded theory research project. The model is entitled “Grieving Space 

Expansion”. The model is seen as a timeline with older events to the left of the model and 

more recent events to the right of the model. The entirety of this timeline of grieving 

space expansion transpires within an environment of permanent white water. The white 

dialogue box below the blue timeline indicates that an expansion of grieving time, or an 

expansion of grieving space, is required for a proper healing of the work-group that has 

experienced the sudden and unexpected loss of its work-group member. The expansion of 

grieving space is needed to prevent stifled grief within the work-group, allowing time for 

all three of William Bridges’ phases to transpire.  
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There is a mirrored timeline at the top of the “delta” (or change) triangle where 

the “balance” needs to be struck between understanding and comprehending the meaning 

of the chaos event (the sudden and unexpected loss of the work-group member), while 

still attempting to “strike the balance” by establishing the true new beginning. The chaos 

event is to the left of the top mirrored timeline due to the fact that it is an older event on 

the time horizon. The “true new beginning” is to the right of the top mirrored timeline 

due to the fact that it is a newer event on the time horizon. 

The fulcrum, the delta (or change), also known as “the tipping point” contains the 

inescapable aspects of pain, struggle, difficulty, and transition. The thought is to never 

fully “let go” of the valuable learnings that arrive from the chaos event. The true new 

beginning is only possible if that arrow stays positioned and balanced on the top of the 

fulcrum. 

The diamond shapes represent just how management support and employee 

support need to strongly coincide with one another in order to establish and assist with 

meanings early on within the framework of the time horizon, coinciding with the chaos 

event of the sudden and unexpected loss of the work-group member. 

The diamond shapes also represent just how management and employee support 

need to strongly coincide with one another in order to establish and assist with meanings 

later on within the framework of the time horizon, coinciding with the true new 

beginning, where the reconfigured work-group has an opportunity to get themselves re-

adjusted as a group and take a legitimate shot at re-defining themselves as a group. 

Grieving space expansion takes place within an environment of permanent white 

water. The thought is in striking a balance between understanding and comprehending the 
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meaning of the chaos event (the sudden and unexpected loss of a work-group member) 

while still establishing the true new beginning. 

 An expansion of grieving space is needed to prevent stifled grief, allowing time 

for all three of William Bridges’ phases to transpire. 

 The “tipping point”, where the true balance needs to be struck, is purposefully in 

the form of a triangle (and an intentional symbol for delta), indicating change. The 

change contains pain, struggle, difficulty, and transition. 

 Both “employee support” and “management support” are necessary to strike that 

balance between the understanding and comprehending the meaning of the chaos event, 

while still establishing the true new beginning. Both employees and management need to 

take on ownership of the sudden and unexpected loss equally. Both the employee side 

and the management side need to be reconciled. Teamwork between both the employee 

side and the management side is imperative. Human beings act toward things on the basis 

of the meanings that the things have for them. Both sides (management and employees) 

need to establish and assist with those meanings. Balance of the responsibilities for 

managing the necessary transitions between both management and employees must take 

place within the white water environment, with buy-in from management to assist with 

those transitions. 

The final determined model was the result of the entire Grounded Theory 

exercise. The model attempts to relay the turbulent emotion and the permanent white 

water that surrounds a work-group that has experienced a sudden and unexpected loss of 

a group member. 
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Grieving space will be defined as an expansion of the time horizon, to where the 

necessary and required grieving processes are given the adequate time that is needed for 

some proper closure to be achieved by the work-group that has experienced the sudden 

and unexpected loss. This allows any disenfranchised grief the necessary time to stabilize 

as well. 

The model also hopes to relay the delicate balance that must be struck between 

the letting go of the past (the chaos event) and the true new beginning. To completely 

disregard the learnings (albeit painful) of the chaos event does no favors for the work-

group attempting to reconfigure itself. The learnings would become lost. 

The counter-balance aspect of this model as well is that the hand-in-hand, almost 

fraternal, coalescing between management and employees is absolutely necessary to 

cement a pivotal future for the damaged work-group.  

Importance of This Research 

The importance of this research is that the research does indeed present a road 

map for “bridging the gap” between how employers view sudden and unexpected losses 

within their work-group and how that work-group views the sudden and unexpected loss. 

Future Research 

Further study is also warranted for the study of just how various work-groups 

happen to respond to these impetus events. This research only sampled six groups, but 

key learnings quickly emerged, even with only six cases.  

Another area of additional study would be to examine the organizational structure 

of other entities which could encompass more unexpected aspects of a loss. 
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Further study would also be appropriate into understanding how the primary 

learning from this study could be applied in other settings such as areas where losses may 

be more frequent events, such as nursing homes, hospitals, and emergency rooms. 

Implications for Organization Development 

This research has several important implications for the field of Organization 

Development. The initial important implication for Organization Development is that the 

findings of this grounded theory approach are consistent with the very foundational 

values inherent within Organization Development that people matter, that feelings matter, 

that we are all connected. 

This research also presents findings that are consistent with interventions using 

trained transitional counselors. 

Finally, this research presents a methodology for interventions that is largely 

focused on viewing the loss from the ground up: taking the portions of the loss and 

strategically analyzing how each facet of the loss impacts which person and/or group and 

why. 

Personal Impact 

This entire process of a sudden and unexpected loss to a group has very deep, 

emotional roots for this researcher that go way back to Christmas 1975.  

