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Abstract
This qualitative case study focused on the effect of a system implementation upgrade on
employees’ job performance within a central administration department of a major
research university in the Southern United States. Review of literature revealed a lack of
a specific model or process for system implementation upgrades and its impact on
employees’ performance in a university administrative office. Guided by Kotter’s
research on change management models, the research questions examined the attitudes
and behaviors of employees involved with the business process project. Data collection
was through purposeful sampling and face-to-face interviews with 11 employees. Data
were analyzed through pattern-matching technique. The findings were that employees
initially felt positive about being a part of the business process project. During the
project, employees actually experienced (a) a lack of training, which employees advised
to management was very important to a new process; (b) no definitive assistance and a
lack of communication for individual concerns; (c) management’s increased job duties
and responsibilities without increased income; and (d) feeling unvalued in employee
meetings. The implications for social change include the potential for positive employee
behavior in colleges and universities when management is considering a change model or

process involving employees in a system implementation during organizational change.
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Chapter 1: Introduction to the Study
Introduction

The focus of this case study was to document the impact of change management
within the setting of a university administrative office involved in a system
implementation upgrade using a business process project in which employees’ jobs were
affected. Though research has shown that there are successful models and processes for
the development and dynamics of managerial change in corporations and organizations to
assist employees, particular processes in administration departments in universities seem
to be not as publicized in recent literature. Although universities are facing similar
growth in organizational change, the focal point of the change is the relevancy of change
management processes within corporate environments for universities using these
processes for guidance.

When a change occurs in business, sometimes individuals in management usually
enlist outside consultants from a firm to aid in the transition of change for its employees
(Thor, Scarafiotti, Helminski, 1998). Outside firms utilize some type of change
management model or assessment as a guideline when incorporating change
(Bouckenooghe, et al., 2009). Chapter 2 includes more details on several models and
assessments used by organizations in which employees were part of the change, that were
shown to produce a positive employee workforce. The implications for social change
include the potential for positive employee behavior in colleges and universities when
management is considering a change model or process involving employees in a system

implementation during organizational change.



Chapter 1 includes background of the study, problem statement, purpose of the
study, nature of the study, research questions, conceptual base, definition of terms,

assumptions, limitations, delimitations, sampling and data, and significance of the study.

Background

Change is inevitable and is present in all facets of life, and the management of any
change is widely varied and diverse in different forms of business. Negative employee
behavior is most often the root of resistance to change. The dynamics of management
leading the change can either contribute to the negativity or turn a negative situation into
positive with winning results for the organization as a whole (Stensaker, et al., 2012). For
managers attempting to help their organization through a major process that will affect
employees, it is important for management to be visible in the office environment and
measure the attitudes, beliefs, and values of their population, which is usually best done
using surveys (Whyte, 1991). The surveys give management a view of how employees
currently envision the idea of change before the change is implemented. When there is a
change process in an organization, the challenges and the goals to be carried out may not
be fully accomplished if those who are expected to carry out the goals are not included in
the decision making (Whyte, 1991). Sagie and Koslowsky (2000) stated “The gap
between the failure of management plans and their success may, therefore, be a function
of the gap between worker resistance to and acceptance of these plans” (p. 19). The
employee resisting change can be a troubling problem, sometimes more so than the

complication of learning new technology. Advancement in technological change and



rapid innovation has given rise to further resistance in the corporate culture that makes it
imperative for the mitigation of the negative effects of employee reactions in the
implementation of change in process, workflow, and technology (Craine, 2007).

The business side of management at universities has become more like the
structure of corporate organizations, and this extreme change affects the managing of
people. The Business Process Redesign (BPR) originally began as a process to aid in
change for Information Technology (IT) within organizations. BPR was reengineered to
include a change in Higher Education (Casey, 1995). Adoption of an organizational
practice should also lead to the adoption of the change management models and
processes used in a corporate organization to prepare its employees, and promote a
healthy work environment (Hall, 2003).

In this research study, I examined the effect of a business process on the attitudes
and behaviors of employees in the workplace toward change management and how their
behavior was affected by the dynamics of management’s decision of a system upgrade as
it relates to the employee’s current job duties. Since this was a system upgrade,
employees gave references given to the first system implementation conducted several
years ago, within the same administrative office. The outcome of successful change
management models or processes used in organizations handling change, can bring
confidence to a university administrative office with similar possible successful results.
The challenge was to obtain enough employee feedback to choose the right model or

process and incorporate it before the change implementation took place, although there



are processes that can be included into the change implementation, even after it has
begun.

In Chapter 2, I will present a thorough discussion of different types of models and
processes successfully implemented in corporate organizations and the consequent
impact on the employees’ work behavior.

Problem Statement

Bringselius (2014) stated that management viewed obstacles to organizational
change as being an issue of employee resistance, rendering the change ineffective.
Lawler and Sillitoe (2010) suggested that a change management model might provide a
reduction in employees’ resistance to change, thereby successfully instituting change
management in the universities.

The general business problem in this study was that employees are usually not a
part of the process in any new or upgraded system implementation that directly affects
their job. When handling organizational change, management usually decides how a
change will take place and what method will be used to incorporate the change, without
involving the employees (Brenner, 2008).

The specific business problem was the impact of a business process project
involving employees in change management on the employees’ job performance in a
system implementation upgrade in a university administrative office during the initial
implementation phase. This study is a qualitative holistic case study and the population of
the study is the employees of a major research university administration office in the

Southern United States. Emphasis in research was placed on change management and the



effect on employee behavior. Change management reviewed in the literature revealed the

need to understand if negative behavior and disloyalty to a company can arise under

conditions where employees are not involved in the process of change management.
Purpose of the Study

The purpose of this qualitative holistic case study was to interview employees
within a major research university administration office in the Southern United States to
explore the impact of a business process project on employees affected by change
management in a system implementation upgrade. I conducted interviews with a random
sample of 12 employees who were present during the initial phase of the business process
project of the system implementation upgrade, in an administrative office at a major
research university in the Southern United States. The business process project began in
the fall of 2014, and I identified employees at this 8-month interval for any involvement
in the critical changes affecting their job.

Normally, business process projects do not include the ~zuman side of change,
only processes to navigate the technical side of a major system change within a business
(Hiatt & Creasey, 2003). In this study, I collected data on employees’ thoughts, attitudes,
suggestions, and feeling about the process or model used to implement change and
analyzed the data to find patterns and regularities.

Nature of the Study

In this study, I employed a qualitative case study approach, and incorporated

open-ended interview questions to address the research questions. This case was a

critical case in testing theories that employee engagement in change management yields a



happy employee and a productive environment, exploring a qualitative holistic analysis
(Yin, 2009). Qualitative case studies, according to Miles and Huberman (1994), focus on
the occurrence of a natural or ordinary event, in a natural setting in hopes that data
obtained in these studies can provide truth and impact the reader because of the real life
context and the emphasis placed on a lived experience.

Research Questions

According to Yin (2009), when using holistic analysis, the main research question
is indicative of a critical case in which a well-formulated theory is tested, and the
propositions of the circumstances around it are understandable and believed to be true.
Further, Yin (2009) stated that testing of the theory can extend, confirm, or challenge the
theory if all conditions met the outline.

The foundation question for this study was: What impact has a business process
project had on assisting and involving employees with change management in a system
implementation upgrade affecting their current jobs in a university administrative office?
In addition to the foundation question, four subquestions guided this study:

1. How had the employee been involved in the business process project?

2. What assistance from management provided to the employee as part of the

business process project?

3. What major impact did the business process project had on individual job

duties?

4. How had this change management initiative affected behavior on the job?



Employees and management are expected to experience more cohesiveness and
success during and at the end of the application of the model or process to assist in the
facilitation of change management involving a system implementation upgrade. The data
that were obtained in this study can be used as follow-up investigative research in how
change management continues to be a subject matter for employee engagement in this
current year. Further discussion of the implications of the research questions is given in
Chapter 3.

Conceptual Framework

The concept change is not considered a linear process that happens in a flat
manner from beginning to end. A change model should incorporate skills, strategies, and
structures as important drivers for change component initiatives. Carter (2008) listed

seven phases in which these drivers can build up employee confidence in preparation of

change:

J Set up for success — begin with the end in mind by mapping out exactly
what needs to happen; this phase asks what do we want to change.

o Create urgency — change must happen to move the organization forward,;
this phase shows the first signs of resisting to changes; involving
participants and obtaining their ideas is key.

J Shape future — introduction of the vision of change communicated,
employees see how they will contribute to the new organization.

o Implement — actual change is now occurring, skills needed to handle the

change are communicated and put into force.



J Support shift — identify the lingering resistors and address their issues,
consider using an analysis of the stakeholders to provide leverage.

. Sustain momentum — celebrate the success thus far experienced, address
positively any bumps in the road and use as platforms for lessons to
learn from

o Stabilize environment — continuing to communicate positive change,
incentives, and rewards, and promoting new opportunities for
professional development.

The author stated using the initiatives of this model will generate a successful and
lasting change within the organization. Although incorporating a change management or
business process model is ideal for guidance in the successful implementation of change,
there are some organizations that would like to know the state of their employees before
the change is implemented. The purpose of this logic is to possibly delay any change
implementation if the majority of the organization is not prepared (Carter, 2008).

The Organizational Change Questionnaire — Climate of Change, Process, and
Readiness (OCQ-C, P R) is a step-by-step procedure involving a 42-item assessment used
on more than 3,000 members of public and private organizational settings. The
questionnaire’s scale was developed to measure the perceptions of the parties leading the
change, to provide a valid assessment of employees’ readiness for change and the
enablers affected by the change, from a human relations perspective. An organization is
set to be prepared to embrace change and reduce resistance when employee readiness for

change exists. The 10 dimensions of measurement are:



1. Emotional

2. Cognitive

3. Intentional readiness for change

4. Quality of change communication

5. Participation

6. Attitude of top management toward organizational change

7. Support by supervisors

8. Trust in leadership

9. Cohesion

10. Politicking

The sum of the 10 dimensions covers a complex mixture of change that includes
change done within a context, how the change was processed, and employee’s reaction
about the change (Bouckenooghe, et al., 2009). The premise is to prepare all employees
for the proposed change within the organization. The questionnaire identifies any
problem areas as a prenotification of possible problems which could hinder any
successful change. Once the problem(s) are identified, addressed, and resolved, the issue
implementation can proceed. Although I was unable to find specific research, I propose
universities could benefit from such an instrument and process if there is not a record of
previous major change management based on a new business process model.

In my review of literature concerning change management models used
throughout the world in various corporations and institutions, I found a very popular

model of change used by dynamic management, which is the ADKAR model (Hiatt,



10
2006). The intent of the model is to be a guide or tool for management to use in
coaching employees through a major change process in their organization, regardless of
the specific level or department involved in the change.
The acronym ADKAR stands for:

e Awareness — of the need for change;

e Desire — to participate and support the change;

e Knowledge — on how to change;

e Ability — to implement required skills and behaviors; and

e Reinforcement — to sustain the change.
Hiatt (2006) based this notion for management to adhere to major change starting with an
individual, not an organization. The ADKAR model is one of the several direct models
that can be researched and used by an organization when implementation of a major
organizational change is involving its workforce. The model is a directive in showing
how employees can be engaged throughout the change management process, giving the
employees a sense of worth, and valuing their input in the change that affects their job.
Further research in the ADKAR model has shown several universities worldwide
implementing its approach in their organizational change (Hiatt, 2006).

Research has not revealed a change management model specifically adapted for a

university when a major change has to be implemented by the administration. University
administrative offices face issues of change involving the implementation of new

systems, or other changes in the functioning of their office; they are faced to decide what



11
approach or model can be drawn upon as a guide to effectively manage employees, their
behavior, and the work/job functions directly affected by the change (Buller, 2014).

Another possible approach to change management within a university
administrative office is the use of a Business Process model (BPM). Review of literature
indicated the BPM is a component used in successful business process management. A
business process model maps out an organization’s current process to create a baseline
for process improvements and to design future processes with those improvements
incorporated. Flow-chart like diagrams used, and processes understood by both IT and
the business managers (Havey, 2005).

The business side of this model makes no reference to how to manage the people
side of change involved with the process of improving business practices. Such a model
would need an additional function to assist with how employees will personally handle
the change. Scheduling training sessions throughout the process is a warranted feature;
however, the structure is not tailored to the employees having a part in the change
(Ostenwalder, et al., 2005).

Change process models are a common fixture in organizations worldwide and are
used to ease employees into change without compromising important day to day tasks
(George, Jones, 2001). The problem addressed in this study involved the decision for
organizations to use change management models and/or business process models
introduced through consulting firms, which have proven track records of years of success.
Specifically, within the university environment, when the administration is faced with

handling the upgrade of a major financial system to enhance central operations, the
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change for employees can be either good or bad. ADKAR is a viable model with lasting
results, where the founding company can provide successful results dating as far back as
10 years with local communities, government agencies, and various businesses (Hiatt
2006, p. 143). The latest business models of change process improvement at universities
researched are the Total Quality Management (TQM) model, first introduced to higher
education in the 1990s, and the promotion of its successor, the Business Process
Redesign (BPR) for Higher Education model. The BPR replaced the TQM at
participating universities implementing change (Casey, 1995).

The conceptual framework for this study was in part drawn from Kotter’s (1995)
research on change management models, and the strategies which can be used to
implement successful change. Kotter is world renowned for his research in change
management and the reaction of the employee to change in organizations. In the study it
is stated that graduate schools and organizations use his theory and action steps as part of
organizational behavior coursework. According to Kotter (1995), managers and leaders
can take eight action steps to facilitate change within their organization. The steps
outlined in order of sequential movement, which brings accountability to the
organization, the forming of an alliance between management and employees, and the
openness of communication in all areas of the organization. In the study Kotter
addressed the gap in the amount of successful research for corporations and organizations
using his theory in organizational change.

Kreysing (2002) suggested The Georg-August-University in Goettingen was

involved in a university reform project in Germany in July 2000, to promote performance
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through responsibility and autonomy. It has since given way to the Goettingen University
reform of controlled autonomy which is based on the idea of there being a balance of
power between the central board and its basic units, such as departments and institutes.
A controlled autonomy model utilizes contract management between the two parties to
accomplish specific vocal change with the University for academic and managerial
reform, for budget allocation, and restructuring. The limitation of this model is that it
does not mention its use or impact within an administrative department at the University
where change was an indirect result of the issues between the central board and its basic
units.

As noted by Gebelein et al. (2004), managers need a model to lead and manage
change for their vision, which enables employees to get on board with change, endure
and work through any issues dealing with implementation of the change, and to have
successful execution of the change. The advice given by Gebelein et al. (2004) to
organizations may be transferable to the central administrative department of colleges
and universities since managed with businesslike qualities. One such model used
successfully by organizations is the ADKAR model, noted at the beginning of this
section. The basis of the action step within the ADKAR model concentrates on change
awareness, desire, knowledge, ability, and reinforcement. There are also steps within the
model that identify preparing employees and managers for change (Hiatt, 2006). One
such process is cycle of change (Craine, 2007), which is a four-step cycle acknowledging

emotions individuals experience when faced with change. Reactions are dynamic, and



14
management’s awareness of how to overcome in this area will assist in bringing
meaningful change in college and university administration.

Colleges and universities worldwide are experiencing the implications of change
management, whether it is within administrative units, or academic/faculty units
(Karlsen, Pritchard, 2013). The culture is different from a corporate culture, yet change
is synonymous, no matter the sector. Although the Kotter model is the most highly
researched, there are other models and processes I introduced in Chapter 2 that can be
researched beyond Kotter to find more gaps in theory which yields to organizations, and
are weak in colleges and universities when faced with change management.

Definition of Terms

The terms defined below are for the purpose of this study:

Change management: Change management is the human factor in applying
principles of change. A critical consideration for any initiative, yet the psychological
implications of change are overlooked or ignored (Brenner, 2008).

External consultants: External consultants are expert professionals that are from
interest groups, large consulting firms, and agencies specialized in the consultancy of
higher education and research institutions (Serrano-Verde, 2010).

Assumptions

My first assumption was employees’ behavior would be positive and employees’
actions more engaging when they were informed of possible change affecting their jobs,
and when they had the opportunity to take part in all aspects of the change. The

dynamics of management is a major component in the establishment of a model or
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process to monitor the change implementation with employees and provide support in
the case of possible employee resistance to implementation.

My second assumption was that using the interview method would give a direct
description of how employees felt and what value they could bring to change in their
administrative departments. The following were related assumptions specifically to the
interview method:

1. All participants electing to answer the questions in the focused interview

session did so in a complete and honest manner.

2. All participants had present or past exposure to a major change enacted by the
administration/organization.

3. Participants participating in the focused interview session gave additional
responses to interview questions when prompted to do so.

4. Employees voiced their concerns to be included in change directly affecting
their job functions.

5. Management personnel had enough interest in the focused interview sessions
results to make inquiries within their units concerning change management
during a system implementation upgrade.

