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Thispaper investigatesvarious systemmodel sand change guidelines
that deal with the dynamics of successful change. It seeks to find out
whether Malaysian organizations which have achieved successful change
outcomes would have al so managed the change process in accordance to
thegeneral guidelinesderived fromtheliteratureon effectivemanagement
of change.

Primary data for this study was obtained by conducting a mailed
guestionnair e survey among executivesand manager s of seventeen Mal ay-
sian organizations. The main method of analysis is by looking at the
correlation between an organization’s scores on the relevant itemsin the
change process scales and the organization’s perceived effectiveness of
change, as measured by the organization’ s change effectiveness scores.

Thegeneral finding confirmsand reinforcestheliteratureon effective
change management. It wasfound that organizationsthat were perceived
by staff to have achieved successful change outcomes, wer e also perceived
to have managed the change processes well in accordance to general
principles derived from research on organizational change.
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I ntroduction

Changeis one of the most important
elements of successful business manage-
ment today. To remain competitiveinin-
creasingly aggressive markets, organiza-
tions (and individuals in them) have to
adopt a positive attitude towards change,
asignoring or trivializing a change trend
canbecostly. Organizational changethere-
fore, isareality of the modern world. No
matter how changes are defined, the chal-
lenge to the organization is inevitable:
balancing the demands and expectations
among stakeholders, including employ-
ees, management, shareholders, and cus-
tomers. Without balance, an organization
risksan anxiousworkforcethat may yield
diminishing productivity.

Research shows that a significant
number (nearly two thirds) of all major
changes in organizations fail (Maurer
1996). Failed change initiatives represent
atremendouscost toorganizationsinterms
of money, resources and time. Failed
change initiatives a so take a human toll.
Employees are left feeling discouraged,
distrustful, and reluctant to participate in
the next round of failures (Maurer 1996).

Objectives of the Study

The main purpose of this study isto
test various system models and change
guidelines that deal with the dynamics of
successful change. It is hypothesized that
those organi zations, which were assessed
by respondentsto have achieved success-
ful change outcomes, would have aso
managed the change process in accor-
dance to the genera guidelines derived
from the literature on the effective man-
agement of change. Another purpose of
this study is to determine whether the
general guidelines on managing change
areapplicabletoMalaysianorganizations.

Literature Review

In his well-known model of change,
Kurt Lewin (1958) presented afundamen-
tal description of changeand described the
change process of a system as a series of
transitionsbetweenthreedifferent phases:
unfreezing —transition— refreezing. Ac-
cording to Lewin’s force field analysis,
managers create planned change by alter-
ing the restraining and driving forces. A
careful analysis is needed to determine
how the restraining forces can be reduced
and/or how the driving forces can be
strengthened. Lewin'sforcefieldanaysis
has been a popular model for analyzing
change programs and predicting the ef-
fects of future changes.

A rangeof writershasprovided guide-
linesontheprinciplesand practicesunder-
lying the successful management of orga-
nizational change. Nadler (1981, 1989)
discussed various types of change. He
distinguished between changes that are
incremental and which focus only on spe-
cific subsystems of the organization, and
changes, which are strategic. The latter
types of change are “frame bending” in
that frequently involve breaking out of a
current pattern of “congruence” and help-
ing an organization to develop a com-
pletely new configuration.

Dunphy and Stace (1990) provided a
situational model of organizational change.
To define their “scale of change” dimen-
sion, four types of changes were elabo-
rated: fine-tuning, incremental adjustment,
modular transformation, corporatetrans-
formation. Cummingsand Worley (1997)
also discussed the magnitude of change.
According to them, planned change ef-
forts can be characterized asfalling along
a continuum, ranging from incremental
changesthat involvefine-tuning the orga-
nization to quantum changes that entail
fundamentally altering how it operates.
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Many writers stress the importance
of thedevel opment and communi cation of
avision by leaders as part of the change
process(Kanter 1992; K otter 1995; Morris
and Raben 1995). According to Kotter
(1995), inevery successful transformation
effort, the guiding coalition develops a
picture of thefuturethat isrelatively easy
to communicate and appeal sto stakehol d-
ers. Generally, the vision describes the
desired future towards which change is
directed (Cummings and Worley 1997).
Without a sensible vision, a transforma-
tion effort can easily dissolveinto alist of
confusing and incompatible projects that
can take the organization in the wrong
direction or nowhere at al (Burke 1994).
In less successful cases, management had
asenseof direction, but it wastoo compli-
cated or blurry to be useful (Kotter 1995).
According to Kotter, “If you cannot com-
municate the vision to someone in five
minutes or less and get a reaction that
signifies both understanding and interest,
you are not yet done with this phase of the
transformation process.” Vaill (1993)
emphasized the fact that vision is indis-
pensable: “It is the basis on which the
organization acquires and maintains per-
sonal meaning for all those associated
with it.” Nadler (1981) similarly pointed
to the need for change to design a future
state. Typically, thisinvolvesadetermina-
tion of desired output, the devel opment of
strategy to achieve that output, and the
design of task, individual, formal organi-
zation, and informal organization compo-
nent configuration needed to execute that
strategy.

Nadler (1989) further suggested that
employees seem to be capabl e of simulta-
neously integrating only alimited number
of themes for change. Without a sound
vision, change projectswill not add up in
a meaningful way. According to him, in

many failed changeefforts, thereareoften
plenty of plans, and direction and pro-
grams, but thereisno vision.