From my sudden and unexpected loss of a 30-year-old uncle (Uncle Paul, also my 

Godfather) at the age of nine years old, and then the subsequent and unwitting analysis 

(on my part) of just how Paul’s other three brothers (one of which was my father), his 

mother, his widow, and his two daughters adapted and changed and coped with this 

sudden and unexpected loss to their group, I had radically ambivalent feelings. There was 
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so much learning inherent within this situation occurring; albeit, the lessons were very 

painful. 

Also, a sudden and unexpected loss of a cousin, Brendan, in 2011, while in the 

early formulation stage of this dissertation was also impactful to this researcher and to his 

parents and sister.  

I am pretty much of an old-school organizer when it comes to tracking my 

thoughts with regards to this dissertation. With pen and paper in an Asian-themed 

restaurant, I had finally written down on paper all of the thoughts and notes that I 

definitely wanted to encompass within this dissertation. This was definitely everything 

that I had aspired to say. 

As I gazed at my finalized pen and paper dissertation findings, I set the paper and 

pen down on the restaurant table, and I was immediately struck by the suddenness of the 

group losses, and I had experienced a sad emotion as to the sudden deaths of some of 

these very valued work-group members. At that point, I felt this tinge of regret that these 

valued team members did not live full and complete lives, by my definition, to where 

they could have fulfilled and finalized their tasks that they had initially set out to do. Per 

this researcher’s assessment, there was limited closure for them as far as I was concerned. 

As I wrestled with that own sense of my interpretations of sudden and unexpected 

loss, I then received my final learning with regards to the findings within this dissertation. 

As the check came at the Asian-themed restaurant, and I read the fortune written on the 

white slip of paper gently folded into my chocolate fortune cookie. My final learning 

took place for me, and tears of closure suddenly streamed down my face very quickly and 

uncontrollably. 
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The serendipitous fortune cookie read thusly:   

 

Figure 71. Serendipitous Fortune Cookie 
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Appendix A: 

“The Darcy Principle” 

I have a 7-year-old daughter named Darcy. Two years ago, while beginning this 

process of writing this dissertation, I had a moment with her where she almost rebuked 

me by stating, “You don’t like mistakes, do you Daddy?” 

I will have to admit that, as a CPA who is in charge of large portions of The Ohio 

State University’s Agricultural budget, I would have to say to that, “No, I do not like 

mistakes!” 

Yet, thinking further on her question though, and surmising how the adult version 

of her would describe that question to me, I found tremendous value in her comment. 

Especially when we are speaking of the sudden and unexpected loss of a work-

group member, her question really seems to ask, “What makes you think that everything 

was going to stay the same way that it was?” “Why can’t you see the opportunity in the 

mistake, or the change?” “It’s going to happen anyway, you may as well rejoice in it!!!” 

“Why can’t you embrace the mistake, or the change?” “Why are you thinking that it 

necessarily is a bad thing?” “Why are you presuming that this mistake or change is bad?”   

Her thought process and her lack of inflexible paradigms truly generated portions 

of this work.   
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Appendix B: 

“Kireji (or the “cutting word”) 

Kireji is a term for a special category of words in Japanese traditional poetry. 

It is used in haikus, as well as in the opening verse of some Japanese literature. 

What is telling here is that there is no exact equivalent of kireji in English. In English, we 

need to account for kireji grammatically with ellipses or a dash. Its function is sometimes 

difficult to define. It is said to supply structural support to the haiku verse. 

Examples in haikus are: 

“spring going- 

birds crying and tears 

in the eyes of fish” 

OR 

“how cool the feeling 

of a wall against the feet- 

siesta” 

When placed at the end of a verse, it provides a dignified ending, concluding the 

verse with a heightened sense of closure. Used in the middle of a verse, it briefly cuts the 

stream of thought, indicating that the verse consists of two thoughts half independent of 

each other. In cutting a poem into two parts, it implies an equation, while inviting the 

reader to explore their interrelationship. Placed elsewhere in the verse, a kireji performs 

the paradoxical function of both cutting and joining; it not only cuts the poem into two 

parts, but also establishes a correspondence between the two images it separates, 

implying that the latter represents the poetic essence of the former, creating two centers 
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and often generating an implicit comparison, equation, or contrast between the two 

separate elements. 

Eastern culture goes much further back through history than Western culture. 

I find beauty in this concept that there can be a “cutting” and a “joining” 

simultaneously within the same poem. We are being invited to see the beauty within the 

separation, and I am hoping that this dissertation allows us to focus on just how many 

possibilities are involved with something that we may initially see as a “mistake”, as in 

The Darcy Principle. A discovery is awaiting to where a work-group can find the balance 

in the separation. We need to explore that inter-relationship.  
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Appendix C: 

Rex Gall Retires 

I had found this announcement in the 

Sunday, February 15th, 2015, 

Columbus Dispatch and was seeing 

so many comparisons to this 

dissertation. 

If you read this, it’s not as if 

Rex has been there for 50 years, but 

he has made a tremendous impact in 

15 years of work. 

He is compared to the 

intricacies of the printing process 

that he has mastered. The values 

state that everything “needs to work 

together”. To refer to Rex as “wizardly” denotes just how high he was regarded amongst 

his work-group. Rex is valued not only for his tremendous skill, but also in the 

compassion that he displayed in his day-to-day worklife. “He will be missed by all.” Rex 

is going to be tremendously difficult to replace. Rex was definitely “The Glue Guy”. 
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Appendix D: 

“In The Aeroplane Over The Sea” by Neutral Milk Hotel (by Jeff Mangum) 

 

 