Limitations

The following limitations bounded this case study: The limitations of this
qualitative case study centered on the possibility of not having enough employees
respond to the invitation to take part in the open-ended interview invitation. Not having

enough employees could have had a definite impact on obtaining needed saturation for
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assessment of how the employees’ behavior had impacted during the business process
project. There were 12 participants who responded to the email invitation to participate
in the research study.

Another limitation was having accessibility to employees at the university to be
able to interview during a time frame most convenient for them, such as their lunch
break. Each employee was comfortable enough to speak with me in a conference room
during their lunch break at the research site of the University.

A further limitation of the study was possible additional interview questions
which allowed for additional conversation and expansion of some answers, although a
few employees at times were not willing to grant further insight. There was further
prompting of extended responses to the interview questions which gave added and crucial
information to additional questions that did arise. The additional information was of
value for the study, although some did not answer specific questions asked during the
interview process. Also, all employees approved to have their interview responses
recorded via a microcassette recorder

The stated assumptions included in the limitations were for questions not being
answered completely and honestly, and employees’ answers on what might happen if
they were involved in major change within university administration.

Delimitations

The delimitation of this case study was as of the result of the purposeful sampling

method used. The criterion for sampling was explicit to personnel involved in the major

change to current business practices with the university administrative office. Personnel
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selection was varied between employees to gain a perspective from different views and
different job titles. Some employees were salaried professionals and others considered as
administrative help.

Sampling and Data

I used a purposeful sampling of employees interviewed for data collection from a
major research university in the Southern United States in which a significant change in
an administration office has occurred due to a system implementation upgrade. |
collected data that were expressed as raw reactions of employee experiences thus far with
the business process project, since the project’s introduction in the Fall of 2014, and the
impact it has had on employees’ behavior with the invitation to be involved in the
change.

I asked six open-ended interview questions (Appendix D), formulated by me
based on literature review research from theorists seeking ways for employees to speak
about their concerns with change management. I used a recorder to tape in audio the
responses to all interview questions asked of the employees. An incentive for
participating in the focused interview was a $10.00 VISA gift card given at the
completion of the focused interview session. The use of the gift card was at the
discretion of the employee.

The focused interview session is when each participant had a chance to provide
short answers needed for the study without a prolonged question and answer session.
However, the response rate to all questions was 100%. The open-ended interview

questions used also gave participants an option to expand responses beyond the initial
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questions asked. There were respondents who voiced more than a quick interview
question answer. The final results stated in Chapter 5 have given a good indication of the
views of all respondents concerning change management during a system implementation
upgrade at their campus, and if the difference made in their limited and some, non-
involvement during this change. Saturation of data was obtained based on 12 employees
responding to the invitation to interviewed, which meant new participants were not
required, nor were there any new themes which emerged.

Significance of Study

The goal of this study was to research change management models and business
processes used successfully in corporate organizations, where major managerial change
without any input from the affected employee, could have a negative effect on the
employee’s job, and behavior as they resist the change. The model or process used in
organizational change by management can provide a guide to management to actively
engage the employee through all stages of the system implementation upgrade to promote
positive attitudes for change and a sense of value and worth for the employee to continue
to aid the organization in success for the business, all in the midst of the change. First, in
this study I identified the gaps in the literature regarding university administration that
are facing similar organizational change, and the negative reactions from employees who
are not involved in the change affecting their current positions, when a system
implementation upgrade is the result of the change. These institutions were not
recognized as using a specific model or process of change for employee effectiveness as

was noted of the corporations that used a specific model or process of change to assist



19
employees. Moreover, the employees in these settings expected to be involved in the
implementation, yet were not involved as they thought they would be. Second, in this
study it was determined the successful use of models and processes in corporate
organizations, and how a few employees’ involvement aided in a smooth transition of
change management within the organization, thereby showing a positive impact on
behavior simply because these employees were involved in some way by management in
the change process.

A further goal of this research study was the revelation of employee’s feeling
valued and worthy enough to be included in a critical change affecting their jobs, in that
their behavior would be supportive of the change. The employees showed a willingness
to continue to aid in the transformation of the administration without employee
resistance. A model or process in university administration for the improvement of
human work and social conditions that would promote feelings of value and worthiness
to the employee is needed to fulfill this goal. The model or process used in organizations
incorporate the employee in the change that will ultimately affect them, thereby reducing
feelings of ineffectiveness.

The significance for positive social change of this research study is creation of a
healthy work environment for employees engaged in the workforce of university
administration when there is a business process change, new system implementation, or
system implementation upgrade. When employees resist change, it can become very
unhealthy at work, and the issue can ultimately be carried home. Tvedt, et. al. (2009),

suggested in their research that “the healthiness of change processes make an important
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difference, potentially helping both the individual health of the employees and the
productivity of organizations as the goals of the change may be reached” (p. 95). Using
the general findings of the research study to present to university administration at
professional development seminars can reiterate the need for the university
administration to employ such models or processes specifically aimed at assisting the
employee through the personal side of change, which is the goal of change management.

A major change occurs worldwide within universities as they strive to stay abreast
of new technological changes, increased student enrollment and increased chances to
embark on medical research. The promotion of a model or process to give administration
in these institutions a foundational start to implementation of change is less hindering and
stressful for the overall administrative department. The impact of the positive social
change in worldwide institutions involved in change management and business processes
in their department can have a lasting maximum effect of better health and happier family
and friends of employees outside the work environment as well.

Summary and Transition

University administration is faced with improving processes and technology to
enhance employee job performance and the functionality of the offices. Change accepted
in the work environment has major implications for how such change introduced and
carried out amongst the employees. While the ADKAR model introduced by Prosci
(Hiatt, 2002) seems to be the best model for change with a large global following of
successful organizations, and a discouragingly minimal number of university

administration offices listed, there are other models and processes which could provide
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equal success involving change management. Research has conducted on many corporate
environments along with what is the best practice to facilitate major change that will
allow management to promote system implementations while involving the employees in
all aspects of the change.

In some instances, external change management consultants are funded with large
sums of money to visit these environments and lead the employees to change. University
administration has also touched on using external consultants when in the midst of
dealing with change management involving system implementation upgrades.
Technology and the transformation of how university administrative offices conduct
business outside of academics are forcing the administration to look at similar processes
of management for their employees to become and stay successful.

This study focused on the attitude, thoughts, feelings and behavior of employees
when the dynamics of change management during a system implementation upgrade does
include or involve them in key processes of change, where their current positions are
affected. Employees helped identify just how much of an impact and the effect they
experienced and what added value they chose to give by being involved. The interview
results will be used to assist in presenting administration in college and universities with
potential models and processes to use in the face of change management. Also, there is
hope in possibly working with an existing change management firm to adopt such a
model or process specific to the university administration environment may be of a large
relevance worldwide, with interchangeable components fitted for the particular change or

need.
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In this chapter, I introduced the background of the research study by discussing

change management and its effect on employee attitudes and behavior when the
employee resists change. I presented the conceptual base of the use of change models
and processes in assisting employees with a change in an organization. I outlined
assumptions, limitations, delimitations, and significance of the study. The literature
review in Chapter 2 contains theories on organization history, understanding the cycle of
emotions normally experienced by employees in organizational change, various processes
and models used to assist employees in change, and the experiences of national and
international colleges and universities involved in change at their institutions. Chapter 3
is a detailed description of the actual data used and the methodology incorporated into the
research. Research study findings are described in detail in Chapter 4. Chapter 5 includes

a discussion of the findings, conclusions, and recommendations for further study.
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Chapter 2: Literature Review
Introduction

The purpose of this qualitative case study was to interview employees within a
major research university administration office in the Southern United States to explore
what impact a business process project possibly had on employees affected by change
management in a system implementation upgrade. An examination of research in
managerial change and organizational dynamics revealed employees have a high
preference when involved in major change in the organization. Most employees view
change as the possibility of facing a new and different way of performing current job
duties, which will impact their normal flow of work (Alasadi, Askary, 2014). The
changing opportunities and demands of a dynamic environment make organizational
change essential for there to be a long-term success (Conceicao, Altman, 2011). Brenner
(2008) noted that one CEO thought that, even in the face of change, the organization’s
stakeholders should show a commitment to their work duty and value for the change
initiatives to be successful.

Research involving organizational change models dates back to the early 1950s.
Exposure to this information in the world of colleges and universities may be the answer
in a specific model or program assisting their administration with a managerial change.
Organizational change occurs when there is a need to reorganize a current business
process within a corporation (Whyte, 1991). The focus of this study was change within a
major research university administration office in the Southern United States. With so

much of an emphasis on systems and programs for corporations, my examination of these
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practices focused on possible success in using the same framework for colleges and
universities.

Management often looks to what will be the most effective way to present change,
with minimal resistance from employees. Organizational change is propelled by the
primary roles of psychological and organizational dynamics. The motivation for the

necessity of change initiated by management is usually in one of the following three

categories:
1. The denial phase is no longer valid on the decrease of company
performance, and leaders must adopt a process for correcting the negative.
2. Competition has the organization in a threatening mode.
3. The organization is on a constant path of change to keep customers happy,

and for the growth of the business. A process where change is always
inevitable, keeping employees alert and prepared (Brenner, 2008).
The human factor of the employee will always be the most critical initiative to consider
in change, yet is the most often overlooked, thereby making resistance dominant
(Brenner, 2008). Although the setting differs, these three aspects are the same in a college
or university.

This chapter includes a more thorough review of organizational change. I examine
several processes explored by companies when faced with a change in their organization,
and its effect on the employee. I also discuss how colleges and universities have
experienced change and how the institution managed the change. Most organizational

changes occur because of some form of implementation (Kotter, Schlesinger, 2008). 1
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conclude the chapter with a clear indication of the gap in knowledge for specific
situations in change management for university administration. The chapter concludes
with an analysis of the current literature concerningdministration in a system
implementation upgrade in, the current study’s limitations, and a brief introduction to to
Chapter 3.

Literature Search Strategy

I used several databases from Walden University’s library to search for literature.
These databases included Sage Journals Online, Academic Search Complete/Premier,
Business Source Complete/Premier, Emerald Management Journals, ABI/INFORM
Complete, Google Scholar, ProQuest Central, EBSCO. The keywords used in the search
included managerial dynamics, employee involvement, models used in implementations,
university business models, university management business models, managerialism in
colleges and universities, change management, organizational change, organizational
management, change management models, employee engagement models, organizational
dynamics, management dynamics, employee behavior in organizational change, and
employee engagement, college and university administration, change in higher
education, and change in institutes of higher learning.

I identified many peer-reviewed journal articles about change management within
corporate, government, or organizational structures that were published between 1993
and 2014. Specific literature for college and university administrative change mainly
dealt with the issues of faculty involved with the change in their respective academic

departments. Several peer-reviewed articles I discuss in this chapter is are about results
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of managerial and implementation changes in colleges and universities in other countries.
I discuss how researchers conducted research in other countries on the effect of change
management in administration and reported that there was an overall impact on
employees, students, and faculty involved in some form of organizational change. Three
specific models, Strategies, Skills and Structures Model, the Top Down Model, and the
Kotter Model, are discussed in the chapter for engaging employees in change at
university institutions that were not specific to central administration. Each article used
for the purpose of this research had individual notations and underlining points to the
main ideas to reference in the literature review. Finally, I synthesized the literature
reviewed based on similar studies conducted to implore an overall collaborative transition
from one section to another.

Change Management

Definition

Regardless of the sector, size, or age of the business or corporate entity, change is
a common all-embracing phenomenon and impacts all organizations (Bouckenooghe et
al., 2009). Survival of the fittest in the marketplace determines if the organization did or
did not manage the change well (Kennerley et al., 2003). Change management is a
concept which denotes how businesses manage the people side of change, and if they are
successful at doing so (Hiatt, Creasey, 2003). Management of change is contingent upon
the people involved, the type of business conducted, and lastly the actual action of the

change taking place.
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Understanding

The reviews in this chapter are based on decades of organizational studies used in
researching change management in organizations as a major theme. An essential question
I have of these studies is: Why do organizations change? Business and organizations
experience upward growth, decrease or downsizing. The response to the change can
affect the system, strategy, mission, and structure of the organization. There is a trend
toward less bureaucratic and more participatory and flexible structures used for change.

The expectation of change is to have a positive impact on the development of
individuals and the organization as a whole. This positive expectation is hardly ever the
case in the beginning and throughout the change process. A design can have a complete
plan for change and still fail from assisting the organization with change. There are four

important criteria for management of change to be successful:

1. Changes linked to the motives of the organizational members.

2. The internal and external sources of change must identify to the
organization.

3. It is necessary to examine the extent to which organizational change

associated with organizational unity, consensus, and order.
4. Finally, organizational change must be considered over time (Song, 2009).
A clear understanding among employees concerning all aspects of change if the
organization is ready for the change envisioned from management or leadership is
optimal. and management must ask questions if there are proper resources in place to

monitor the implementation of change through until completion. Change has to be
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monitored to ensure fixing mounting business problems. Change drivers, which are
behaviors or determinants facilitating the implementation of change, are used by
management to help in this instance. The examples of these change drivers include
vision, communication, training, new systems for better productivity, participation, and
leadership models, and changes in human resource practices. An essential question for
leadership to define is what gave birth to the initiative for a change? Change management
can be complex and challenging, and the pace of change within the organization may
become greater each year (Whelan-Berry& Somerville, 2010).

Change management processes go through phases that require time. All managers
and leaders have to be ready. Erwin (2009) stated that initial planning and accountability
on this level is critical. It is up to management to foster a culture of change amongst the
organization and lend new ways of thinking. Management can establish if this is the first
change the organization has incurred, or if past changes occurred by which a previous
lesson was learned. Sustaining change in successful implementation is part of
organizational change.

Organization History

Management can seek the organization’s change history before major change
occurs. Organizational leaders embarking on the history of an organization’s change can
possibly make a significant difference in the current organizational change becoming
successful. It is important for current management to find out why and how the current
organizational change process started. Historical organizational change increases when

there is continuous organizational development by management in efforts of improving
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the company. It is a record of the life cycle or age of the organization. The history of an
organization can help management to understand what previous processes were, and how
to change the efforts for the future.

Prywes (2011) advised that failure to acknowledge the past could be one of the
biggest and most important aspects of change recognition in the need for organization
history. Leaders and managers involved in change must know the previous ways in which
their organization facilitated change and its sensitivity to employees, in order to be able
to handle future change implementations. Figure 1 makes explicit the link between the
present and the past of an organization based on Prywes (2011) change model of a

holistic organization.

- > Present State Future State
: of E— of
History of — o L.
Organization Organization Organization
Inform Desired Transitions

H_/ - ~ J
Theoretical Extension  Literature emphasis on organizational change
Proposed
Current literature on organizational change emphasizes that the transition between the

present states of an organization be contingent on its future state. A theoretical extension
is proposed recognizing how the present state of an organization’s history is informed.

Figure 1. Change model of a holistic organization
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Effect of Change on the Employee

The effect of change on the employee can have lasting effects on the organization
if the change is negative (Appelbaum et al., 2007). The vision of organizational change
should be accepted by employees and other stakeholders for the organization to move
forward in a positive manner. Often organizational vision is not accepted by the
employees in their current work assignments and the change initiative within the
organization usually fails. Management communication to the employee about upcoming
organizational change before the onset of change is crucial, not just in the beginning of
the implementation change process, but continuous communication throughout the
process. Employee participation in the implementation of planning or being involved in a
pilot program can increase commitment and deepen knowledge of what the organization
is doing (Whelan-Berry& Somerville, 2010). Organizational members can expect to
enjoy the benefits of organizational change when they contribute to the change. There
must be positive employee behavior changes, or the change implementation will not
succeed. The behavior changes embed into the structure of the organization (Song, 2009).
The behavior of the organizational environment has a major role in the productivity of the
employee. The workspace possibly changing can upset the feeling of belonging that was
previously there (Haynes, 2007). It is important for management to respect the employee
and their contributions and ideas to the organization. Without the benefit of respect, the
threat of the organization suffering is imminent. Respect by leaders of the workers they
manage fosters a nurturing environment and brings a culture of success (Simplicio,

2011).
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People automatically resist change, and this negatively affects implementing
anything new in processes, technology, and/or workflow. People resist change because it
makes them uncomfortable and negatively affects their confidence in being able to learn
a new system or accept new responsibilities. Craine (2007) introduced a cycle of
emotions entitled the change cycle (p. 44), which is a four-step cycle explaining the
emotions employees are likely to experience in the face of change, which are the comfort
zone, no zone, the chasm, and the go zone.

The comfort zone. This term refers to the before change zone, where an
employee is comfortable with the way things currently are. They have control of their
lives and their workspace. The change introduced to the employees disrupts this control
and comfort.

The “no” zone. Craine (2007) stated that the most common reaction to change
from an employee is the word “No.” This reaction signifies the beginning of change and
the end of recurring processes. Several forms show in this zone:

. Shock: In this state, the employee’s psychologically paralyzed, and
reasoning is no concern to the employee; listening is good first aid for this
reaction;

o Denial: The employee feels the change will not affect them. They wait a
few months and believe it will pass, and thereby look for another opinion
to the change;

J Anger: This association happens when denial can no longer be acted out

by the employee. It affects other people working with the angry person;
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and resentment, frustration, and sabotage by the employee — the
combination of all three of these feelings - is manifested at the onset of
anger, leads to an employee doing nothing for the job, and producing
erroneous information is frequent.