A necessary condition for successful
implementation of organizational change
isthe perceived, active and symbolic sup-
port and commitment by theleadersof the
organization (Mansis Index of Organiza-
tional Change 2000). Any leadership ac-
tion in an organization domain has poten-
tial symbolic value (Zaleznik 1992).
Bartlett and Ghoshal (1994), in their lon-
gitudinal study of numerousorganizations,
also see leadership as a crucial matter in
managing change. L eadershaveadifficult
task of promoting change when employ-
eesare seeking asense of stability (Moran
and Brightman 1996). Leaders must be
prepared to “walk the talk” (Abraham et
al. 1996). They must be prepared to act in
waysthat are congruent with the message
contained in the vision. Covey (1997) in-
dicated that the“task of |leadersisto create
aculturethat valuesintegrity and empow-
erment. Without that culture, you may
have formal leaders but you won’'t have
true leadership.”

Stace and Dunphy (1994) indicate
that leadership at the top is not enough.
Success depends on building a broader
base of support with other individual swho
first act as followers, then as helpers and
finaly as co-owners of the change. They
believe that the workforce should be in-
volved in the setting of major organiza-
tional goalsfor change aswell asin their
implementations.

Nadler (1981) pointed to participa-
tion as one of the key action steps to
motivate change. Reichers et a. (1997)
found that over two-thirds of the respon-
dents in their study would like a high
degree of participation in decision-mak-
ing.
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Gilliam’s(1986) found that employ-
eesoftendirect their energy intoresistance
duetolack of knowledgethat would allow
themto channel their energy into support.
AccordingtoAbrahametal. (1999), large-
scale change requires the allocation of
considerable resources in support of the
change. Financial and human resources
must be alocated to plan, monitor and
implement the change. Nadler (1981)
emphasized the necessity for allocating
such resources to the change processes.

The empowerment of subordinates
aswell asrecognition and reward for good
work, have been clearly recognized as
effective organizational practices
(Abrahametal.1999). Block (1987), Sathe
(1985) and Weishord (1989) have simi-
larly emphasized theimportance of recog-
nition and reward in motivating work per-
formance.

Nadler (1981) pointed out that “re-
wards such as bonuses, pay systems, pro-
motions, recognition, job assignment, and
status symbols al need to be carefully
examined during major organizational
changes and restructured to support the
direction of the transition.” The Mansis
Index of Organizational Change (2000)
reinforced thisfact by explaining that ex-
pectation of reward and recognition are
the measure of employee belief and trust
inmanagement andtheorgani zationwishes
to keep promises and to recognize good
employee performance. Without this ex-
pectation, employees resist the risk asso-
ciated with organizational change.

Ulrich and Lake (1991) maintained
that there should bel essemphasi son puni-
tive practices and more on rewards as a
positive force aiming at shaping the de-
sired behaviours. Spritzer (1996) provided
a number of reasons why organizational
rewards fail to have the desired motiva-
tional impact. Among these are an exces-

sive dependency on monetary rewards,
lack of recognition value of the rewards,
and rewarding the wrong performances.
Kohn (1993), an opponent of rewardsand
incentive plans, pointed out that rewards
succeed at securing only onething, that is
temporary compliance. Accordingtohim,
whenit comesto producinglasting change
in attitudes and behaviours, rewards, like
punishment are strikingly ineffective.
Some writers emphasize the impor-
tanceof special structuresneededto effec-
tively manage the change process. Ac-
cordingto Nadler (1981), these“ parallel”
structures are developed outside the nor-
mal structure to enable the management
and monitoring of change processes as a
whole, without putting a strain on regular
organizational arrangements. Morris and
Raben (1995) supported Nadler’ spoint by
suggesting that there was a need for a
particular “transitionmanager” drivingthe
change, with a network of “transition co-
ordinators’ to form such a parallel struc-
ture. This paralel structure can include
special task forces, cross-functional teams,
pilot projects and experimental units.
Beckhard and Harris (1987) recom-
mended the creation of a transition man-
agement team (TMT) with resources and
influences to integrate and manage the
change process. Duck (1993) similarly
draws attention to transition management
teamsinmanaging organizational change.
Many writers explained how clear,
honest and frequent communication is
important for organizational changeto be
successful (Covin & Kilmann 1990;
Bronson1991; Covin1993; Y oung & Post
1993). Sharinginformation and empathi z-
ingwithemployeeconcernscanhelpmini-
mize speculation and anxiety. Effective
communication cantakeaway at least part
of the feeling of uncertainty and lack of
information about the change, reducing
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speculation and unfounded fears. Com-
munication needsto be managed so that at
any point in the transition, confusion can
beavoided through coherent, accurateand
honest messagesusing avariety of media,
whichisexpected to have broad coverage
and frequent impact (Kanter 1992). Com-
munication further occurs through evi-
dence of action matching rhetoric and the
use of symbols and language to create
energy (Morris and Raben 1995).

Some writers highlight the impor-
tance of having many points of leverage,
which have to be simultaneously used to
bring about successful organizational
change. Nader (1981) pointed out the need
for theinfrastructureof theorganizationto
be adjusted in order to be consistent with,
and in support of the change. Others fo-
cused on planning processes, information
systems, rewardsandincentives, standards
and measures of performance, budgeting
and resource allocations which must not
be allowed to lag behind the change
(Abraham et al. 1997).

Resear ch Hypotheses

The followings are hypotheses to be
tested in this study:

H, @ Successful change outcomeswould
be associated with action by senior
management to devel op, justify and
communicate an organization’ svi-
sionwith a limited number of clear
and consistent themes for change.

H, : Successful change outcomeswould
most likely beassociated with cohe-
sive actions from the CEO, board
and senior managementteamincre-
ating a sense of urgency, sharing
and championing a common vision
and modelling appropriate change
behaviours to manage alignment
behind the vision.