The “No” Zone is a delicate and difficult phase for managers to handle during change
management.

The Chasm. How do I make this work for me - is the response of the thoroughly
confused employee. The chasm is a term used when employees have the opportunity to
grow and build; if they are accepted and possible commitment lost. Bargaining will
happen where the employee tries to ease back into their comfort zone and old roles.
Depression felt if there is a possibility of being reassigned, or may become overbearing
causing necessary overtime. Anxiety shown by the employee since the employee does not
know if they will keep their job if they are unable to keep up with the changes.

The “Go” Zone. When management and employees have agreed with the change
management implementation, the organization is in the “go” zone. There is acceptance
organization-wide, with high levels of expectation in a positive sense. Everyone is
supportive of the change and of assisting each other through the change. There are
excitement and clarity, and communication at every step of the way (Craine, 2007).

Bartels, Pruyn, and Jong (2009) believe when employees strongly identify with
their organization, they tend to have a positive attitude towards the organization, are less
likely planning to leave, are satisfied with their current job, and are very cooperative with

other members of the organization. The dynamics of how an employee views the pre-
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merger of their company or new implementation will greatly contribute to the view and
success of the post item. The authors conducted their study at a Dutch university during a
time of major organizational restructuring within the institution.

The discouragement of negative behavior as a result of how an employee views
their organization before, during, and after organizational change can possibly give the
organization a successful implementation. Workplace behaviors that contribute to the
wellbeing of the organization are imperative to the organizational goals. The reevaluation
of the norm’s, social values, and attitudes of the organization are vital for the survival of
employees with deviant behavior. Empowering employees with innovation and making
organizational goals and strategies accessible to the employees will possibly bring
positive behavior for the long term of the organization. The message that management
sends to the employee is that it is okay to accept and engage in change, as the
organization attempts to stay ahead in its industry (Appelbaum, laconi, & Matousek,
2007). Bhatti and Jinnah (2008) implicated employees are becoming key factors in the
decisions of strategy at an organization, which was an indisputable fact in Pakistan.
Employee commitment is vital to the overall organizational effectiveness at a time of
competition when the workforce has to be strong. Growth and high performance must
involve employees, which will increase employee satisfaction, decrease turnover, and
increase productivity and employee commitment. Employees incorporated in the change
management process at a Pakistinian organization must, like their U.S. counterparts, have
a desirable place to work, and feel their skills can still be enhanced, both personal and

technical.
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Employee inclusion for change management can hurt or help the organization as a
whole. The effects of employees not being included could be detrimental to the employee
if the assessed change is just about the organization, and not also about the welfare of the
employee. When organizations support the employee, change can be successful. No
organization, college or university should implement change without the input and step
progression of the employee working on the front line (Alasadi, Askary, 2014).

Possible Models for Organizational Change and Dynamics

Change models that can be found can assist in the implementation of change as
being important in identifying the reason for the change. The models also represent a
level of communication from management to employee. These models usher the change
through all parts of the organization, and reveals the vision to groups and individuals,
teams, and departments, and coincide the process for all (Whelan-Berry & Somerville,
2010).
Strategies, Skills, and Structures Model

One of the first organizational change models introduced was by Kurt Lewin, a
social psychologist, in 1947. He described a three-stage process, in which stage one was
called unfreezing: prepare the mind for the change by setting to the side of an old way of
thinking. The second stage is when the change occurs and causes a period of transition
and confusion. Moreover, stage three is freezing: solidify the new mindset and go back to
their comfort zone before the change happened. The staging process was a type of

strategy to ease the organization into change using a definite model that used skill and
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was a structured process. Based on Lewin’s model, the author embarked on a change

model incorporating seven phases for strategy, skill, and structure.

1.

Set Up for Success: Hailed as the umbrella phase for the initiative for change,
it starts with the end in mind and maps what needs to happen. Organization-
wide communication of this phase is done as soon as possible

Create Urgency: This phase will identify and address any resistance to change
which may be revealed. Negative behaviors are encountered and managed
since there is a proactive approach at the beginning.

Shape Future: Share the change with all employees and staff involved. If the
members of the team know what will be happening, they are more likely to
engage in the change. Vision statements should be printed and placed all over
the organization, which show long and short term goals.

Implement: Change occurs; the new process is to begin. Here, the skills
needed to go forward in change are required and addressed.

Support Shift: Identifying factors of support and resistance is critical and
addressed in the organization. There may be something in the implementation
phase that did not show progress as management thought it would.

Sustain Momentum: Positive behaviors are reinforced at this stage. Milestones
during implementation, whether big or small, are celebrated. Productivity is
recognized, and leaders showed employees the possibilities of bright

reflections of the future ahead.
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7. Stabilize Environment: This phase is the capstone phase of the entire process.
The new change is important and is here to stay. There are incentives and
rewards in place for future career advancement. At this stage, job descriptions
are created, modified or eliminated (Carter, 2008).
Top-Down Model
This was a model used on Employment Reform at a university in Mainland China.
The reform was to launch a new personnel system within the university, based on
contract and performances, with competition and emphasized rewards. The
administration was clearly at the front of all change implemented at the University. There
was no involvement in decision making about organizational change with faculty and
staff, who voiced complaints of unhappiness (Lai, 2010). The Top Down model refers to
all decisions made at the top of the organizational level and flows down to the employee
as to what decision management will decide. I included this model as information only to
expose to the reader how critical having a model of change which includes the employee
is vital to the success of the organization.
Kotter Model
John Kotter, a renowned researcher in organizational change, has developed and
helped corporations worldwide implement his change models within their organizations.
His eight steps to change introduced in his book Leading Change, was written in 1995.
The author lists the eight steps and the actions needed to make the model successful in
the organization:

1. Establish a sense of urgency:



e Analyze environment for potential crises and opportunities.

e Convince 75% of managers status quo is more dangerous than the
unknown.

Form a powerful guiding coalition:

e Assemble groups with commitment and power to lead the effort.

e Encourage them to work as teams outside the hierarchy.

Create a vision:

e Create a vision which guides the transformation.

e Develop strategies for turning vision into reality.

Communicate the vision:

e Communication is multi-channeled and continuous.

e (oalition managers model the new behaviors/actions.

Empower others to act on the vision:

e Change or eliminate processes and factors impeding transformation.

e Encourage risk-taking, innovations, and action.

Plan for and create short-term wins:

e Define and proactively promote visible improvement successes.
e Recognize and reward employees positively involved.

Consolidate improvements and produce more change:

37

e Build on credibility from early successes to advance more implementation

plans (e.g., removing barriers, getting additional resources).
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e Promote/hire individuals who support and can enact the
vision/implementation plans.
e Energize the process with additional targets.

8. Institutionalize new approaches:

e Be proactive with explanations connecting new approaches and
transformation successes.

e Succession plans should be created to identify individuals who can carry
the vision forward in the long-term (Kotter, 2007).

This model introduced by Kotter is to provide a basic framework for management
to build upon, rather than use for action plans on a step-by-step basis. Managers must be
visible role models who are also positive, and available to provide instruction and
explanations when there is confusion during the change. Leadership carries the key which
will unlock all the benefits of transformational change within any organization (Stragalas,
2010).

Corporate Change and Dynamics

There are difficulties in making changes in the organization when there is no
profound vision from management of what the change should be or encompass
(Woodman, 2008). A successful medium-sized company in South Korea failed to
implement an electronic workflow system through its Internal Technical department that
affected the entire organization. There were internal factors and power shifts among
management, as well as the poor design of this system. The failure of the system was

more than just a technical issue. Users of this new system could not perform their jobs
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better. New management’s inclusion of the system, where even they did not have proper
training, was also a major factor to failure. Moreover, one of the main barriers to success
was the culture between Eastern and Western countries and having to adapt to ways and
processes not normally done in the organization. The importance of the culture aspect is
there are more and more countries implementing global operations, and the barrier of
cultural differences can lend a detrimental effect on not just an IT implementation, but
any implementation affecting an organization (Warren & Myungsin, 2007).

An organizational change study researched by Waweru (2008), viewed 31
Canadian manufacturing companies that implemented changes to its management
accounting and control systems. The changes were to perform the following:

e The organizational capacity to learn is great
e The increase in size

e Decentralized organizational structure

e More intensely competitive environment

e Higher reliance on technology

e High emphases on differentiation strategies
e High emphases on low-cost strategies

Changes in the new systems suggest that organizations with the greatest number
of management accounting systems will more likely have changes made to their
management accounting practices. There should not be such a high reliance by
management on technological aspects of change; rather it should be on the employees

involved in the organizational change. The main hindrance to the changes was the lack of
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accounting staff. With any new implementation, there will possibly be a need for more
staff. Employees should not feel the weight of the world is on their shoulders. Hence a
shortage of staff would bring longer than normal work hours, and additional
responsibilities, which were factors for resistance by employees to the change (Waweru,
2008).

In Corporate organizations, change and dynamics are the framework and
responsibility of leadership, regardless of what type of implementation is being
considered. There should be greater stability by leadership to the organization before,
during, and after the change. Employees have success in their effort, costs of change
implementation in assisting employees with change are minimized, and the future of the
organization can include creative-competitive endeavors, and enhanced profitability for
the global economy (Cangemi, et.al., 2011, p. 32).

Scenes of Change in Colleges and Universities

Although we have just read about many corporate stories of change with positive
and negative conclusions, the focus of this study is on pertinent scenes of change in
colleges and universities, involving its administrative staff/employees and the

management/leadership teams who hold the key to organizational success or failure.

Administrative
The pressures of increasing student enrollment and decreasing resources resulted
in a negative effect at a university in London, England. Changes no doubt had to be

implemented fast in the administrative offices. Staff had become completely overworked
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and was performing double duties, with more hours beyond their normal work time
because of the increased enrollment. High turnover within the administrative department
rose considerably as a result. The Business Process Re-engineering (BPR) model was
looked at by university management for guidance and possible ideas during this time.
Usually, a committee is nominated to oversee exact changes, and they communicate their
decisions and recommendations. The changes that management decided were the hiring
of additional staff for the front office to serve as customer service, in order for the back
office staff to be free to handle other administrative issues as they arise. Management
communicated new office hours to the staff and students. Some duties of the office
completely moved to another office better suited to handle some of the incoming
inquiries from students. There was a “secret shopper”, person who is part of
administration yet is unknown to the staff, put into place to verify if the proposed changes
within the office were working. The success of this change was in part by having a team
to specifically oversee the organizational changes needed, and the results of receiving
input from the stakeholders of how to make the office better (Child & Lander, 2008).
Other Divisions

Research administration at Penn State had been under heavy expansion within the
past few years. To manage the change effectively, the university begins designing
training programs to enhance the knowledge and level of expertise for newly hired
employees in the administrative office. The training programs included self-paced,
computer-assisted learning modules and packets about the office environment and

positions. There was also a series of workshops promoted using “team teachers” to
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review the objectives learned in the computer programs. Participants gave positive
feedback to leadership that they had learned a great deal and were better prepared for the
changes in the new office environment with the in-house training program (Eyerly et.al.,
1993). A university in South Australia ventured out to using a university-corporate
education partnership to train their employees for the changes at the institution. This
partnership gives employees a wide-range of change implementation topics to study and
to also possibly give them a chance at course-work for better job performance and
production. The attraction of training retains employees and makes them feel valued in
their work environment (Ryan, 2009). The scenarios at Penn State and the University of
South Australia included preparatory techniques for the employees involved in change, as
a tool to combat any dissension from the employees.

Managerial Change and Dynamics in International Colleges and Universities

European institutions are adopting more private corporate sector techniques to
manage change, termed as managerialism, and it is taking up a new place in higher
education. The institutions have not fully agreed on the acceptance and use of the
managerial changes brought in from the corporate environment into these institutions.
Universities are beginning to be held more and more accountable for the quality of their
performance by their Board of Trustees to improve their administrative quality.
Managerialism as defined by the authors is “the trend of adopting organizational
characteristics, such as organizational forms, technologies, management instruments and
values that originate from the private sector organizations” (Smeenk, et.al., 2009, p. 591).

While this is most prevalent in colleges and universities in the U.S., I will now give
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examples of how institutes globally compare with the issue of managerialism, and
allowing their employees to have a voice during organizational change.

Germany

In the case of academia in Germany, Serrano-Velarde (2010) noted there is a
history of such a shift in the dynamics of managerial change. Consultants from corporate
organizations are becoming prevalent in higher education institutions. Universities are
increasingly calling upon the external expertise of consultants in management, where
there is more structured knowledge to implement change and process change within an
organization. Mid-sized to large-sized colleges and universities with a student enrollment
of over 10,000 has made consultancy a common phenomenon. Management gives a
common reason for the employment of consultants at a college or university as having a
need for an “objective third person, an impartial outsider that would help us carry out a
specific change project”. The firms who employ management consultant teams are
knowledge-intensive, and usually enter into an organization where there are problems
with a top-down management model. Academics define themselves as experts, which
mean to have an outsider come in and break them down in their organization seems to be
almost an insult. It is the job of upper leadership to bring in consultants as an addition to
the change and often communicate with the entire organization as to the consultants’ role.
Collaboration between all parties involved would make for better organizational change
success.

Serrano-Velarde (2010) also advised that few German universities have suggested

that successful radical change in organizational management is necessary for the
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organization to develop change measures suitable that will be revolutionary for their
goals to be achieved. The German Government is responsible for all planned change
measures, which reveals an influence of dominance in the management of the
universities. The specified goals listed were the reasons for radical organizational change
enacted within the universities:

e More publications in top-tier journals

e More autonomy for junior faculty

e Reduction of the entry age for full professorship

e A higher percentage of qualified international researchers

Fiedler, et al.(2010) conducted extensive reviews of literature in reference to
their argument of when radical organizational change will occur (Greenwood & Hinings,
1996 as cited by Fiedler, et al, 2010). Radical change in organizations happens when
those affected by the change are not satisfied with the way their current interests served
while being coupled with their commitment to value alternatives. There must be
leadership support by adequate knowledge of which actions to take when faced with
radical organizational change, as well as the power to take the action.

Institutions demanded the German government respond and establish normal
measures of institutional change: introducing junior professorship and abolishing the
authority of when one can teach at a university (termed venia legend). The purpose of
these measures was to reduce the time necessary for all junior professors to meet tenure
qualifications, while at the same time allowing an increase in the independence of the

junior faculty from the role of academic advisor, to create a more international



45
environment in Germany for research and teaching. The dynamics of evolutionary-
developed change measures to bring about a radical change in educational institutions are
viable to reaching organizational goals. The study revealed that planned change measures
could serve as a catalyst for radical change; in so much as the planned change measures
are the reasons for the movement for change (Fiedler, et al., 2010).

Kenya

Leadership adoption of corporate models by colleges and universities within the
past few decades have brought about much debate over the surge of higher education
being for the good of public interest or private corporation. The authors, Johnson and Hirt
(2011) examine how staff at two public universities in Kenya, Africa viewed the
intersecting of development and marketization. Since public higher education is viewed
by most as social institutions, there are thoughts from citizens and government that the
development process of public higher education is an act of agents of the public. There
has been pressure by the public in recent decades for educational reform: the reformation
of transformation of public institutions to be more of a market agent instead of the
traditional agent of development. The shift would possibly bring more private financing
to the institution instead of reliance on public funding, there would be initiatives for
quality assurance, and programs would go through reallocations. Scholars are standing
firm on the historical model of public good, thereby not accepting the current trends in
academic restructuring. The debates of reform frequently turn faculty against the
administration.

The model foundation for public good for which it stands is that:
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..higher education is a social institution devoted to functions such as ‘the
development of individual learning and human capital, the socialization and
cultivation of citizens and political loyalties and the preservation of knowledge
and the fostering of other legitimate pursuits for the nation-state’.....producing
both knowledge for the public benefit and educated citizens (p. 484).
Higher education is believed to be necessary for “economic sufficiency”, and for the
correlation of cultural, community, and civil life. Within the past 25 years, more nations
are shifting higher education to a managerial model, which consists of effectiveness,
economy, and efficiency in the institution. The pressure of shrinking budgets from state
governments leads to the decrease of spending for colleges and universities, forcing most
institutions to look to more private funding sources. More and more market forces are
being reflected to obtain privatization at public universities. Some of these forces are:
e (Quality assurance initiatives that purportedly ensure accountability
¢ Influx of management language to describe functions of the institution (i.e.
students as customers, deans as vice presidents)
e Reorganization of academic units or adjustments in product lines to reflect
current market demands
e Faculty entrepreneurship, where faculty recasts supplicants of research
dollars, and prioritizing revenue generation over teaching students
e Administrators become brokers negotiating transactions with private

industry for University products
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These transformations bring the perceptions of higher education from what was
classified as a public good, to now a private good, which only benefits students who can
afford an education, and to bring in industries willing to afford the funding of research.
Many citizens perceive this new business adoption of higher education as a betrayal to
the students, the faculty, the staff, and largely the society. On the end of extreme opinion,
critics have agreed upon this statement: “..that these reforms threaten intellectual
independence (of faculty and students), cultivate obedience (in students), and decrease
critical inquiry and access to knowledge, in effect undermining the traditional values of
the public university” (Johnson & Hirt, 2011, p. 485). Funding research at institutions
should not require the institution to change its normal operations. There should not be
such a large stake of change demanded by the organization.