H, : Successful change outcomeswould

most likely be associated with a

| eader ship style, which emphasized

involvement, participation and em-
power ment.

. Successful change outcomeswould
be accompanied by the provision of
adequate financial, human, train-
ing resour cesand management sup-
port.

H. : Successful change outcomeswould
have been specifically associated
with a variety of rewards with the
power to motivate appropriate
change behaviours — e.g. personal
satisfaction, challenge, identifica-
tion with and ownership of the
change, identification with influen-
tial managers, financial rewards,
team pressure, and so forth.

H. : Motivational strategiesthat empha-
sized punitive action would not be
associated with successful change
outcomes.

H. : Successful change outcomeswould
be accompanied by specific struc-
tural arrangements to manage the
change.

H, : Successful change outcomeswould
most likely be associated with com-
munication strategies that empha-
sized direct communication and
“proof” by managers of commit-
ment to the change process as well
as a variety of media emphasizing
writtenor symboliccommunication.

H. : Successful change outcomeswould

most likely be associated with all

the above dimensions at once. In
other words, H, to H, would apply
together rather than selectively.

The last hypotheses basically postu-
lates the integrated nature of the “univer-
salistic principles’ associated with Hy-
potheses 1-7.
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Resear ch M ethodology

Data

Primary data for this study was ob-
tained by conducting a survey. Sampling
techniqueisacombinationof convenience,
guota and purposive sampling. A total of
238 questionnaires were distributed to 17
locally incorporated organizations con-
fined within the Federal Territory Kuaa
Lumpur and Selangor, Malaysia. A total
of 193 responseswere obtained, giving an
average of 11.4 responses per organiza-
tion and an overall response rate of 81.1
percent. The detail of the organizationsin
term of industry is presented in Table 1.

The survey instrument was a ten-
page questionnaire using 5-point Likert-
type scale of 1-5, with 1= Strongly Dis-
agree, 2= Disagree, 3= Neutral, 4= Agree,
and 5= Strongly Agree. Thequestionnaire
is adapted from Abraham et al. (1999).

Formation of Organization-
Level Variablesand
Effectiveness Composite

M easur es

The statistical analyses relevant to
the examination of the research hypoth-
eses require analyses at the organization
level, i.e. with the organization asthe unit
of analysis. Thus, the data from the 193
returned questionnaires were initially
coded into adatamatrix with each respon-
dent (or questionnaire) as aunit of analy-
sis. From this, a data matrix with each
organization as the unit of analysis was
formed by aggregating theresponsesfrom
each of the organizations on each of the
items on the questionnaire. For question-
naire items with a rating scale response
format (al itemsin Sections|, J, K, L, M,
N, O), an organization’s score on a par-
ticular item was cal culated as the average

Table 1. Organizations Included in the Study

Organization Industry / Core Business
1 Aviation & Aerospace/ Transport
2 Banking & Finance/ Commercial Banking
3 Banking & Finance/ Commercial Banking
4 Banking & Finance/ Commercial Banking
5 Oil & Gas/ Petrochemical
6 Communications & Multimedia/ Telecommunications
7 Information Technology / Computer Hardware/Software/Solutions
8 Communications & Multimedia/ Telecommunications
9 Communications & Multimedia/ Telecommunications
10 Infrastructure / Construction & Power Generation
11 Investment (Statutory Body)
12 Taxation (Statutory Body)
13 Insurance/ Life Insurance
14 Banking & Finance/ Commercial Banking
15 Consulting / External Auditing
16 Insurance/ Life Insurance
17 Education / Tertiary Education
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rating givenfor that itemby all therespon-
dents from that organization.

QuestionnaireitemsinSectionHyield
categorical responses and therefore, the
formation of organizational variables by
the calculation of mean scores would be
inappropriate. For this section, organiza-
tion level variables were generated by
defininganew variablefor each of thefour
response options. The score on each of
these variables was cal culated as the pro-
portion of respondentswithin each organi-
zationthat marked each of thefour catego-
ries. Therefore, for Section H, four new
organizational level variableswereformed
(H1, H2, H3 and H4) corresponding to
each of theresponse categories1to 4 with
an organization’s score on (say) variable
H1 being the proportion of respondents
from that organization that chose option 1
for Section H.

Theresearchhypothesesfor thisstudy
relate to the relationships between an
organization’ sscoresontherelevantitems
in the change process scales and the
organization’s perceived effectiveness of
change, asmeasured by theorganization’s
scores on the final ten items in the ques-
tionnaire (Section O, Items 1-10). Inspec-
tions of the correlations (across the 17
organizations) among these ten effective-
ness items showed them to be relatively
strong and positively associated, which
suggested that these items might be val-
idly combined to form acomposite effec-
tiveness score for each organization. This
was confirmed by the high Cronbach Al-
pha reliability estimate of 0.98 for an ef-
fectiveness measure calculated as the av-
erage of an organization’ sscoresonitems
0O1-010(Reliability Analysisfor Effec-
tiveness measure shown in Table 2). The

Table 2. Reliability of Composite Effectiveness Scale

Alphalf
Item The change resulted in: Item
Deleted
Effectiveness 1 Improved products or services .9857
Effectiveness 2 Measurably higher productivity .9866
Effectiveness 3 Improved services to customers and clients .9864
Effectiveness 4 Measured improvements in goal-oriented .9870
criteria, such as revenues, growth, customer
satisfaction, or other such criteria
Effectiveness 5 Improved efficiency .9873
Effectiveness 6 Greater ability to compete in the marketplace .9873
Effectiveness 7 An overriding culture of quality and excellence .9856
Effectiveness 8 A sense of awareness, belonging and feeling
part of the team/organization .9870
Effectiveness 9 A greater sense of cohesion and integration in
the organization .9870
Effectiveness10  Greater long-term health of the organization .9872

Alpha=0.9880
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Cronbach apha reliability estimate was
dightly reduced withtheremoval of any of
theten itemsfrom the composite measure
indicating that all ten items were impor-
tant in the scale. The final ten items were
averaged to form a composite effective-
ness score for each organization, whichis
labeled effectiveness. Themain method of
analysis is by looking at the correlation
between an organization’s scores on the
relevantitemsinthechangeprocessscales
and the organization's perceived effec-
tiveness of change, as measured by the
organization’ schangeeffectivenessscores.

Resear ch Results

The detailed results of this study are
presented in Appendix 1.

Hypothesis 1

Thereisclear support for Hypothesis
1 relating to visions and supporting plans.
The highest correlation with effectiveness
arewith the existence and extent to which
therewasaplan detailing thevarioussteps
of the change (Item 18, r = 0.797) and a
clear picture of how the organization will
look likeinthefuture(Item111,r=0.776).
High correlations are al so associated with
aclear indication of how thechangewould
impact upon your job (Item 19, r = 0.710)
and an explanation of the advantages to
key internal groups (Item 14, r = 0.709).

All correlations were significant at
the0.01 levels, except for items| 1, 12 and
110 which were not significantly corre-
lated with effectiveness. Theresultsfor the
threeitemsmay indicatethat giventhefact
that the magnitude of change was mostly
small to medium scale, and not organiza-
tion-wide (refer section 3.3.1), thelimited
number of themes and directionswere not
particularly applicableinthisstudy (Items
I1and12) and did not entail major changes

in the organizations' core values and be-
liefs (Item 110).

Hypothesis 2

With the exception of Item J1, al
itemswerecorrel ated with effectivenessat
the 0.01 and 0.05 levels. Item J1 was not
significantly correlated possibly duetothe
fact that employeesdid not need top man-
agement to remind them that old ways
were unsatisfactory.

The highest correlation with effec-
tiveness was for Item J9 with r = 0.886.
Thisclearly indicatesthat for changeto be
effective, itiscritical for top management
to “walk-the-talk” by leading the change
with every word and action. This fact is
further reinforced by the high corréelation
with Item J8 (r = 0.803), intheimportance
of leaders modeling appropriate
behaviours.

ThecorrelationswithitemsJ2, J5, J6
andJ10(r=0.722,0.580,0.779and 0.782,
respectively) offer clear support for Hy-
pothesis 2 relating to the importance of
cohesiveactioninleadingthechangefrom
the top and championing a common vi-
sion.

The second highest correlation was
withitem J11 (r = 0.856). Theexplanation
may lieinthecharacteristicsof most orga-
nizations where the power to implement
changes successfully more often than not
lieswith the employees. Since the critical
mass can either ‘make or break’ the orga-
nizational changeeffort, effective support
building must therefore involve the em-
ployees rather than those perceived to be
in positions of power. Thisisfurther sup-
ported by correlations with itemsrelating
to participation (items J12 — J15), to be
explainedinthe next section. Whilethisis
true, itisalsoimportant to provide support
to those who experience difficulties in
adjusting to new ways (item J4, r = 0.816).
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Hypothesis 3

There was strong support for this
hypothesis, whichwasgenerated from the
universal prescriptions regarding the im-
portance of participativeleadership. High
correlations with effectiveness for items
J12 — J15 indicates that participation of
employeesis highly desirable for change
tobeeffective. ltemsJ14 and J15 had very
high correlations with effectiveness (r=
0.856 and 0.832 respectively).

Hypothesis 4

With the exception of item K2 (r=
0.774 at the 0.01 level), the other three
items (K1, K2 and K4) weresignificant at
the 0.05 level. This indicates that suffi-
cient resources in terms of finances, hu-
man resources, training and management
support are important to ensure effective
change. This may apparently be so in the
cases of moderate to large-scale change
such as modular and corporate transfor-
mation programmes where substantial re-
sources (financial and human) are impor-
tant to support the change and to help
employees adjust to new ways of doing
things(trai ning and management support).

Hypothesis 5

Themotivationand reward itemscan
be broadly divided into three distinct cat-
egories. First, those rewards that were
intrinsicinnaturetotheindividual respon-
dents such as personal satisfaction, chal-
lenge and development of new skills and
competencies, confidence, internalization
and personal ownership of the change
(itemsL1,L2,L7,L9andL10). All corre-
lations in this category were high at the
0.01 significance level except item L7
which was significant at the 0.05 level).
Thehighest three correlationsin the moti-

vation and rewards scale were in this cat-
egory, namely item L9 (staff internaiza-
tion of the change process, r=0.931); item
L1 (personal satisfaction, r= 0.880) and
item L10 (personal ownership, r= 0.825).
Item L2 (challenge) had a correlation of
0.774. Item L7, which is essentially the
opposite of internalizing the change had a
negative correlation (r=-0.511).

The second category in the motiva
tion and rewards scale related to those
items that were extrinsic in nature to the
individual such asmoney (item L4), team
pressure (item L5), identification with
managers who modeled appropriate be-
haviors (item L8) and visible recognition
for actively supporting the change (item
L11). Correlationswith effectivenesswere
significant for items L4 (r=0.778) and L8
(r=0.668) at the 0.01 level. For items L5
and L11, correlations were significant at
the 0.05 level (r=0.493 and 0.594 respec-
tively).