Administrators and faculty view the contributions of development by their
particular university differently. The two institutes of higher learning that were reviewed
are (actual names not used) the University of Kenya (UK) and Kenya National University
(KNU). The early and mid-nineties brought about market-oriented reformation in Kenyan
public education in the form of stages from the government, especially since funding
from the government was steadily decreasing. The most notable launch of a new program
handed down to the universities by the government was in 2001 entitled “Strategy for
Performance Improvement in the Public Sector”, with the goal of improving service
delivery and increasing productivity. This transformation process includes implementing
a Performance Contract — a memorandum of understanding between each public

institution and the government. The requirements of the contract are:



48
e Improve service delivery to the public, ensure managerial accountability
and build a culture of accountability that pervades all levels of the public
sector;
e Ensure that resources focus on attainment of national policy priorities;
e Institutionalize a performance-oriented culture through an objective
performance appraisal system;
e Measure and evaluate performance
e Link rewards to measurable performance and results.
International Standard Organization (ISO) certification also had to be attained to ensure
corruption minimized, and institutions were being held accountable for their management
practices. The authors note that as of this 2008 study (although the study wasn’t
published until 2011), UK and KNU had completed three of these performance contracts
with the Kenyan government. The development received as positive change, and the
quality of life for the people overall has improved. This article referenced from Kenya
was included to bring awareness to the government’s imposition within its universities
(Johnson & Hirt, 2011).
Russia
Enlightening of university reform in Russia, among its administration, and if
whether the university systems were ready to handle the transition of what the challenges
of large-scale transformation were bringing, was the focus of research. The essential
question was: How does a university system determine readiness for this solution? The

author defines readiness “as the degree to which the social positions and the
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communicative relations of significant participants in decision making and the
coordinating role of the personified agent of administration are in harmony” (Eliseeva,
2010, p. 40). Results of research confirmed there must be good communication for
adequacy in the area of social communication between all involved in the transformation
process, for there to be a success. The parties related to the problems among
administration have to establish communication for there to be readiness before the state
transformation which has to take place.

Saskatchewan, Canada

The Employee Assistance Programs (EAP) at the University of Saskatchewan in
Canada introduced in 1989. The purpose of the program was to provide for employees a
referral for assistance based on assessments taken, and short-term counseling, who
requested such assistance based on concerns within their job and/or personal issues. The
employees’ abilities to function in their work duty performances could effectively may be
impaired. These services were provided for all employees of the university and their
respective family members. However, since the university was undergoing other
organizational changes, pressure had been applied for a change in this program as well,
and 1f the model from 1989 was still serviceable to faculty, staff, and the university as a
whole. Initially, the service had no mandates and was constituted as confidential and
voluntary, with management referring employees or peers to the service.

To answer the question if the program was still needed, a senior administrator of
the university and two external evaluators sat on a formal panel to discuss the needs of

the organization. The formal review from the panel would consist of the following:
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1. Review and assess services provided by the EAP according to objective
evaluation standards within the EAP field;

2. Assess effectiveness of the EAP against its mandate regarding meeting current
and future needs of the University and to identify an appropriate level of
financial support for the program;

3. Identify options and services that would provide an EAP based on best
practices in the context of the University of Saskatchewan Strategic
Directions; and

4. Identify an appropriate level of resources, financial, human and facilities,
required to deliver and support an EAP program based on best practice for
2005 and forward.

With the review conducted in the midst of major change within the university,
adequate preparation still did not lessen the stress employees were feeling about the
changing environment. The EAP was an important program the staff welcomed at the
University and it was considered to be doing what it was purposed to do. To enhance the
program and provide more staff would be exceptional if administration saw it as
wonderful of a service as the employees.

The review of the panel and input from employees, staff, and faculty led to the
decision to increase staff at the EAP. Three counselors who would work on site full time
would better serve staff and families of the program. Also, to bring the EAP up to current
organizational standards, time would be needed by management to devote better

administrative, developmental, and educational functions to the program. Once the new
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program was in place, there was an orientation set up to introduce all employees to the
new EAP. The process was very involved and there were plenty of painful moments of
adjustment initially, yet it shows change can happen when there is a process, and all
employees and management are involved (Csiernik, Hannah, & Pender, 2007).

Australia

As stated by and Van Gramberg (2007), in Australia there has been a long history
of the involvement of employees and unions in decision-making in the workplace of
industrial organizations. The clause titled Termination Change and Redundancy (TCR) in
Australian rewards in 1984 started this mechanism for the employee to be involved in
organizational change in the workplace. Enterprise Bargaining Agreements (EBA) is how
operations are currently administered. Over the past two decades, the university system
has experienced an increase in a focus on managerialism for productivity and efficiency
in the administrative offices. A study has been conducted to examine the extent of the
TCR clause and its evolution in the universities of Australia. The Australian Higher
Education sector is comprised of two private and 37 public universities affected by the
changes. Strategies involving the employee in change have dominated as a proactive
form of domination in industrial relations strategies and human resource management.
And while there is no specific change model for all situations, employee involvement in
organizational change of some sort is needed.

Two types of worker participation initiatives are listed in this study to improve

productivity and efficiency:
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e Participative management refers to employers using workers to enhance
the effectiveness of operations in an organization, and can also include
participative decision-making where employees advocate for driving
enhancement of their participation.

e [Industrial democracy refers to shared or direct control in decisions made
in the workplace provides benefits to both employers and employees. The
thesis in the book Participation and democratic theory, by Carole
Pateman, gave as a key underpinning in the sharing of workplace power;
decisions only made by management is not legitimate.

A type of form of employee involvement is very important when considering its
use in the organization, specifically because of the timing of employee involvement. The
essential and continued shift to managerialism by the Federal Government of the Higher
Education Workplace Reform Requirements required the universities to amend their
EBAs. The penalty for the institutions not complying would be a lost in Commonwealth
funding between 2.5% and 7.5%. The basic clause of the TCR Decision state: “that sound
management of workplace change implies the timely involvement of the people who will
be directly affected by that change” (p. 177). The expectation with this mandate will be a
shift in the level of employee involvement in Australian universities (Weller & Van
Gramberg, 2007).

The relationship and work parameters of managers and academics in Australian
universities, are discussed by Kenny (2009) stating they both play an important role in

ensuring the effectiveness of the modern university. Corporate models of compliance and
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control should dissolve and the use of more inclusive management practices are brought
forward. If additional promotion systems and incentives can be used as part of the
organizational restructuring, it would be a positive to reward the promotion of good
change outcomes in the organization, thereby having such ideas as part of the change
implementation.

United Kingdom

To help facilitate change in higher education institutions (HEI), organizational
development tools for corporations can also be used at these institutions. The Higher
Education Funding Council for England (HEFCE) Leadership, Governance, and
Management Fund released funds for the project entitled, “Enhancing Organisational
Development (OD) in English Universities” (2007). The project defined organizational
development as explicit processes which were planned and implemented carefully for the
organization as a whole to be benefited. The survey management established through the
project reported that ninety-two percent of all responding institutions (55 out of 60) were
actively engaged in some venture for the improvement of their institution. The
Government then announced it would provide funding to assist in the rewards of the
institution's staff development, improving equality and diversity, and modernizing the
management process. The higher institutes of learning have to take responsibility for their
assessment of the change process and practices to be put into place at the organization
and show a demonstrated track of continuous positive change progress and improvement

to the stakeholders.
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The Standing Conference of Principals Personnel Network and the Universities
Personnel Association developed the People Management Self-Assessment Tool (SAT)
for HEFCE, to support HEIs that did not already have an assessment tool in which they
were using. The HEFCE listed the dates associated with providing an annual report as
summer 2006, summer 2007, summer 2008, and July 2008 as the final deadline.
Suspended or withdrawn funds from the institution would be the penalty if the reports are
submitted past the listed dates. Using a “systems-based model”, the evidence-based tool
of the SAT covers seven “dimensions” or areas of people management:

1. Remuneration and fair employment

2. Recruitment and retention

3. Size and composition of the workforce

4. Staff development and skills needed

5. Leadership, involvement, and change management

6. Occupational health, staff welfare, and health and safety

7. Performance management, meaning linking people to organizational

performance

A group of preassessment questions is given for each of the dimensions, to be used to
validate the current priorities of the institution and how they plan to support the
organization’s wider goals. Each dimension also has a checklist, along with examples to
follow, providing for the coverage of inputs, processes, outcomes, and outputs of staff
management, which is assessed by HR. Depending on the needs of the HEI, not all of the

dimensions are required to use as part of the assessment; a smaller subset of the
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dimensions could be used instead of the full set. The tool is an assessment of the practices
of staff management, led by the HR professionals. Since the tool is evidence-based, the
involvement of the people who know where the evidence is and what the situation entails
is essential. The HR director at another university and a lay member of the University
Council served as external elements of validation. The project included three phases:
Phase 1: Data gathering and assessment, Phase 2: Consultation and independent review,
and Phase 3: Action planning.

The high priority action areas that emerge were key themes from the self-
assessment the university focused on for their strategic plan:

e Leadership and management development — which showed there was a
possible lack of a strategic and coordinated plan in developing leaders
throughout the institution.

e Head of Department role — developing role profiles

e Recruitment and retention — data to support decision making has to be
developed, which includes service from an external consultant to review
the process of recruitment for performance indicators that are key.

¢ HR information — an identified need for the consultation between HR and
institution stakeholders for additional value to specified data requirements.

e Employee opinion survey — to address staff issues including staff
management and involvement, rewards and pay, and staff development,
and for the University Executive Committee to commit to taking action on

the issues.
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The self-assessment tool proved to be successful. It is a tool which can be used
not just at an institution, yet is varied enough to be used at organizations. It revealed gaps
effectively in the organization and was fairly easy to use by management. Genuine
improvements were the results of the completion of the assessment. There were two e-
learning packages to assist in stress management for staff and the role of the manager in
stress management commissioned as a result of the employee survey. The institution does
plan to initiate a follow-up survey in two or three years to examine the progress of the
management of the staff. The progress of the mission of the institution and the strategy to
fulfill the mission was the focus and positive outcome of using the SAT (McDonald,
2009).

Figure 2 lists a few tips McDonald (2009) gave on how to carry out a self-

assessment, whether the HEFCE SAT model using, or another methodology.

= Manage the process as a project, using a robust project management methodology

= Plan the timeframe carefully to avoid difficult periods when colleagues overlook for other
priorities.

= In the initial phases, set time aside away from the office to concentrate purely on the assessment.
These concentrated sessions will yield fruitful progress.

= Share the burden of the initial data gathering and assessment; draw in the relevant experts for each
area to be assessed.

» Identify the key people to consult. Consider who should provide input from across the institution.
Don’t be tempted only to consult those who are likely to give a favorable view.

= Use a mixture of group work and individual discussions.

= Be prepared to listen and act upon the feedback gathered.
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* In action planning, carefully consider the resources available.
=  While the assessment is complete, don’t lose site of the resulting action plans. There are dangers

day-to-day operational activities will overtake the plans.

Figure 2. Tips for completing a successful self-assessment
Summary

Determining strategies of change specific to an institution can be hard. There are
many models used in corporate organizations which could be fine-tuned to fit a college or
university, yet there are not any current models or processes tailor made for these
institutions. Kotter and Schlesinger (2008) gave a very practical look at how to choose a
strategy for change. There are three steps used that can possibly manage organizational
change successfully:

1. Analyze situational factors

2. Determine the optimal speed of change

3. Consider methods for managing resistance

The effort requires observation and how fast a review will determine the
strategic choices to be made. There has to be involvement of other employees in the
organizational change process, an amount of preplanning by management, and how
management will be cohesive with different approaches to the change. The choices must
be consistent with the internal structure; hence inconsistent strategies will embark the
organization or institution upon problems. Managers and leaders can improve the change

success by having an analysis performed by the organization which will identify
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problems, show factors relevant to what will produce change, use the analysis to form a
strategy, and monitor the progress of it all (Kotter & Schlesinger, 2008).

Many similarities are evident between change in an organization and change at a
college and university. Employees are affected by the mismanagement of change no
matter what the sector. Although the focus is on the administrative side of change in
colleges and universities, the literature reviews suggests faculty has also had to handle
change in their immediate departments. The issue of organizational change is steadily
showing to be consistent worldwide in colleges and universities. Administrative offices
at institutes of higher learning operate in different ways, some by the institution itself,
and other offices by the governing authority of that particular country. Improvements
have been made and tested in how to involve employees when there is a major change at
a college or university. The examples in the literature reviews of corporate consultants
being hired, to assist in the change process within the affected department, or with the
college or university as a whole, are worldwide. There are also examples of the
individual college or university using existing instruments from the corporate
environment to “in-house” the managing of their employees with change, without the
assistance of outside consultants. In whatever way management make the decision to
confront the issue of change, the fact is change cannot happen effectively amongst
employees unless there is some guidance.

In a current review of the literature on change management within the college or
university setting I found the non-inclusion of employees faced with change on their jobs

remain a probable cause to negative employee attitudes and behavior, and ultimately



59
employee resistance. Alasadi and Askary (2014) found in their research that once
employees are empowered as partners to assist with the change process, it promotes
successful organizational change. Employees were noted as feeling good about the
change and how they are positively handling the change as it was occurring.
Management’s fear of resistance and negative behavior diminished when employees were
included in the organizational change. As stated by Ayodo (2016), it is up to the leaders
to facilitate technology as it is constantly emerging and to value employees and assist in
developing a clear vision to inspire employees during this change.

To ensure employees can handle the change and it becomes a positive experience
when they become involved, there must be a process for increasing employee readiness
for the change in higher education. AL-Abrrow and Abrishamkar (2013) conducted a
study on employee readiness to organizational change in higher education and found the
level of commitment by employees of the change was a critical component of the
readiness of change. There is a need by management to understand if employees are
ready for organizational change. Usually, questionnaires submitted by management about
impending change are completed by the employees. The results of the questionnaires are
a critical guide to assessing if development efforts should take place before the initiation
of the change. The bearing of employee emotions revealed in answering questionnaires
and expressing concern to leaders and management of organizational change can limit
progress as well. Dasborough, Lamb, and Suseno (2015) perspective on the outcome of

their research into the emotional stance of employees faced with organizational change at
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an Australian university was emotions were attached to three different perceptions. The
employee perceptions are as follows:

e Promising — an opportunity to look forward to
e Threatening — a threat that needs to be carefully managed
e Inevitable — no avoidance

The recognition of these perceptions by management can allow managers the
chance to better comprehend what their employees are feeling, and notify the leaders of
the organization to assist employees with the change. Research is continuously displayed
as of importance to management and leadership to take an active role in preparing their
employees for change, and thereby also including them in the before, during, and after
processes of organizational change.

The gap in the literature review on change management involving system
implementation upgrades and its impact on employees in a university administrative
office was the main focus of this study. I discussed in the literature review specific
change management situations faced by institutions. With actual change being different
depending on the situation, the reaction by employees have been shown to be consistent
throughout the world: possible resistance to a break in normal organizational workflow,
and no chance for the employee to give a voice to management on how to make the
process better from the actual employee/faculty member involved in the actual work. 1
also researched in the several sound models and processes which are used in the face of
change at the organization level. No specifically sound model or process is in the

literature which a college or university can refer to and understandably assess that it



61
worked in central administration at a college or university when faced with a change in
implementation. The gap in the literature of the unavailability of a true reference to
review for a university specific organizational change model or process was found. The
research on possible change models and processes used in colleges and universities has
yielded more frustration for the higher education sector. I discussed in the literature that
management often views portions of models and processes as useful, yet the varied
portions of the process or model for organizational change sometimes go unused.

An explanation of a specific model or process used during change management
for the implementation of a new system, the methodology used, and the analysis of the

model or process is discussed in Chapter 3.
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Chapter 3: Research Method

The purpose of this qualitative case study was to interview employees within a
major university administration office in the Southern United States to explore what
impact a business process project possibly had on employees affected by change
management in a system implementation upgrade. The participating institution provided
a letter of approval for me to conduct research on its campus. The Institutional Review
Board (IRB) at Walden University approved human subject research for this case study
on January 5, 2016, using IRB number 01-05-16-0117886. I proceeded with research of
case study participants upon IRB approval. A collaboration of interviewing individuals
upon their voluntary acceptance of the invitation to be interviewed gave valuable
information on their thoughts, attitudes, feelings and behavior. Data were from the
employees of this university administrative office.

The following organizational change process is normally seen in organizations,
which are used for a positive effect on behavior for employees involved in organizational
change. It is being used currently at colleges and universities as well. Kotter’s eight stage
change implementation model for organizational transformations was discussed by
Stragalas (2010). The business side of management at colleges and universities has taken
a turn toward mimicking the structure of corporate organizations, and this extreme
change affects the way managers manage employees (Stragalas, 2010). European
universities have steadily been adopting strategies for organizational management
commonly used with private businesses (Smeenk et al., 2009). External consultants are

brought in to facilitate change, just as in corporate and governmental agency
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environments. Serrano-Velarde (2010) discussed the issue with senior management
consultants in academic projects in German universities. A specific organizational model
or process being used by the consultants or academic management during the change as
has been shown in organizations was not revealed in the review of literature. Adoption
the use of management consultants for assistance in organizational change should also
lead to the adoption of the models and processes used in a corporate organization to
prepare its employees, and promote a healthy work environment.

This chapter includes a description of the qualitative case study method, as well as
the research questions that guided the study, and the role of the researcher. I explain my
section of the major research university in the Southern United States and my selection of
the participants. The chapter also includes the methodological strategies, the validation
for the study, and the ethical considerations for employees who participated in this
holistic case study.

Research Design

The main research question that I investigated in this study was: What impact did
a business process project have on assisting and involving employees with change
management in a system implementation upgrade affecting their current jobs in a
university administrative office?

Four subquestions also guided the research:
1. How had the employee been involved in the business process project?
2. What was the assistance provided to the employee as part of the business

process project?
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3. What major impact did the business process project have on your

individual job duties?

4. How had this change implementation initiative affected your behavior on

the job?

My case study can possibly be used for advice to management of college and
central university administration to employ a model or process to assist employees in
transition when faced with major change or system implementation upgrades of current
workforce practices. Employees and management will experience more cohesiveness and
success in the application of a model or process to assist in the facilitation of change
(Hiatt, 2006).

My method of research is a case study method in which I used a holistic analysis
and the focused interview technique with open-ended questions formulated by me based
on literature review research from theorists seeking ways for employees to speak about
their concerns with change management. I conducted interviews individually, considering
each one as a single case, although all interviews were held at the same location. Overall,
I combined the results of all employees to determine the likes, feelings, thoughts,
suggestions, and behaviors of each concerning the system implementation. Since the
system implementation was still current, the employees view of the current business
process project to assist and involve them in change management for a system

implementation upgrade in their workplace was important.
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The Role of the Researcher
I have been very interested in change management and the effect it has on

employees in organizations. Where a change in inevitable and serves all genres of
corporations, organizations, colleges, and universities, governmental agencies, nationally
and globally, my review and discussion of the literature proves that preparation of the
employee is mandatory in organizational change. Craine (2007) stated that employees are
likely to experience cycles of change that may be emotional. Warren and Myungsin
(2007) suggested that there are many models, processes, and procedures to aid
management in the change. However, because entities are different, there is no one single
approach to managing the change. After researching further in the literature review of this
dissertation, I found many models and processes for corporations and organizations, yet
no specific process or model for when change happens in an administrative office of the
university environment. Colleges and universities are experiencing a change in record
numbers globally, and are employing external corporate consultants to assist in change
processes . Consultants are bringing in corporate business models for change that have
been successful in nonacademic environments, and applying them to an academic
environment (Serrano-Velarde, 2010). The models used have not been tested to
determine or assess effectiveness for colleges and universities. When there are models or
processes, they are from an organizational standpoint, instead of from an academic
standpoint. Usually, these models have only sections which can apply to a university
administrative department, rather than an entire model for a complete university change

(Serrano-Velarde, 2010).
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I conducted this case study research to bring attention to the possible need for
higher education to have a standard or process model buildable for adaption to the
specific change management needed for employees of the institution. My separate
experience in management has shown me that any successful change has to involve the
lay worker, the person who touches and handles the actual work being affected by the
change. When incorporating individuals before, during, and after any change in their
respective department, [ have seen an easier transition. I have also seen a greater
willingness for input in how a process can be made more effective. There will always be
a level of decision making amongst management when an organization is faced with
change. Employee input on change process in an organization to management is a key to
keeping peace and understanding among the employees. Not everyone in the organization
will be happy and agreeable all the time. The overall health and commitment of
employees and managers stand to gain in all aspects of the change, lending more time to
focus on the mission and viability of the university, rather than how to handle damage
control.
Methodology for Research

I used a qualitative case study method, using focused interviews and a holistic
analysis. Case study methods can sometimes be utilized for intervening in a change
management situation, or evaluation of a changed process for effectiveness and efficiency
(Trochim & Donnelly, 2007). The case study research method is defined by Yin (2009) in
a two-fold definition:

1. A case study is an empirical inquiry which:
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e investigates a contemporary phenomenon in depth and within its real-
life context, especially when
e the boundaries between phenomenon and context are not clearly
evident.

2. The case study inquiry:

e copes with the technically distinctive situation in which there will be
many more variables of interest than data points, and as one result

e relies on multiple sources of evidence, with data needing to converge
in a triangulating fashion, and as another result

e Dbenefits from the prior development of theoretical propositions to
guide data collection and analysis. (p. 18)

I used focused interviews as my specific research method obtained by the source
of evidence that was used to gather the data. Yin (2009) gave the following strengths and
weaknesses for interviews as a case study method:

. Strengths: targeted — focuses directly on case study topics; insightful —

provides perceived causal inferences and explanations

. Weaknesses: bias due to poorly articulated questions, response bias;

inaccuracies due to poor recall, reflexivity due to interviewees stating
what interviewer wants to hear. (p. 102)
Interviews offer an opportunity to learn and explore why a particular process is occurring
or has occurred. The open-ended interview questions have to satisty the case study

protocol, while simultaneously introducing non-threatening and friendly questions. The
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specifically focused interview allowed each Participant a short time frame. The questions
were not misleading or bias, and allowed interviewees to provide a fresh commentary
about the questions asked.

Yin (2009) stated that interviews are a vital source of evidence for case study
research because this type of research involves humans and their behavior regarding the
events in question. When an interviewee recalls information, well-informed responses
and insights into these events are provided. The interviewee can also provide a glimpse
into the history of the organization, and any such prior situations, which aided me in
identifying other sources of data which were relevant.

There are other advantages to interviewing, such as the interviewer having the
ability to restate or clarify a question the interviewed individual may have or do not
understand fully. The response rate to interviewing face-to-face is higher typically than
other survey methods. Individuals interviewed may also have some tangible evidence in
their possession to lead with their answers (Singleton & Straits, 2010).

Case Selection

[ used a case study method with holistic analysis, which employed the use of
open-ended interview questions, with each of the 12 employees who participated, each
approached as a separate case. I based this case study on the grounds of a conceptual
framework concerning change management. Change within any environment dealing
with a system implementation upgrade will affect all employees in different ways (Fedor

et al., 20006).
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The period involved started from the moment the business process project was
introduced to the employees in the Fall of 2014. The employees had the chance to
discuss what affected them the most in the change, and what impact it had on their
behavior. There was insight from the discussion of the employee visibly being assisted by
management and involved in the system implementation process over the past 8 months.
Employees have shown positive effective acceptance to change management, and the
process yielded some positive success.

In my review of the literature I discussed that change management is usually
easier to manage amongst and between employees and employers when there are specific
models, procedures, and or practices in place to guide the entire change (Kotter,
Schlesinger, 2008). Whether the process was for preparation of change, in the midst of
change, or the after effects of the change, there has to be a set of guidelines to follow
(Whelan-Berry & Somerville, 2010). More often than not, the majority of these processes
were specific to corporations and companies, absent of specific processes tailored for
fitting into the environment of a university administration office.

As more and more colleges and universities become streamlined in business-like
processes for the overall operation of the institution, management will seek out ways on
how to handle such large changes in managerial practices. Exposure to these institutional
needs will require the assistance of employees to guide management in how to effectively

conduct the change in where their jobs are critically affected.
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Population Sample

The population sample came directly from a major research university
administration office in the Southern United States. Newsletters that were printed on the
university website informing the public about the changes within its administrative
departments was information for employees experiencing change within the university
system in the various aspects entailed for their specific position. The diverse sample
included salaried professionals, as well as administrative assistants. Appendix A is a
copy of the University Letter of Cooperation signed by the management of the
participating institution, authorizing employee interviews conducted.

The purpose of obtaining a view from different perspectives involving the same
system-wide change, although the departments were different in administrative business
function, was satisfied. The participants were identified simply by an alpha-numeric
character of 1A, and so on for the employees participating in the study. The total number
of participants responding to participate in the case study was 12. Since case studies
involving qualitative sampling involves work with “small samples of people” (Miles &
Huberman, 1994, p. 27), assumed interviews with a large group are not necessary. An
email (Appendix C) was sent to individuals in the offices who have been employed at the
university since the beginning of the initial business process project back in 2009 and still
employed as of the most current process, for interest in participating in the case study.

Initial interviews were conducted with 12 participants. The data were from the
total interviews conducted, and no further interviews were needed to reach data

saturation. Once successful interviews were complete with common themes, the point of
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data saturation was reached. As with the case of data saturation, Francis et al. (2010)
reference Glaser and Strauss (1967) that the point of saturation in the field of qualitative
research is when there is no new additional data achieved in data collection. The
importance of data saturation addresses if the theory-based interviews conducted will
achieve a sample size adequate for content validity. It is truly possible to have multiple
cases of different views and stories of change management involving a system
implementation upgrade and how each handled the change. It is also possible to suggest
avenues of how change could have been better or worse over the past eight months, based
on the employee being involved and having a chance to speak at meetings.
Data Triangulation and Collection

I collected all data as the instrument to my research. The open-ended research
questions previously discussed were answered based on the responses of the interviews. I
used a notebook to record any additional information not already a part of the actual
interview process. I then transferred information to a case study database, using NVivo
Pro 11. T'used an audio recording device for recording purposes only, with the approval
and consent of the interviewee. The tapes serve as part of tangible evidence and proof the
interviews took place. Transcripts of the audiotaped sessions allow for transcript review
to ensure transcription is correct. All participants confirmed a written consent to the
recording session. TranscribeMe, a transcription service, was utilized to transcribe all
audio tapes into written form, which was downloaded automatically into the NVivo 11
Pro software. Appendix E is a copy of the signed Confidentiality Agreement from

TranscribeMe.
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I ensured each Participant signed a Consent form before the focus interview
sessions took place. The individual’s name is not on the form, but the identifier is the
same alpha-numeric character listed on the focused interview form. I conducted
interviews in person at the most convenient time of the participants, which was during
their lunch hour at the University, in a private conference room booked by the employee,
at management’s approval. Appendix D is where the list of interview questions can be
found that were reviewed and used. Upon completion of the interview, each participant
received a $10 VISA gift card to use at their discretion. I locked all data in a secure file
box that I will keep for five years per the requirement of the Walden University
Institutional Review Board.

The university used in this research study has made publicly available on its
website, all newsletters, and other related documentation about the business process
project that began in the Fall of 2014. I reviewed this information before conducting the
interviews as part of my research, and part of the interview process. The information
gave me insight as to the stages of change implementation the university was undergoing,
as well as how the change process communicated to the employees via the website.
Since the name of the university is on the public material, [ will not share it in my
research. The material however made my research foundation firmer because it
publicized the organizational change as it was happening around campus.

Data Analysis
The conceptual propositions that led to my case study were the general strategy

most preferred to follow in analyzing case study evidence. The analytic technique used



73
was pattern-matching logic, in which the empirically based pattern of change models or
processes assisting employees in how to handle change in their office compared with the
prediction that the model or process would indeed give the benefits of employee
assistance in change implementation, making the change favorable and less resistant.
These patterns coinciding were a very important step for the results strengthening the
internal validity of the study. Iused NVivo 11 Pro for Windows as my research database
software program to input and gather results, as well as organize and compile information
based on the questions asked in the interview session. NVivo 11 Pro was developed by
QSR International dating back as early as 1981 with its first product, NUD*IST, and is
now a large private owned developer of qualitative research software. The QSR
International products are used by governmental organizations, educational institutions,
and commercial organizations around the world. Its use gave me access to a popular
qualitative software instrument that was an essential way to organize and analyze the
data.

Although the interviews are text information, results were able to be automatically
calculated as to how the responses were rated based on like themes, using a graph to
show thematic results from patterns, discussed in Chapter 5. I used the data as a case
study analysis of how employees feel about the process of change within their university
administrative department, and how management could use the information to see
patterns in employees wanting and needing to be a part of the system implementation

change process affecting their current positions.
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I used the formulation of data as part of coding, used to observe like themes and
patterns. Yin (2009) stated pattern matching logic was “one of the most desirable
techniques” to use in case study analysis. In combining pattern matching logic with
pattern coding, Miles and Huberman (1994) gives a brief description of pattern coding as
being explanatory and inferential, in which this type of analysis is used to review and
meaningfully break apart all data, to sort out, reflect and link information back to your
research. The use of pattern coding assists in the identification of emerging themes, or
explanations. I pulled large amounts of data together into meaningful units of analysis.
Using codes, or tags, I assigned information from the story told by the Participant to the
theme obtained from the research. I used pattern codes to link relationships to a pattern in
the data retrieved from the interviews. To create codes, I drafted a Start List of Codes
(Table 1) as well as Code Definitions, suggested by Miles and Huberman (1994) before
conducting research. The list was made specifically from what I brought to the study of
research questions, framework, and/or any problem areas expected. The study results
show how I was able to match the codes with responses from the participants based on

the research questions I asked during the face-to-face interview sessions.

Table 1

Start List of Code Patterns

Code Meaning
TRNG  Training
COMM Communication

UM Upper Management
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MM Middle Management
SUPV  Supervisors

MGR Manager

EMP Employee

Table 2

Pattern Code of Definitions

CODES DEFINITIONS

TRNG  Implies employees will have training on the new system

COMM  Employees will receive communication throughout the

process

UM Top hierarchy level management to include head of an
administration

MM Management level which heads a department

SUPV Management level which heads a specific team

MGR Term is interchangeable with Supervisor

EMP Actual worker in a department/team

Strategies of Validation

The quality, reliability, and validity of qualitative research especially involving
case studies has long been an area of interest since there are not any strict standards in
place for measurement as with quantitative research. As part of the reference information
notated by Gupa and Lincoln (1981) (as cited in Trochim and Donnelly, (2007), they
bring light to “the four criteria for judging the soundness of qualitative research” (p. 149)

as follows.
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Credibility

I established Credibility criteria to the research results to be believable and
credible based on the participant interviewed. I maintained credibility by:

1. Tused a transcription service to transfer audiotaped interviews to a typed

transcript imported into NVivo 11 Pro qualitative software.
2. Tkept a journal for note taking to reference any additional observation or
information revealed which was not part of original interview questions.

3. Texamined trends and patterns for linked data encountered.
Transferability

Transferability is when the results of research can transfer to another setting or
context. The participants were a part of a common issue involving change management in
the workplace. The selection of the participant included sufficient variation. The impact
of a system implementation upgrade that had a critical effect on their job is not an
isolated issue or concern. Therefore, the outcomes of the research may transfer to other
university administrative offices with the same degree of change. Based on several
discussions in the literature review, the context of this study might transfer because of its
analytic approach of being theory-connected (Miles & Huberman, 1994).
Dependability

Dependability is where I described all changes occurring in the setting of the
study and how the changes affected the conclusion. I ensured dependability by
documenting when an employee did not give a direct answer to an interview question, yet

instead wanted to steer the response away from the subject matter to discuss a personal
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issue with management, not related to change implementation. I documented steps for
every portion of the study which were optimal as it related to the interview sessions, the
documentation of responses, and the analysis of all data and the identification of patterns.
Confirmability

Confirmability is whether others confirm the results of research you conducted. I
maintained confirmability by keeping a journal of all rational decisions and conclusions
concerning this study. I made the journal accessible at any point in time to each
Participant who wanted to verify any additional comments written out by me, that are not
on the audio tape. The journal also served as a reference point for me to view the analysis
of the study.

The internal validity of the results and the threats to internal validity are discussed
by me Chapter 4. Please see the Table below for more information:

Table 3

Criteria for Judging Research Quality from a More Qualitative Perspective

Traditional Criteria for Alternative Criteria for Judging
Judging Quantitative Research Qualitative Research

Internal validity Credibility

External validity Transferability

Reliability Dependability

Objectivity Confirmability

Note. Adapted from “The Research Methods Knowledge Base”, by William M. K.
Trochim and James P. Donnelly, 2007, p. 149.

Reliability
According to Yin (2009), the reliability of data can ensure that you have

minimized the biases and errors in your research study. Better documentation of research
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can be achieved using a case study database for the collection of all data. The case study
documents of the actual interview form were scanned as PDFs and saved on an external
hard drive, as well as a thumb drive. I have kept the actual paper versions in a file storage
box along with the audio tapes and thumb drive. The similar notions of an auditor
reviewing financial information are the same type of reliability check I gave to my
research, for other researchers to be able to come to my work, and implement the same
type of study. I discuss the Reliability of the results in Chapter 4.