The third category related to nega
tive or punitive rewards applied to over-
come resistance to change (Items L3, L6
and L12). All three correlations were not
statistically significant indicating that pu-
nitive measures did not have an effect the
effectiveness of change efforts.

Thestudy resultsattest totherelative
importance of intrinsic rewards (Spritzer
1996). They adsosupportUlrichandLake's
(1991) proposition that there should be
less emphasis on punitive practices and
more on rewards that have the power to
motivate and shape desirable behaviours
in the organization. Therefore, the results
reveal ed that there was strong support for
both Hypotheses5 and 5a, inthat avariety
of rewards in the form of positive rein-
forcements are important for motivating
change and punitive action would not be
associated with positivechangeoutcomes.
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Hypothesis 6

[tems M1-M9 outlined the structural
arrangementsthat are associated with suc-
cessful change efforts from the general
literature on change management. ltems
M1 and M2 specificaly relate to the hier-
archical arrangements for managing the
changeeffort. However, correlationswith
effectivenessfor thesetwo itemswere not
significant suggesting that formal hierar-
chical arrangements were not necessary
for successful change outcomes.

Themost significant correlationswere
for items M9, M7, M6 and M8 (r= 0.796,
0.725,0.673and 0.629respectively). These
correlations which are significant at the
0.01 level, indicate that change structures
that promote and enhance effective two-
way communication are essential for ef-
fective change. This sort of change struc-
ture incorporates clear and flexible com-
munication (item M9), effective network-
ing among organizational members (item
M7), effectivefeedback mechanisms(item
M6) and a specia communication net-
work distinct fromtheorgani zational hier-
archy (item M8).

Hypothesis 7

Thequestionnaireitemsin Section N
examined the extent of use (ItemsN1-N6)
and perceived effectiveness (Items N7-
N12) of avariety of communication strat-
egies in supporting and facilitating the
change.

With respect to the extent of use of
communication strategies, items N2, N3
and N4 were not significant. The most
significant itemsare N6 (r= 0.910), which
is related to managers visibly supporting
the change through word, and item N5 (r=
0.806), whichisrelated torecognitionand
reward to those who support the change.
Item N1 (regular messages on the bulletin
board and other public forums) was sig-
nificant at the 0.05 level (r= 0.558).

With respect to the perceived effec-
tiveness of use, dl items were signifi-
cantly correlated with effectiveness. The
firstthreeitemshadrelatively low correla-
tions (itemsN7, N8 and N9 with r=0.600,
0.660 and 0.593 respectively). The high-
estthreecorrelationswereitemsN11, N12,
and N10 (r= 0.803, 0.745 and 0.721 re-
spectively), which are significant at the
0.01 level.

These results imply that employees
generally were not taken in by words,
symbolsor the number of communication
channels or frequency of communication,
but rather the quality and effectiveness of
the communication. The respondents
seemed to require“ proof” of commitment
to and genuine belief of the change effort
andface-to-facecommunicationviameet-
ings. Evidently, employees were of the
view that recognition and reward to those
who support thechangeisimportant for its
success (item N6 and N12 with r= 0.910
and 0.745, respectively).

Hypothesis 8

This hypothesis is related to the ef-
fective use of “multiple leverage points’
inmanagingthechangeeffort andintegra-
tion of theuniversalistic principlesassoci-
ated with Hypotheses 1-7. It isimportant
that these change processes be aigned
with and supportive of one another to
createacommon objectiveandtoresultin
asuccessful changeoutcome. Thesechange
processes would work together ‘in har-
mony’ rather than work selectively to pro-
duce effective change.

The results indicated strong support
for these universalistic principles and
propositionsfor managing thechangepro-
cess in order to produce a positive and
effective outcome. It is evident from the
results(Hypothesis 1-7) that all thechange
processes would need to be managed well
for the change to be successful, as this
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would not be possible if each process
worked in isolation.

Change Strategy and Per ceived
Effectiveness

It is also of interest to examine the
correlationswith effectivenessfor thevari-
ables relating to change strategy (items
H1-H4).

Items H1-H4 formed a scale reflect-
ing the magnitude or degree of change,
with fine-tuning representing minimal
change and corporate transformation rep-
resenting radical and large-scale change.
The results showed that there was no sig-
nificant correlation between itemsin the
change strategy scale and effectiveness.
This clearly implies that the perceived
effectiveness of change was not related to
the degree of change.

could be handled well while small-scale
change may be managed poorly (or vice
versa).

Multiple Regression

Regression analysis was also used.
For this purpose, composite scores for
each variable in the questionnaire (also
indicated in the hypotheses) were formed
by aggregating the responses from each
respondent on al itemsin each variable.
The linear model isasfollows:

Y =a+ lel + BZXZ + I33X3 + B4X4 +
BSXS + BGXG + I37X7 + BSXS te

Table 3. All Variable Regression -
Modéd Summary

This finding is not surprising since R R-Square Adjusted
the magnitude or degree of change does R-Square
not have a bearing on its outcome. This
showsthat large-scal eand complex change 0.807 0.651 0.633
Table 4. All Variable Regression - Coefficients

Unstandar dized Standar dized
M odel Coefficients Coefficients t Sig
Beta Std. Error Beta
a (Constant) -2.700 2.836 -.952 .342
Vision 150 .082 126 1.832 .069
Leadership .188 .090 .169 2101 .037
Participation .269 181 110 1.486 139
Resources -.115 181 -.044 -.636 .525
Positive rewards 373 105 237 3.569 .000
Punitive measures -.651 251 -.126 -2.590 .010
Structure A71 .099 127 1.727 .086
Communications .250 .070 .250 3.578 .000

Dependent variable: Perceived effectiveness
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The dependent variable (Y) is Per-
ceived Effectiveness of Change, whereas
theindependent variablesareVision (X)),
Leadership (X,), Participation (X,), Re-
sources(X,), PositiveRewards(X,), Puni-
tive Measures (X,), Structure (X,) and
Communication (X,). The results of the
regressionareshowninTable3and Table
4,

Perceived effectiveness of changeis
positively correlated with vision, |eader-
ship, participation, positiverewards, struc-
tureand communications, whileitisnega-
tively correlated with resources and puni-
tive measures.