Validity

The validity of the instrument used for the interview questions involved a brief
prescreening interview using several questions from the instrument, initiated as a Pilot
Study. The Pilot Study was conducted on two individuals at the institution, whom had
also participated in the system implementation upgrade currently, as well as in 2008, to
ensure the instrument. A prescreen consists of a small sample of persons having
characteristics similar to those of the target group of respondents. The reason for the
prescreen is “to allow the interviewer to conduct prescreens to determine if the
instrument used will serve the purpose of the case study protocol, and if revisions to the
instrument are complete” (Singleton & Straits, p. 294).
Ethical Considerations

The participants recruited in this qualitative case study employing a focused
interview method had proper ethical treatment as outlined in the Walden University’s
Institutional Review Board (IRB) rubric, as well as the guidelines for an ethical research,

stated in the American Psychological Association (APA) handbook. There were no risks
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identified in this study. Individuals involved in this study showed variable emotion in the
responses of decisions involving change and management. Respondents felt assured that
all responses are in complete confidentiality to me, and not shared amongst other
employees participating in the case study, or to any immediate members of management
at the University. The level of questions which were answered using the open-ended
interview questions did not cause pressure, anxiety, or stress in submitting answers or
detailed responses. I collected consent forms before beginning the interview sessions, and
after the employee fully understood the components of the form, in which we went over
in detail together. Each of the considerations listed above was incorporated in the
research design before the case study began. Every effort made for participants to be at
ease, and comfortable. I did not use actual names of participants, only identification of
alpha-numeric characters, on the interview forms, as well as on the audio tape.

The ethical considerations for participants accepting the incentive of a $10 VISA
gift card to use at the discretion of the participant was confirmed by the National
Institutes of Health published research conducted by Singer and Couper (2008). The
published research suggests respondents or participants must accurately assess if the
study will cause any psychological or physical harm and if the risks of participating are
acceptable. Researchers have an obligation to inform and minimize any risk the
respondents may incur. Incentives become unethical if they are improperly used to
“induce participation in the presence of avoidable or unreasonable risks” (Singer &

Couper, 2008, p. 7).



80
Summary

The goal of this case study was to bring more awareness of how important change
management models and processes were for employees affected by the change at college
and university administrative offices, involving any organizational change or a system
implementation upgrade. The research design was appropriate for the qualitative case
study research method used, to possibly gain knowledge from the perspective of
employees on how the impact of a business process project assisting and involving them
during the system implementation upgrade, had on them for the past eight months at a
university in the Southern United States. The study was about the thoughts, attitudes, and
behaviors of employees throughout administrative departments involved in organizational
change within the University. I used the research methods presented in this chapter,
which included the research design and rationale, my role and background, the data
triangulation and collection process and techniques, and the reliability and validity of the
research. Chapter 4 includes information on participants in the study, the results, and

findings of the data.
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Chapter 4: Results

The purpose of this qualitative holistic case study was to interview employees
within a major research university administration office in the Southern United States to
explore what impact a business process project has had on employees affected by change
management in a system implementation upgrade. Participants’ interview responses
revealed how critical it may be to have a grounded change process or model used by
management in assisting employees through a system implementation, involving major
change. The overall findings of the research revealed employees accepted change better
when asked by management to be a part of the system implementation change in their
office. Some employees felt management did show concern for their ideas and opinions
by acknowledging them at meetings set up between management and the employees
about the system implementation. Yet, there were some employees who still felt as if
management did not do enough or provide appropriate training. Chapter 4 includes pilot
study results, research setting, data collection and analysis, the study results, and the
chapter summary.

Pilot Study

I conducted a pilot study of two employees to determine the reliability and
validity of the interview questionnaire instrument. Appendix B is a copy of the email
sent to participate in the pilot study. The pilot study was conducted using the same
procedures as the main research. I met with each participant privately on their lunch
break. Each participant was given a consent form to read over, and asked questions

pertained concerns they might have had. Before starting the interview session, the
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employees agreed the interview could be conducted via an audio session using a
microcassette recorder. Participants understood management would not have access to
the microcassettes. I assured participants all material about this research would be kept
locked in a file for 5 years per institutional requirement.

I asked the interview questions in the same format as if this was the actual
research. The participants confirmed the questions were understandable. The
participants confirmed they were allowed to add to their responses to the questions,
which would have given additional information not possibly mentioned as part of the
actual question. Each participant answered all questions accordingly and gave additional
input in their responses. Upon completion of each interview session, the participant
accepted a $10 VISA gift card as a reward for participating in the pilot study.

The pilot study had no major impact on the main study. The entire process went
as planned. The questions were clear, and each participant confirmed responses as it
related to their current job, and the current change process they were experiencing. There
were suggestions to hint more to question 1 being specific about communication
possibly, yet I did not want to change the question and lead the respondent in the main
study on to a different response.

Research Setting

I conducted the research at the research institution or place of employment for all
participants. I conducted the research per an agreement with the participants in using
their lunch hour, privately, within a conference room provided by the institution for me to

conduct the research. The privacy of the conference rooms allowed the participants to be
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at ease in responding to all questions for the interview. Based on the responses given,
there was not any indication that conducting the research at the participant's place of
business had a negative effect on the outcome of the research.

Demographics

The design of the research study brought awareness to how employees who are
affected by the major change in a university administration office could benefit from a
definitive model or process to be used by management to assist the employee in a system
implementation upgrade. I conducted research at a major research university
administration office in the Southern United States. The demographics of the participants
varied as to their roles and the department they worked in. At the beginning of the study,
15 employees were sent emails for participation in the research. The scale of men to
women participating was not a factor in this research. Agreements to participate in the
research study were received by 12 respondents, in which four were managers and eight
were employees. Participants came from four different departments within the
administration.

A representation of the demographics of research participants in this research
study is shown in Table 4. I interviewed employees and supervisors. Supervisors were
not part of the decision-making process but were used as a channel of information from

managerial meetings.

Table 4

Demographic Data - Research Participants.
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Role at
Participant Institution Administrative Department
2-A Supervisor Review Unit
2-B Employee Reporting Unit
2-C Employee Reporting Unit
2-D Supervisor Reporting Unit
2-E Employee Reporting Unit
2-F Employee Review Unit
2-G Employee Reporting Unit
2-H Supervisor School Unit
2-1 Employee Research Support Unit
2-] Employee Reporting Unit
2-K Supervisor Reporting Unit
2-L Employee Review Unit

Data Collection

The data collected for this case study came from the completed interviews of 11
respondents. Participant 12 was called into an important meeting via their cellular device
at the start of our interview session during their lunch break. The interview appointment
schedule showed no availability to meet with the participant at another time based on the
participant’s schedule, and we were not able to complete the session.

I selected the participants based on the important criteria of their employment at
the institution during the first system implementation upgrade in 2009, and their being
employed at the institution as of the timing of this research. A qualitative holistic case
study method was used based on each participant being looked at as a single case. Each

case was reviewed in response to the effect this second system implementation has
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possibly had on their job, thoughts, and feelings toward management. I interviewed
participants in a face-to-face format by asking six open-ended questions as the research
instrument.

All information was captured with a microcassette recorder during the interview
sessions, at the participant’s agreement. I conducted interview sessions at the institution,
during the lunch break, where the participant was employed. Each interview session
varied in duration from as little as 20 minutes to as much as 40 minutes. Some
participants gave additional information not asked in the original interview questions.
Each open-ended question allowed for participants to give additional detail to the
responses.

Once I completed the interviews, I downloaded the audio tapes to my laptop in
MP3 format. The MP3 of each interview was submitted via the website to TranscribeMe,
a professional service used to transcribe data, which was compatible with the qualitative
research software NVivo 11 Pro, for coding and analysis. It took less than a week to
receive the transcriptions back in .txt form from TranscribeMe to my Walden University
email address. I uploaded the text files into the NVivo 11 Pro software in which coding
for themes would take place on participant responses to interview questions.

Data Analysis

I analyzed the transcript data from the participant’s responses to the research
interview questions in Nvivo 11 Pro; I separated each transcript into a single participant’s
response. The emailed transcripts from TranscribeMe were delivered in three separate

email batches. Each single transcript was imported and labeled in NVivo based on the
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participant’s alpha-numeric code of 2-A through 2-K. I saved these items in a folder
labeled “Interviews” housed inside of the Internals cabinet. Table 5 and Table 6 below
are results of data exported from the NVivo 11 Pro software. The classification of

participants interviewed for this case study is as follows:

Table 5 Table 6
Supervisor Classification Sheet. Employee Classification Sheet.
EXPORTED Nvivo 11 Pro EXPORTED Nvivo 11 Pro
SUPERVISOR EMPLOYEE CLASSIFICATION
CLASSIFICATION SHEET SHEET
1 Participant 2-A 1 Participant 2-B
2 Participant 2-D 2 Participant 2-C
3 Participant 2-H 3 Participant 2-E
4  Participant 2-K 4  Participant 2-F
5 Participant 2-G
6 Participant 2-1
7  Participant 2-J

The analysis of data submitted into NVivo 11 Pro consisted of confirming the

following themes or patterns as nodes shown in a constructed node cabinet:

e Communication from managers and/or departmental meetings

e Increased work duties

e Job loss/possible unemployment

e Training

e Managerial concern for employee

e Positive effect/impact on employee

e Negative effect/impact on employee
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I used the themes listed above as part of my research concepts in my journal of
possible items to compare to participant’s responses. The themes were critical in a case
study that revealed relying factors of employee behavior that could have been avoided or
acknowledged by the employee during the experiencing of organizational change. The
Open-Ended Questions (see Appendix D) related to the research questions and were used
in the interview sessions to give each participant a chance to speak openly and share their
experience.

I reviewed each transcript for the possibility of coding each research question to
any of the above-described nodes to a participant’s response. I completed the process by
highlighting the portion of the response from the transcript that satisfied the node from
the research questions and moved into that particular node cabinet. Using the NVivo
software provided a way to cluster like nodes into a percentage of responses received, to
create physical graphs representing the data.

NVivo also has a feature to search specific text or to search word frequency based
on the themes chosen for the research. These features allow the software to search
through the transcripts of all participants for like terms placing them in a list referencing
which participant made the statement.

Following is more detailed information on participant responses and a single
example to represent the analysis. The participant’s alpha-numeric reference is used
based on the theme listed as nodes in the software. The references are not all inclusive,

yet are a confirmation of some relation to the case study theory of employees expressing
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their thoughts, attitudes, and behaviors about organizational change during a system
implementation upgrade.

The node Managerial concern for employee was a theme the participants
discussed in their thoughts of management making decisions of organization change and
how they would be affected by it. The participants do understand management actions
involving change, yet in addition to decisions made to make the department or
organization effective, management should also yield decisions for how to make the
change better for the employees’ wellbeing. Participant 2-A was a supervisor expressing
management is concerned for the employee by listening to their suggestions and taking
them into consideration.

Participant 2-A: Theme-Managerial concern for employee —

Well, being a part of the project plan, the project team, specifically being a

member, or the other member of the grants module team, there was an expectation

that I would provide feedback and/or suggestions as to this new process or how
our processes would be affected by this new transition. And so in that role, a lot of
my suggestions were taken into consideration and involved my surveying the
larger population to say, "This is what it's going to do, are you okay with that?"

or, "This is what you might encounter, how do you feel about that?" and taking
that back to the larger population.

The node Communication at meeting was a theme based on the information on the
university website of management conducting a series of meetings between the
employees and management on the system implementation upgrade. [ wanted to know
what participants had to say about the meetings. The responses revealed how many of
the participants attended the meetings, and how many felt encouraged enough to speak
during the meetings. Also, it was noted meetings were not just between upper

management and employees; there were also meetings between the participants and their
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immediate supervisors. Sometimes management would have meetings with the
supervisors only, and the supervisors would return to their individual department to meet
with the participants about the information discussed. Participants had a chance to be
involved in two types of meetings, which seemed to be an important method for
management involving employees in different forms of communication. Participant 2-B
was an employee who used a meeting with management to voice their opinion on how a
process could become more effective.

Participant 2-B: Theme - Communication at meeting —
When I was attending the meeting-- I do contracts that I have to read the [NOA?]
to determine what the contract type is. What I suggested was that instead of me
having to find how the money is coming into the system, into the business, what I
tried to ask them to do is to put more information in the NOA. Like when they're

negotiating, ask the agency specifically how they want their money to come in, so
it won't be a guessing game.

Organizational change with a system implementation upgrade will bring feelings
of possible job loss for employees. There are thoughts of the system being upgraded to
replace and automate certain job functions normally performed by humans, and the
decreasing of office personnel. Another concern on job loss is the employee not being
able to measure up with the system changes, possibly falling behind in their job duties.
An employee may be emotionally affected by the possibility and think their best effort
would be of no consequence in remaining employed. Participant 2-C was an employee
who had the concern of the system implementation upgrade eliminating jobs in the

organization.

Participant 2-C: Theme: Job loss —



90

But I do think that most of the jobs can be eliminated because we will be asked at

some point to go [too another department where their services could be better

utilized], and if we don't go to the ranch, we'll be told to go. And then if we don't
go, we'll probably be on the unemployment line.

The node Increased work duties was a theme formed out of the possibility of a
system implementation upgrade bringing increased duties on the job since automation of
current manual duties would process steps in using a system. Several participants
expressed the first implementation brought about processes to their job duties that turned
a five-step manual process into a 30 step system process because of the different
components to be put into the system and to verify before there was a finished product.
Participants also discussed if the increased work duties would bring an increase in salary,

and new personnel to share in the workflow. Participant 2-D was a supervisor who

expressed the need for the additional workforce.

Participant 2-D: Theme: Increased work duties —
The number of people has not been increased, but we have more duties to do. We
have to do some work for the other areas we have to work with, and it's really
painful because we have more responsibilities, more duties than definitely the
people have on their job description.

Participant 2-E was an employee who remembered the first implementation and
their thoughts on the use of external consultants being used to assist with cleaning up
issues. There was not an expression of there not being concern from management for the
employees who had to work directly with consultants that did not understand or make the
best decisions for the university. Moreover, now with the system implementation upgrade
coming forth, the employees are left to clean up what was done incorrectly by

consultants.
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Participant 2-E: Theme: Manager concern for employee —
The other thing was that after we did conversion to help clean up the database
[after?] the conversion process, they brought in a lot of outside consultants that
were to clean up the database. These people didn't know our university policy. So,
they were cleaning up based on what they were knowledgeable of and how the
system should work and not really what we were supposed to be doing. As a
result of that, we had a lot of cleanup of the consultants after they left.

The next node was a theme that I analyzed was Communication from managers
based on participant experience with how management or supervisors communicated
information to them about the system implementation upgrade. Participants shared if they
were well informed about all phases of the upgrade and if considerations suggest
expression in their meetings. Communication from management was one of the main
concerns employees desired. Participant 2-F was an employee that referenced the
previous system implementation where management made all of the decisions without
any input from the employees, and how the upgrade could be another chance to consider
their input.

Participant 2-F: Theme: Communication from managers —

I think that the management should have more input with the - as we call

ourselves - worker bees instead of making the decisions for the process [by?] the

people that actually do the processes instead of doing the processes and then
getting them to implement the process. Then we have to figure out what is done
because they don't know what's going on as what happened in 2009. That's the
reason it took so long because they implemented a process that really didn't work
and had to do it again because this is what their thought process was but they

didn't really know the intricacies of that from beginning of sending the proposal to
the end of-- the closeout of the work.
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The node Training was a theme that was the biggest issue in any system
implementation. Properly trained employees need to know how to operate and function
within the new system. Management’s active role in training employees or hiring skilled
trainers to train the employees on the system will determine how effective the use of the
system will be with current job functions. Decisions have to be made on the different
types of training to engage the employee in, such as technical, hands-on, and/or
classroom-based training for the new procedures. Resources spent on training should be
just as important to assist the employee in performing their job, as with the funding of the
system. The importance of good solid training on a new system could minimize
employee error, and give the employee confidence in working with a new system.
Participant 2-G was an employee who expressed the time factor given in the training they
received and felt it was not adequate for all of the changes they thought were coming.
Participant 2-G: Theme: Training —
I need more than a one-day training. If you're going to implement a new system,
there should be guidebooks and there should be study material that should be
handed out prior to that. People need to be able to read that material, understand it
before they go in to say, ‘Hey, this is the training that we're going to do.’ I think
we need to provide training before. Hand out material before that in order for
them to do their job. If that is not provided, then it's going to be hard to follow if
you've never been in the environment before. It can really affect a lot of people.
Question 6 of the Open-Ended Questions asked the participants to express in
detail their feelings of the impact of the change to their job. Employees experience
emotions during change involving their job duties. The emotions can be positive or

negative depending on their view of management, and their concern about their job

overall. The next two nodes addressed the themes of Positive effect/impact on employee
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and Negative effect/impact on employee of the system implementation upgrade, and
major organizational change on participants, respectively. The outcome of the impact to
the Participant could determine the emotion or stress they were feeling. Participant 2-H
was a supervisor who had negative feelings about the change, and management’s view of
the change as more corporate versus change based on a university. Literature suggested
because of the lack of university or college change models, that administration in these

institutions resorted to corporate processes to initiate change.