Discussion of Findings

Thegeneral finding confirmsand re-
inforcesthe literature on effective change
management. In other words, the guide-
lines on change management are relevant
for Malaysian managers.

It was found that organizations that
were perceived by staff to have achieved
successful change outcomes were also
perceived to have managed the change
processes well in accordance to general
principles derived from research on orga-
nizational change. Morespecifically, such
organizations:

0 Developed and articulated a clear vi-
sion of the future and explained the
rational eand advantages of the change
and how it would impact upon their
jobs. A plan detailing thevarious steps
to achieve that vision was also devel-
oped and communicated.

0 Created energy to get the changeiniti-
ated and mobilized commitment
throughleadership by examplethrough
visible, active and public support of
the change and modeling appropriate
behaviors.

0 Continually involved more and more
people along the way in order to build
momentum until ‘critical mass' is
achieved. Theseorganizationsrealized
the importance of employee support
andtrust, andthusinvitedinvol vement
and participation.

O Provided sufficient and appropriate
human, financial, training resources
and time and energy in support of the
change.

O Provided for positive reinforcements
in terms of employee development,
enhanced self-esteem and overt re-
wards and recognition.

O Provided for the explicit design of
change management structures that
promote and enhance effective two-
way communication.

O Providedfor effectivecommunications
strategiesto facilitate the change, par-
ticularly symbolic actions by manage-
ment and recognition and reward for
those who support the change.

Those organizations perceived to
achieve successful change outcomes had
undergone what Ulrich and Lake (1991)
called thedevel opment of “ organi zational
capability”. This study demonstrated that
in the case of organizations that achieved
successful change outcomes, the dimen-
sionsof effective change management ap-
plied together rather than selectively orin
isolation.

The study showed that the key factor
in effective change management was the
perceived, active and symbolic support
and commitment by the leaders of the
organization. Management must beclearly
perceived to support the change by the
manifestation of their belief and commit-
ment through their behaviors, communi-
cation and recognition and rewards. Per-
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ceived weaknesses or doubtsin this com-
mitment frequently destroy theimplemen-
tation of change efforts, therefore man-
agement must be prepared to “walk-the-
talk” at all times.

Although other factors such as per-
ception and quality of the change plan,
clarity of vision, communications and a
change strategy that emphasizes partici-
pation and avoidsthe use of punitive mea-
sureswere a so important, it was manage-
ment support and commitment which was
of paramountimportancein achieving suc-
cessful change. L eaders must be prepared
to act in ways that were congruent with
organizational vision and values. They
must beabletolead by exampleand model
appropriate behaviors.

The study also revealed the need for
procedures for directed motivation to en-
surethat employees are motivated to sup-
port the change process. Therefore, when
implementing change, it wasimportant to
ensurethat employee performancerel ated
to the change paid off. A critical element
of employees motivationinthestudy was
creating and maintaining individual self-
confidence, self-esteem, growth and de-
velopmental needs and opportunities in
the organization. In other words, the in-
trinsic aspects of rewardswere most pow-
erful and sustaining forces of motivation
in organizations. Organi zations must take
cognizance of thisand foster a conducive
environment and inculcate a culture that
reinforces positiveattitudesand good per-
formance.

Employees motivation was also de-
termined by the expectation of extrinsic
rewards, such as money, team pressure
and visible recognition for actively sup-
porting the change. In addition, the study
also revealed that punitive measures did
nothing to motivate employees perfor-
mance and support of the change. It is

therefore critical for punitive measures
not to be built into the organization’ s sys-
temsand structures. Thisismainly dueto
the fact that any measure with a punitive
quality has atendency to make the recipi-
ent feel subservient and damage hisor her
self-esteem. Other methodssuch ascoach-
ing, training and support should be used to
encourage desired behaviors and help ad-
just to new ways, asrevealed in the study.

The research findings supported the
useof participationinmanagingthechange
process. Participative management tech-
niques generally aim to develop a coali-
tion or network of committed individuals
who embracethechangeeffort andvisibly
support it. This commitment to the
organization’s vision and initiatives is
based on shared val ues, and thustranslates
to an extended commitment to change
throughout the organi zation. Participation
iscrucial in order to obtain extended buy-
in for the change to happen and provides
management with the ability to manage
conflictsinherent in changeand engagein
appropriate problem solving. Although
participation is more often than not the
approach to use in managing organiza-
tional change, factors such as the unique
nature of organizations (e.g. professional,
non-profit, etc), the context in which the
change is to be implemented, and time
factor should be taken into consideration.

Statistically significant correlations
wereal sofound between the effectiveness
measure and most items in the vision,
resources, structure, and communications
scales. Insofar, asvisioningisconcerned,
the findings of the study lend support to
thework of authorssuch asKanter (1992),
Kotter (1995), Morris and Raben (1995),
and Nadler (1998) on vision. In order for
change to be successful, top management
must develop aclear picture of thefuture,
explain the rationale, precursors and ad-
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vantages, developaplandetailingthevari-
ous phases of the change, and explain the
prerequisitesfor changeandwaysinwhich
the change will impact on employees and
all aspectsof the organization. Theresults
asoclearly support Nadler’ s(1981) study
that mentioned effective change necessi-
tatestheallocation of resourcesin support
of the change

Thestudy revealed that whileputting
in place the structural arrangements were
necessary, it was those structures that fa-
cilitated effective communications that
were crucia for successful change. In ad-
dition, the resultsindicate that the change
management structureassoci ated with suc-
cessful change was somewhat more “dif-
fused” than the somewhat more hierarchi-
cal version suggested by Nadler (1981).
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APPENDIX 1:
QUESTIONNAIREITEM S MEANS, STANDARD DEVIATIONSAND CORRE-
LATIONSWITH COMPOSITE VARIABLE EFFECTIVENESS

TableI-1. Change Background and Strategy

Correlation
Item Item Description M SD with
No. Effectiveness
H1  From thefollowing descriptions of change 0.23 0.17 0.313
strategies, please tick one response which
best describes the changes that have taken
place in your organization —Fine Tuning
H2  From the following descriptions of change 0.20 0.18 0.011
strategies, please tick one response which
best describes the changes that have taken
place in your organization —Incremental
Adjustment
H3  Fromthefollowing descriptionsof change  0.21 0.21 0.004
strategies, please tick one response which
best describes the changes that have taken
place in your organization —Modular
Transformation
H4  From the following descriptions of change 0.28 0.21 -0.428

strategies, please tick one response which
best describes the changes that have taken
place in your organization —Cor porate
Transformation

Note: Variables indicate proportion of respondents selecting that option - see Chapter 4 for
explanation
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Table1-2. Vision
Correlation
Item Item Description M SD with
No. Effectiveness

Theintroduction of the change was accompanied by:

11 A limited number of clear and consistent themes 3.37 0.30 0.122
or directions for change

12 Not such an excessive number of themes and 338 0.25 0.424
directions as to cause confusion

I3 A clear linkage of the change to the strategic 324 034 0.646 **
i ssues impacting on the organization

14 Anexplanation of the advantagesto key internal  3.47 0.37 0.709 **
groups (employees, management, unions)

I5 Anexplanation of the advantages to key 311 045 0.551 **
external groups (clients, customers, suppliers)

16 A clear rationale for the change 349 0.45 0.658 **

I7 A discussion on specific new waysin which 3.29 040 0.642 **
structure, systems and people practices
would change

I8 A plan detailing the various steps of the 315 045 0.797 **
change

19 A clear indication of how the change would 3.03 053 0.710 **
impact upon your job

110 A description of new core values and 337 031 0.284
beliefs needed to make the change successful

111 A clear picture of how the organization 337 054 0.776 **

will look likein the future

Note: Response format: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 =Agree, 5=

Strongly Agree
** Correlation is significant at the 0.01 level (2-tailed)
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Table 1-3. L eader ship and Management Practice

Item
No.

J

2

N3]

J10

J1

J12

J13

Ji4

J15

Correlation
Item Description M SD with

Effectiveness
The CEO and top management created a belief that 333 048 0.223
the old ways were unsatisfactory
Once the change program commenced, there was clear 333 060 0.722 **
evidence of the CEO and top management team sharing and
championing a new vision for the organization
Considerable upheaval occurred at top management 313 044 0.694 **
levelstocreatea critical mass of support for the change
Management time, patience and support were given 293 043 0.816 **
to those who experienced difficultiesin adjusting to
new ways
The CEO and senior management clearly shared a 337 052 0.580 *
common change vision and ideology
From the beginning, there was a powerful guiding 318 043 0.779 **
executive coalition clearly in support of the change
The CEO and senior management created and 332 034 0.566 *
communicated a sense of urgency throughout the
organization
Managers set examples by modeling appropriate 303 0.60 0.803 **
behaviors
Top management led the change with every word 309 064 0.886 **
and action
Change was continually emphasized from the top 331 052 0.782 **
so that things would not go back to the way they were
The CEO and senior management devel oped a broad 309 043 0.856 **
base of support with other individuals who first
acted as followers, then as helpers and finally as co-
owners of the change
Staff at all levels were given full opportunity to participate 305 057 0.543 *
in the change
Management were pleased to receive suggestions 310 047 0.712 **
for improvement
Prompt feedback was given by managers to staff on 286 040 0.856 **
any suggestions made
Management were prepared to act on these suggestions 301 043 0.832 **

Note: Response format: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 = Agree, 5

= Strongly Agree

**_ Correlationis significant at the 0.01 level (2-tailed)
* . Correlation is significant at the 0.05 level (2-tailed)
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Table 1-4. Resources

Item Item Description M

No.