Participant 2-H: Theme: Negative effect/impact on employee —
I think the philosophy, what they're trying to do with the business process is-- the
philosophy is a corporate philosophy in a nonprofit environment, and I think that
for the kind of business that we do, they're looking at grants from a project
management standpoint versus a unique standpoint of each grant. I think that even
though you may express that, leadership has been unwilling to change the
direction or course, because they think it would be more profitable in the end,
when it probably will not be.

Participant 2-1 was an employee also expressing a negative impact of the change
in the organization. The response revealed the employee has been at the institution for
years, and although they have seen a lot, this newest change is causing them to feel as if
they cannot contribute to the best of their ability anymore. They also feel there is no
value by management for the employee during the change, and the change is in the best
interest of the employee.

Participant 2-1: Theme: Negative effect/impact on employee —

Not positive. And that's why I am choosing to make the calls for myself. This

organization has changed a lot over the years and what I'm seeing is the change is

not in my best interests anymore. Because of that I don't feel I'm giving my 110%

at an organization like this. You feel discouraged and down and not valued, and
when you do that it really takes away everything.
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Participant 2-J was an employee who was having a positive experience compared
to the first time they went through a system implementation at the University. They gave
acknowledgment to management that there is better and more communication about the
new process. They also expressed the issue of training on the new system and feel there

should have been more training as the date of implementation approaches.

Participant 2-J: Theme: Positive effect/impact on employee —
I actually think this time around is a little bit better than the last time around
because the last time around we were not asked any questions. We were not told
anything. We did not get any training and then it just kind of all of a sudden we
have this new business process and we don't know how to use it. We don't know
anything about it. So this time is better in that they did tell us it was coming. They
did tell us it would be better than before but they really haven't given us a lot of
details that I think they are waiting for it to get closer to the date but now it's
almost approaching and we still hadn't had that training and all the
additional information we should have had by now.

Finally, another node was a theme involving the Communication from
departmental meeting allowed Participant 2-K, who was a supervisor, to express their
experience when attending a meeting. Depending on the time of the meeting and the
location of the meeting since they were conducted at various locations around the campus
to give all employees a chance to attend, participants shared not all meeting fit into their
schedule to attend. The concern was being able to attend a meeting with management
other than a supervisor’s team meeting, to get information or to share thoughts and

concerns.

Participant 2-K: Theme: Communication from departmental meeting —
Well, I went to a couple of meeting they had initially outlining the process and
they gave us some contacts who were working with the upgrade. So, occasionally
they came to me with issues they were having and then that gave me the
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opportunity to ask them questions and work with them. So, I've been fairly
involved in the case from a management perspective.

Based on the responses from participants above, there were some strong feelings
about what is happening in the change management process for the system
implementation upgrade. Although only one response per participant was selected, the
coding and analysis in NVivo showed more responses between the employees. The seven
themes or nodes used in the analysis of the Participant responses were confirmed in
different ways in revelation to their thoughts, attitudes, and behavior. I journalized the
nodes during research of the literature review which proved to be pivotal in the study, and
the direction I hoped Participant responses would take. The reference to some Participant
responses to a comparison of their presence during the first system implementation years
ago was also a pivotal point in the study. It was important to be able to chronicle if there
indeed was a change in management actions and decisions with the system
implementation upgrade. These responses are in more depth in Chapter 5: Findings.

Evidence of Trustworthiness
Credibility

TranscribeMe was the transcription service used to transcribe all taped interview
sessions during the case study. Appendix E is a copy of the Confidentiality Agreement
Form signed with TranscribeMe. All interviews were recorded on microcassette and to
eliminate a lengthy time frame there were no further or additional notes taken. I kept a
journal to ensure date and timeliness of the scheduled interview sessions. Also, all

personal notes that I took about the preparation of the case study are in a journal. I
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examined trends and patterns throughout the interview processes by writing down in the
form of the frequency of certain terms mentioned by a large number of respondents. The
Start List of Codes and the list of code definitions is critical to the study. The terms are
in the data analysis section of this document.

Transferability

The evidence of this research is concept based giving it cause for transferability.
Change management involving system implementation has been proved to be in need of a
strong guidance when employees are directly affected. The guidance in corporations and
organizations are usually in the form of a model or process used by management to
ensure all facets of the change are discussed and successful with the employee’s positive
impact in mind.

College and university administration offices, based on literature review research,
have not had such tailored models or processes to guide them in change implementation,
therefore leaving the employee to struggle with assistance from management. Normally,
as we read in the literature review in Chapter 2, employees are not given a chance to
voice their opinions and concerns and frustration to management for a difference to be
made in their work environment. Alternatively, management has proceeded forward with
any plans for change already decided upon, and it is up to the employee to accept and
adapt regardless of its effect.

The responses to these interview questions are to show the truth behind what the
employee feel, think, observe, and hope to receive from management for there to be a

successful change and not one of fear of the unknown.
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Dependability

The dependability of the data from the participants is important, in that the
questions were answered in complete honesty, as well as with the hope of management
becoming sensitive and showing concern on how the change has and is affecting the
participant as the time nears for the system implementation to go live.
Confirmability

I have kept a journal with my conclusions concerning the participant responses to
the open-ended interview questions. The research findings and the suggestions I have
mentioned of this case study are prevalent. Below is a list of suggestions I mentioned
which were pivotal in an expected outcome of the research:

e The lay worker, the employee who touches and handles the actual work
being affected by the change, should be involved in the change process.

e When employees are incorporated before, during, and after the
organizational change, it brings an easier transition and willingness for
input on how to make the process more effective.

¢ Employee input on managerial decisions can bring about peace and
understanding amongst the employees overall.

e The overall health of the employee and management are important and
produces more positive outcomes.

e Management can focus on the future instead of on damage control, the
possibility of employees leaving the institution or employee stress related

to learning a new job.
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Study Results

The case study was guided using one main research question and four
subquestions based on the participant responses. The main research question used to
guide the case study was: What impact has a business process project possibly had on
assisting and involving employees with change management in a system implementation
upgrade affecting their current jobs in a university administrative office?

An analysis of the data from all Participants showed the business process project
had some form of impact on them. The impact is the revelation of the seven themes of
communication from managers and/or departmental meetings, job loss/possible
unemployment, training, managerial concern for employee, positive effect/impact on the
employee, and negative effect/impact on the employee. Each Participant was able to
identify and give a response related to the themes. Participant 2-H acknowledged the
need for better efficiency and processes for the university. In speaking of the process
management used to guide the employees in the system implementation process, not one
participant could give a definitive process or model being used. Based on research in the
review of literature, employees were given the name of a model or process being used by
management for change, along with definitive steps to be achieved throughout the
process. As noted in some of the literature reviews, defined models and processes had a
complete name and outline of its uses. An employee could readily identify and
understand a title. For example, the ADKAR model introduced by Jeff Hiatt is a defined
model an employee could cite as being used by management, which is measured by

milestone accomplishments.
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Participant 2-H was a supervisor who noted:

At the university level, it's been like a sideline show, but we do need better

efficiency, we do need better effectiveness, we do need the process, we do need

better processes, no doubt about it. We do need that, but the way you

communicate that I think that it wasn't seriously given thought to. I don't think

people really understood the magnitude of what was going on.
One main question could not capture the exhaustive information intended to receive from
participant responses. The main question was broken down into four sub-questions to
further explore the responses and their relation to the seven themes. Participants have
acknowledged management’s inclusion of the employee in meetings and being allowed to
give input on the change process. It was also the responsibility of the employee to make
an effort to attend the meetings, and to voice their thoughts, concerns, ideas, and

suggestions to assist in a better change process. Participant 2-G shared what they have

contributed.

Four subquestions were also used as a guide: Subquestion 1: How has the
employee been involved in the business process project? Participant 2-G was an
employee who noted, What I've done so far is written out certain job skills or as far as
what training is available, what training needs to happen for the position that I'm in - job
aide - what training we can do different from what they did last time. A three-day, more
than a one-day process, where I think we should go through a three-day process of
training, just actually showing someone from beginning to end. I guess you would say
managing a federal grant and giving them training from what to look for, what do they

need to know, what's allowable, what's unallowable, just a complete training method.
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The purpose of Subquestion 2 was to receive responses from participants on
management providing assistance to the employees during the change. Responses from
participants did not yield a definitive answer for assistance provided to them in this
business process project. I believe the word assistance in this respect may have been
misunderstood by the participant when used in Question 5. Anticipation was for
statements discussing management’s action to increase employee participation in the
organization because of the change. University newsletters shared on the internet,
suggested employees could stay up to date with information if they could not attend a
meeting. Management listed a general email address for employees to send concerns,
and suggestions to involving the system implementation. There were opportunities to win
prizes for completing managerial suggestions and activity surveys by a deadline. The
newsletters also includede links to job aides for a specific job or process affected by the
change. I could not lead the Participants in giving information on any of the mentioned
items I read, yet it bothered me no one thought it was important enough to mention
during the interview sessions.

Subquestion 2: What assistance is provided to the employee as part of the
business process project? It can be somewhat expected job duties may increase during a
system implementation or change process. Participants expressed experiencing some
increase. It brought other themes of possible job loss for not being able to keep up with
the added workload, stress for feeling non-completion of their job is at the end of the
work day, and not receiving training in time or detailed enough to do their current job on

an upgraded system. Questions and concerns over management are increasing the number
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of employees to work at the organization to even out the new workload. The overall
major concern continually shared was that of training to do a current job, with increased
duties, on a new system. Participant 2-D gave their opinion on the impact as they have
observed.

Subquestion 3: What major impact does the business process project have on

your individual job duties? Participant 2-D was a supervisor who noted, the

number of people has not been increased, but we have more duties to do. We have
to do some work for the other areas we have to work with, and it's really painful
because we have more responsibilities, more duties than definitely the people
have on their job description.

Interviews with participants allowed for the response to subquestion 4 to be
detailed and confirmed that employee behavior is altered when faced with change.
Several participants shared either looking for a new job or retiring early just to avoid
more stress. Other participants admitted to coming to work only to do as much as they
could for that day and then going home. The loyalty to stay over their normal work hour
from time to time to make sure a process was complete, was no longer there. There were
a few participants who gave positive responses toward this question, in that they
understood the role of management and the change made, and wanted to be a part of it.
Participant 2-B shared their experience in witnessing management reaction to an
employee wanting to be a part of the change and speaking out at a meeting. Not all results

were of this negative experience, but some employees were able to voice their suggestion

and see the attempt of management to incorporate the suggestion.

Subquestion 4: How has this change implementation initiative affected your behavior on

the job? Participant 2-B was an employee who noted, Most of the time we don't speak up
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in meetings because you're deemed-- if you give your positive-- if you say something that

they don't like, there's a target on your back, so we don't speak up during our meeting.

Summary

I showed the impact of the research findings that change implementation has had
on the participants. Four managers/supervisors gave crucial insight from their side of the
spectrum, which were in sync with what some of their employees were going through.
Managers have had more of direct involvement with the system implementation than the
employees. There was not a mention of employees having some form of assistance in
going through this change management, as previously commented. Some participants
felt their job duties would increase, whereas several participants felt their job would end
as a result of the system implementation completion. There was the threat of them
moving to another department, and if the move is not an acceptable option by the
employee, they would essentially be out of a job. The behavior expressed by some
participants is that maybe it was time to leave the institution; also, an attitude was
expressed of just coming to work to complete a day, and then go home, and not being
motivated in the change management for the business process project.

In Chapter 5, I will go more into depth about the complete findings of the study
and suggestions and ideas to possibly assist management as they work to finalize the
business process project that is leading to major change management for a system

implementation upgrade.
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Chapter 5: Discussion, Conclusions, and Recommendations

When there is a system upgrade, employees who perform their job
functions/duties on a daily basis have the knowledge to assist management in how to
incorporate the business side of the office into a successful change implementation. The
purpose of this qualitative case study was to interview employees within a major
university administration office in the Southern United States to explore what impact a
business process project had on employees affected by change management in a system
implementation upgrade. I asked 11 employees open-ended interview questions to
address the research questions. I conducted a qualitative holistic analysis case study that
was critical in examining theories that employee engagement in change management
yields a happy employee and a productive environment, based on the teachings of (Yin,
2009).

Data obtained in the individual studies of the employees provided truth and
impact the reader because of their real life context and the emphasis placed on a lived
experience. Yin (2015) spoke of the richness of context in qualitative studies since the
setting of the study involves the everyday lives of different people regarding how their
past or current circumstances. The five distinctive features listed by Yin (2015) were
evident in this research. They are as follows:

1. Studying the meaning of people’s lives, in their real-world roles;
2. Representing the views and perspectives of the people [labeled

throughout the research, as the participants] in a study;



104
3. Explicitly attending to and accounting for real-world contextual
conditions;
4. Contributing insights from existing or new concepts that may help to
explain social behavior and thinking;
5. Acknowledging the potential relevance of multiple sources of
evidence rather than relying on a single source alone. (p. 11)

Overall, employees were very varied in their experiences, feelings, and behaviors
during the system implementation upgrade. Positive and negative effects/impacts of the
upgrade, as well as employee thoughts on management’s actions, are outlined in more
detail as the chapter progresses.

Interpretation of Findings

The responses given by the employees during the taped sessions yielded
additional codes recognized during the review of the data. A recoded list based on more
emerging themes and patterns not mentioned in the preassessment of possible codes
found is represented in Table 7. The new all-inclusive table of codes and code definitions
is where the bulk of the research findings confirmed portions of the literature review, as
well as alignment with the theory. Recoding refined my categories and placed more depth
into the code definitions, based on observation and progression into the research because

of the attention to details and perspectives of the participants (Saldafja, 2016).



Table 7

Recoded List of Pattern Codes and Definitions

CODE
TRNG

CODE MEANING
Training
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CODE DEFINITIONS
Implies employees will have
training on the new system

COMM

Communication

Employees will receive
communication throughout the
process

JL

Job Loss

When an employee loses their
job and is no longer employed

EMP

Employee

Actual worker in a
department/team environment

1%

Increased Work

Employee is performing
additional duties to what they
are currently working

MGMT

Management

Higher level of management
within the university that makes
decisions involving the system
implementation upgrade

SUPV

Supervisor

Immediate manager of
employee yet does not have
decision-making abilities to
upgrade

NG-E.L

Negative - Effect.Impact.

Behavior exhibited as a result of
the upgrade

PST-E.L

Positive - Effect.Impact.

Behavior exhibited as a result of
the upgrade

The research noted in the literature review gave a preview of the confirmed

findings of this study. Conceicao and Altman (2011) discussed employees concern over

the major change in their organization and the impact of the change on their normal job

duties. From my case study, five employees expressed major concern of there being an

increase in their current work functions in relevance to the new system implementation

upgrade. The increased work function concern also brought the issue of management
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providing proper training to handle the increased workload, as well as if there would be
an increase in salary. Employees involved with the system implementation upgrade and
who have a hands-on approach to the change in the organization is stated as being highly
preferable by management, according to Erwin (2009). In order for there to be a culture
of change and understanding in an organization the critical level management address
should be the initial planning and accountability for leaders to be ready.

As suggested by Prywes (2011), an organization’s history on past change
implementations is key in acknowledging how to prevent possible failure. The
employees at the university involved in this study confirmed management did present a
different way to communicate with them about the change, and how they could become
involved in key decisions affecting their jobs. Previous communication about system
implementation to employees for their input and hands-on interaction with change before
the implementation went live in the workplace was not experienced. An organization can
move to successful implementation of change when results of past efforts are not
considered to repeat (Prywes, 2011).

Another issue mentioned in the literature review was from Haynes (2007), about
workspace changes and their effects on employee behavior in their work environment and
the major role it plays in the productivity of the employee. During the taped interviews
some employees expressed concern about their current office space, team, and
environment changing because of the increased workloads experienced as a result of the
system implementation upgrade. One employee expressed it may be time for her to

retire, something she has not thought about previously, but due to the changes, she did
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not know if her work environment would remain the same. De Been and Beijer (2014)
stated that workplace environments can change or become innovative when an
organization has technological developments, change, or pursues different organizational
goals. Employees encountering such changes within their workspace can have an impact
on job satisfaction and work productivity.

A long tenure with the university does not necessarily mean that employees
identify enough with the institution to have a positive attitude towards change as Bartels,
Pruyn, and Jong (2009) suggested. Satisfaction and cooperation with their current job
because of job longevity was not the case for the employee considering early retirement.
Employee resistance to the change did not reveal the experience in the interviews.

Eyerly et. Al (1993) shared how Penn State’s research administration department
utilized training programs that included modules and packets of information, as well as
workshops to attend to get acclimated with the changes at the university, as well as to
train new employees hired into the department. Participants were positive about this
approach. Employees participating in this case study at Penn State expressed the
university’s approach to similar techniques. Penn State provided some training, which
included packets of information on the system upgrade. Administrative management at
the university scheduled mini-seminars around campus to bring awareness of the system
implementation upgrade. However, the employees felt the approach was general and an
overall depiction of what was happening, rather than having training, modules, and

packets speaking directly to their specific job functions and/or areas.
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Colleges and universities need to use organizational approaches to change within
their institutions (Hiatt, 2006). The university participating in my case study is using a
business process model to initiate the system implementation upgrade. Managerialism,
the term defined by Smeenk, et. al (2009), stated it is “the trend of adopting
organizational characteristics, such as organizations forms, technologies, management
instruments and values that originate from the private sector organization. (p. 591)”
Managerial change dynamics have shifted more toward private sector processes to
implement change (Havey, 2005). Several employees participating in the case study
noted that external consultants were a part of the process in showing them new job
performance criteria. Serrano-Velarde (2010) suggested it is the case of having an
objective third person, one without bias to assist in carrying out the project.