K1 Adequate financial resources were 3.24
allocated in support of the change

K2 Adeqguate human resources were allocated 2.98
in support of the change

K3 Senior management were prepared to 3.37
devote their time to meetings, presentations,
communication, education and training
needed to support the change

K4 Employees received adequate and 2.92

appropriate training to keep up with changes
within the organization

SD

0.33

0.47

0.51

0.46

Correlation
with
Effectiveness

0.602 *
0.774 **

0.587 *

0.577*

Note: Response format: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 = Agree, 5=

Strongly Agree

** Correlation is significant at the 0.01 level (2-tailed)
* _ Correlation is significant at the 0.05 level (2-tailed)
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Table I-5. Motivation and Rewards

Item Correlation
No. Item Description M SD with
Effectiveness

The change was supported because:

L1 It provided satisfaction for ajob well done 3.06 055 0.880 **

L2 It provided the opportunity for new and exciting 332 052 0.774 **
challenges, enabling me to develop my skills
and capabilities

L3 If peopledid not go along with new changes, they 285 031 0.037
would be penalized

L4 | got paid more asaresult of the change 239 047 0.778 **

L5 My own team members expected meto act in ac- 340 036 0.493 *
cordance with the new rules of the game

L6 Therewaslittle chance of advancement in the 334 032 0.228
organization unless we embraced the change

L7 | played the game, but inside | am cynical about 3.00 031 -0.511 *
the whole thing

L8 Saff identified with managerswho set examplesby 322 041 0.688 **
modeling appropriate behaviors

L9  Saff internalized the change so completely that 285 034 0.931 **
appropriate behaviors were bound to occur no
matter who was driving the changes

L10 Wefelt asenseof persona ownership of thechange 299 047 0.825 **

L11 Peoplewho actively support the change were 315 042 0.594 *
recognized in visible ways

L12 Peoplewho resisted the change were penalized 281 036 0.015

in visible ways

Note: Response format: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 = Agree, 5 =

Strongly Agree

**_ Correlation is significant at the 0.01 level (2-tailed)
* _ Correlation is significant at the 0.05 level (2-tailed)
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Table 1-6. Sructuring for Change

Item
No

Item Description

M1

M2

M3

M4

M5

M6

M7

M8

M9

There was clear evidence of a particular
person or persons driving the change

The change was coordinated from the top
through a steering committee or change
management team

A range of task forces, pilot projects and so
on were set up in support of the change

In each department or section, therewasa
change “transition manager” (full or part-
time person specifically nominated to dea
with change matters)

There was anetwork of such transition
managers who regularly met with
management to progress change related
issues

Feedback mechanisms were developed to
provide transition managers with
information on problems that were being
experienced and on solutions that were
devised

Throughout the change, there was aways
adistinct network of people at al levels
from whom | could get answerg/action

| could clearly identify a“change
management structure” (and
communication network) as distinct from
the normal hierarchical structure

The structural arrangements devised for
managing change greatly enhanced
communication alowing for rapid
responsesto all contingencies

3.58

3.72

351

2.93

3.23

3.06

291

2.99

2.94

Correlation
SD with

Effectiveness
0.41 0.392
0.42 0.439
0.50 0.137
0.57 0.599 *
0.46 0.368
0.45 0.673 **
0.51 0.725 **
0.52 0.629 **
0.47 0.796 **

Note: Response format: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 = Agree, 5=

Strongly Agree
** Correlation is significant at the 0.01 level (2-tailed)
* . Correlation is significant at the 0.05 level (2-tailed)
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Table1-7. Communication

Correlation
Item Item Description M SD with
No. Effectiveness

Perceived extent to which the following approaches were used to facilitate the change:

N1  Regular messages related to the change on 3.33 0.57 0.558 *
bulletin boards and/or other public forums

N2  Specia words or symbolsthat emphasize change 3.50 0.44 0.363
- e.g. teamwork, quality, multi-skilling, process
re-engineering, best practices, benchmarking

N3  Specia and regular communication on the 3.20 0.61 0.385
change such as a change newsletter

N4  Meetings devoted specifically to communicating  3.32 0.34 0.462
change issues

N5  Recognition and reward for those who support ~ 2.90 0.47 0.806 **
the change

N6  Managersvisibly support the change through 3.20 0.49 0.910 **
word and action

Perceived effectiveness to which the following approaches were used to facilitate the
change:

N7  Regular messages related to the change on 3.25 0.56 0.600 *
bulletin boards and/or other public forums
N8  Specia words or symbolsthat emphasize change 3.38 0.45 0.660 **

- e.g. teamwork, quality, multi-skilling, process
re-engineering, best practices, benchmarking

N9  Specia and regular communication on the 3.24 0.52 0.593 *
change such as a change newsletter

N10 Mestings devoted specifically to communicating  3.35 0.46 0.721 **

change issues

N11 Recognition and reward for those who support ~ 3.08 0.37 0.803 **
the change

N12 Managersvisibly support the change 331 0.43 0.745 **

through word and action

Note: Response format: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 =Agree, 5=
Strongly Agree

** Correlationissignificant at the 0.01 level (2-tailed)

* _ Correlation is significant at the 0.05 level (2-tailed)
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Table I-8. Change Outcomes - Perceived Effectiveness of the Change

Correlation
Item Item Description M SD with
No Effectiveness
The changeresulted in:
O1 Improved products or services 346 0.63 0.979**
02 Measurably higher productivity 332 058 0.953**
O3 Improved servicesto customersand clients  3.53  0.52 0.964**
04 Measured improvementsin goal-oriented 341 054 0.943**
criteria, such as revenues, growth,
customer satisfaction, or other such criteria 3.38  0.62 0.937**
O5 Improved efficiency
06 Greater ability to compete in the market 337 057 0.933**
place
O7 Anoverriding culture of quality and 322 059 0.981**
excellence
08 A sense of awareness, belonging and 320 057 0.942**
feeling part of the team/organization
09 A greater sense of cohesion and integration  3.11  0.57 0.941**
in the organization
010 Greater long-term health of the 346 0.63 0.942**
organization

Note: Response format: 1 = Strongly Disagree, 2 = Disagree, 3 = Neutral, 4 =Agree, 5=
Strongly Agree
** Correlationissignificant at the 0.01 level (2-tailed)
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