Lastly, the most profound research noted in the literature review was from
universities in Australia as told by Weller and Van Gramberg (2007), of the positive
effect of employees’ involvement in workplace change. Two types of worker
participation engagment improved productivity and efficiency: participative management
— employers using their workers to enhance the effectiveness of the operations, and
industrial democracy — shared control in decisions making in the workplace which would
benefit employees and the employers. There were comments from a few employees in
this case study about how they did feel as if management was including them on some
decisions made about the system implementation upgrade.

Limitations of the Study

The limitations of the study were outlined in Chapter 1 and are as follows:
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The limitations of this qualitative case study were on the possibility of not having
enough employees respond to the invitation to take part in the open-ended interview
invitation. The limitation would have had a definite impact on obtaining needed
saturation for assessment of how the employees’ behavior had impacted during the
business process project. There were 12 participants who responded to the email
invitation to participate in the research study.

Another limitation was having accessibility to employees at the university to be
able to interview during a time frame most convenient for them, such as their lunch
break. Each employee was comfortable enough to speak with me in a conference room
during their lunch break at the research site of the University.

A further limitation of the study was possible additional interview questions
which allowed for additional conversation and expansion of some answers, although a
few employees at times were not willing to grant further insight. There was further
prompting of extended responses to the interview questions which gave added and crucial
information to additional questions that did arise. The additional information was of
value for the study, although some did not answer specific questions asked during the
interview process.

Also, all employees approved to have their interview responses recorded via a
microcassette recorder

Recommendations
Based on the case study research I conducted at a university in the Southern

United States involving managerial change for a system implementation upgrade, there
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are two change models to note which would be profound in its use based on the literature
review and the results of the research. There were two models I assessed from the
literature review as possible models to use in the case of my research, The Kurt Lewin
Model and the ADKAR Model. These models are inconclusive of other options and
possibilities that exist, yet they were two which brought insight to the methodology
introduced for change management. Also, based on the responses from the participants
of the study, both models had some form of process that related to what the participants
would like to have seen happen from their management.

Kurt Lewin Model
The first model introduced by Kurt Lewin in 1947, describes a three-stage
process of unfreezing and freezing to preparing employees for change, and assisting them
through change completion. A brief recap of the model explains how the first stage
prepares the mind for a change; the second stage is the actual change, which is a
transition; and the third stage takes the employee back to their comfort zone before the
change happens. The seven phases to come about as a result of these three stages are:
1. Setting up for success by starting with the result in mind.
2. Creating urgency by identifying early resistance and negative
behaviors, and addressing accordingly.
3. Shaping the future of the organization by sharing all aspects of the
change with all employees, and possibly printing vision statements to

hang throughout the departments.
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4. Implementing the change, the new process, and the additional skills to
do a good job.

5. Support the shifting by once again identifying any resistance or
negative behaviors, now that actual implementation has taken place.

6. Sustain momentum by reinforcing positive behaviors, and the
employees show small milestones, and recognizing in group meetings
the progress made.

7. Stabilize the environment which is the capstone of the process, and the
result of the permanent change of jobs (Carter, 2008).

The ADKAR Model

Another possible strong recommendation was mentioned in the introduction of
this study and is a more structured, measurable, and is the current model used worldwide
with a proven track record in organizations and colleges and universities. The model
mentioned is known as the A.D.K.A.R. model for change in business, government, and
our community, as introduced by Jeffrey M. Hiatt. Figure 3 show a summary of what the

acronym ADKAR stands for and how each part is related.
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The ADKAR Model for Change

AWARENESS
the need for change

DESIRE
REINFORCEMENT to to support and
sustain the change participate in the

change

ABILITY
to implement KNOWLEDGE
required skills and of how to change
behaviors

Figure 3. The ADKAR model shown is representative from Jeffrey Hiatt

ADKAR is a planning tool with assessments and worksheets, as well as
managerial and coaching tools to introduce change to the employee better. Once there is
the introduction of the change, assisting and involving the employee throughout the
change process is optimal. The culmination is the sustainment of the change, and the
possibility to employ the process to other areas of the university. Prosci is the company
spearheading the seminars and workshops on the ADKAR model in which managers can
attend to ensure they are properly utilizing all tools effectively (Hiatt, 2006).

My recommendation is for this university, as well as other colleges and
universities, to seek out a proven model used in change management in higher education

before beginning a new or system implementation upgrade. It is imperative for



113
management to follow all phases of the change process or model they chose to navigate
their institution through organizational change (Craine, 207). Employees participating in
this case study admitted to some form of the process being in place, yet the extent of
utilizing the process to the best interest of the employee not seen. The majority expressed
discontent on management reactions or lack of toward any suggestions they wanted to
express at meetings or workshops. The process looked good on paper, yet the reality of it
taking place was minimal at best.

The view of management and its practices for change management in a system
implementation upgrade should be deemed important based on how their employees react
to the processes involved. Figure 4 is a representation of the data from participant
responses on the comparison of negative and positive effect and impact on the change
management process of the system implementation upgrade they are currently
experiencing. Since there are more participants sided with negative views versus positive
views it is a strong indicator of a more detailed analysis which could take place by
management. The middle of the figure depicts employees who have positive and negative
experiences expressed during their interview session. Responses had to have included the

actual words of positive and/or negative about the questions asked.
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Participant 2-D Participart 2-B Participant 2-K

Codes Codes Codes

Codes
/,F‘articipant Z-C\
Participart 2-E \ Codes Codes
Codez
= Codes—, a—Codes™

7 NGEI PSTEL
K}ﬁ-ues \ Participant 2-H /
Codes Codes
Participart 24G /
Codes Codes
Participart 2-J
Participant 2-
Participart 2-A

Figure 4. NG-E.I and PST-E.I. coded comparison relationship of participant response

Implications
Implications for Positive Social Change
Participants gave examples of not being able to fully give details and suggestions
about their jobs during the planning phase of the implementation. One participant
depicted large group gatherings to discuss the change as being made to feel like just a
number in the crowd. Smaller meeting with supervisors only became gripe sessions since

the supervisor did not have any decision-making authority, or was willing to give top
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level management outcomes to the smaller meetings. Feelings of job loss and increased
work assignments brought agitation and frustration, all signs of negative social change in
the workplace.

Top level management is responsible for making decisions that affect an entire
organization which involves any form of major administrative change. They should take
strong consideration of the human side of change for the employee when their job is
affected. Business processes will be inevitably a part of any change within an
organization. However, the employee affected by the change has to be able to understand
all components of the change and its direct relational affect to their current job.
Managerial decisions should include the employee in all aspects of change by using
communication and training, as well as providing processes and tools for supervisors to
effectively lead change amongst their employees, to minimize and manage resistance.
The process of good change management that listens to the employee encourage their
input and suggestions, develop corrective action programs and the conclusion of
celebrating small and large success throughout the change implementation (Hiatt &
Creasey, 2003). These are keys to overall positively profound social change, within the
organization.

Figure 5 shows the NVivo 11 PRO relationship of participants in the case study,
to the importance of communication and how often if mentioned in their interview
transcript. The length of the line extended from the COMM code to the actual

participant’s transcript denotes how often the word communication came up in their



interview. 10 participants expressed some comment on communication as it relates to

management discussing the system implementation upgrade with them in some form.
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Figure 5. COMM coded relationship of participant response about management
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Methodology Theory and Practice

Qualitative case study research in which each participant was considered an

individual case, based on the method of focused interviews to obtain data proved to be
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effective towards explaining the theory of the study. The use of patterns and codes in the

research helps establishes a correspondence between two or more categories of text. It

becomes importance in showing relationships (Yin, 2007). Participant data shows the
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analysis of how codes related to each response to a research question. Patterns were
drawn to form the level of relationship for the response to guide us in how important
three major codes of communication, management action, and the negative effect/impact
of the system implementation upgrade has had on the participants.

Trochim and Donnelly (2007) stated qualitative research allows us to get a deeper
understanding of complex issues revealed in the research. The participants show a
snapshot of the interaction of these issues and the relative factors affecting their lives at
work. This social research through in-depth interviewing where each participant was a
separate case study, has the potential of using exact information from the transcripts to
analyze further the thoughts, ideas, concerns of the participants in how management can
provide a better transition for change.

Conclusions

The qualitative holistic case study analysis using open-ended interviews of 11
employees within a major research university administration office in the Southern
United States, analyzed the impact of a business process project involving change
management in a system implementation upgrade. My theory on employee involvement
in change for a positive workplace has proved correct. The literature review dates back to
the 1940s for theories based on the importance of assisting the employee in a change
process affecting their job, by allowing the employee to be an intricate part of the change.
Employees’ exhibit strong negative reactions and behaviors when told their job will
change, or duties will increase, and there has been no consideration given to what input

they could have given to make the process easier. Employees who have been with a
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company for years threaten to leave, or worse only show up to work to simply get a
paycheck, versus making sure the university will uphold through the change.

The voice of the employee is very critical to the success of any change
implementation or upgrade. The major component is communication before, during and
after the change. Training before during and after the change is another item to notate the
need for the employees. Moreover, yet the most important aspect of change is the show
of concern of management for the employee in all phases of implementation. Figure 5 is a
strong representation of the codes used in analyzing the data and shows how important
communication and concern from management is to the employees. A study conducted
by Bish, Newton, and Johnston (2015) explained the importance of leadership and their
influence in employee interpretation and outcome concerning change. I am confident
after this study that there is hope as change management in organizations, colleges, and
universities continue to experience an ever-increasing surge of change within their

establishments as new technology changes the way we do business.
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Appendix A: University Letter of Cooperation

Research Administration
Director,

October 21, 2015

Dear Kendra Turner,

Based on my review of your research proposal, I give permission for you to conduct the
study entitled “Impact of a Change Management Process on Employee Behavior in a
University Administrative Office” within [l University. As part of this study, I
authorize you to conduct face-to-face interviews with 12-15 employees within the
department of ||| | | |G o c-in thoughts, ideas and opinions on
how they have accepted being able to be a part of the system implementation upgrade.
All interviews will be conducted individually, and no actual names will be used, only an
alpha-numeric code to distinguish each participant. Each participant will have the chance
to review all notes taken on their responses at the end of the interview session to confirm
member checking. I understand that a typed PDF copy of participants’ responses can be
emailed to them at their request. Individuals’ participation will be voluntary and at their
own discretion.

We understand that our organization’s responsibilities include: allowing access to speak
with individuals for participation in the study. This will not be conducted during the
business hours of the participant, yet possibly on their lunch break in a quiet area off
from the cafeteria, or after working hours. We reserve the right to withdraw from the
study at any time if our circumstances change.

The student will be responsible for complying with our site’s research policies and
requirements, including obtaining departmental management approval to conduct face-to-
face interviews.

I confirm that I am authorized to approve research in this setting and that this plan
complies with the organization’s policies.
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I understand that the data collected will remain entirely confidential and may not be
provided to anyone outside of the student’s supervising faculty/staff without permission

from the Walden University IRB.

Sincerely,

Interim AVP,

Walden University policy on electronic signatures: An electronic signature is just as valid as
a written signature as long as both parties have agreed to conduct the transaction
electronically. Electronic signatures are regulated by the Uniform Electronic Transactions
Act. Electronic signatures are only valid when the signer is either (a) the sender of the email,
or (b) copied on the email containing the signed document. Legally an "electronic signature"
can be the person’s typed name, their email address, or any other identifying marker. Walden
University staff verifies any electronic signatures that do not originate from a password-
protected source (i.e., an email address officially on file with Walden).
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Appendix B: Email to Participate in a Pilot Research Study

TO:
FROM:
RE: Invitation to participate in Pilot Study Research

The purpose of this email is to request your participation in a pilot research study of Change
Management in an administrative office at a Research University. The researcher is inviting
individuals who have been employed with the university since at least 2009 and affected by
managerial change within their institution within the past 3-4 years, and are now able to participate
in a change management project, to be in the study. There will be open-ended interview questions
being asked for a detailed response. The time limit of the interview should range from 30 minutes to
an hour, and possibly done during your lunch break. Any information you provide will be kept
confidential. You will be referred to as an alpha-numeric character, such as 1A — 5A, etc. The
researcher will not use your personal information for any purposes outside of this research

project. Upon completion of the interview, each individual will be given a $10 VISA gift card to use
at the participant’s discretion for the compensation of their time. Upper level management at your
institution has given full approval to proceed with this research. A copy of the signed approval letter
is available upon your request.

Questions, comments, and concerns can be addressed to _

Thank you sincerely for your time.


tel:404-317-2284
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Appendix C: Email to Participate in a Research Study

TO:
FROM:

RE: Invitation to participate in a Research Study

The purpose of this email is to request your participation in a research study of

Change Management in an administrative office at a Research University. The researcher

is inviting individuals who have been affected by managerial change within their

institution within the past 3-4 years, and are now able to participate in a change management
project, to be in the study. There will be open-ended interview questions being asked for a
detailed response. The time limit of the interview should range from 30 minutes to an hour,
and possibly done during your lunch break. Any information you provide will be kept confidential.
You will be referred to as an alpha-numeric character, such as 1A — SA, etc. The researcher will
not use your personal information for any purposes outside of this research project. Upon
completion of the interview, each individual will be given a $10 VISA gift card to use at the
participant’s discretion for the compensation of their time. Upper level management at your
institution has given full approval to proceed with this research. A copy of the signed approval
letter is available upon your request.

I will be in Atlanta, GA to conduct the study on the following days:

Friday: February 5, 2016 During Lunch or After Work
Monday: February 8,2016 During Lunch or After Work
Tuesday: February 9, 2016 During Lunch or After Work

Please respond as soon as possible if you would like to participate.

Questions, comments, and concerns can be addressed to _

Sincere thanks for your time.


tel:404-317-2284
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Appendix D: Open-Ended Questions

The following open-ended questions were asked from the participants in a

focused interview session:

1. What suggestions have you expressed toward administration concerning the
business process project as it relates to your specific job?

2. How was the business process project introduced to you to where you clearly
understood what was happening?

3. What feelings do you have since you are given a chance to voice your opinion
thoughts, ideas during this change implementation in your university
administrative office?

4. How does the impact of this business process project affect your feeling
towards your job and/or management?

5. What areas of positive change have you shared with management when
attending meetings to assist and involve you, the employee, with the changes
affecting your job?

6. If the impact of this change to your job is not positive, explain why, and how

critical the change will affect your current job duties.



Appendix E: Confidentiality Agreement from TranscribeMe

TRANECRIBEME, INC.
MUTUAL NON-HSCUDSURE AGREEMENT

This Mutual Men-Deiclesure Agreement | “Apreement”| s made az uf@iﬁ 3, 30iB {the "EHective Date™) batween TransoribeMa,
Int. ["Transciledla”] oa cme hand and the particpant ldenidied bebow (" Participant®) on the athar.

1. Dafiniticon. “Confidential ind " mears Information relating 1o the
Disdose’s bainess, incuding withewt limbaton, product desigss., prodect
plans, data, softeare and technokegy, fnancisl informetion, markeling plans,
business oapomunities, propostd ermd, pricing Edormation, discounts,
Irveentinns and kroaw-how disciosed by Dlsckanr to Bocipiont, st dingctly o
indirectly, whether in witing, verkally of othenwise, and whathis gilor 1o, o0
or after the Efscthoe Date, that exher (2 i5 designated as confidential by the
Disclone ol the tme of disclosure; or |b) would reasonakly be undersicod,
given tha nature of he infeimation o the driumstasces surrounding b
declowre, 10 be confdentlal. Condidential Inlcdmation ase inchedéd the
esistence of this Agreement and the Tect of fature of the divcussions befeeen
e gy,

2.Usa of Conlidéntial Infarmities, & party which receives Coedidential

information under this Agreemwnt |“Recipient”] may use the Confidential
Information only 1o evalsabe whether 1o sty Lo & Busineia relatiotakip with
ghe parly which discloses Confidential Information under this Agraement
MMk,

5, Diac) of Canfidential int Eecipiend wilt ja) hold Confidential

in s17ic onfidence and take bl pr % o protect
wech Confidential Information (such precautions e include, at a minisum, &
precautions Recipient emphoys wath resgect 1o s own confidential materialsl;
ib] ot divalge any Conbidential farmation 1o any thind party |other thas 1o
employees or cosaractors as set forth bebowl: and (o) met copy oF reverse
engredr sy materigls disclosed under this Agreement or remove any
progrietay markings from any Confidestial Wéormafion. Asy employes or
CoNMFRCln given aces 1o any Confidential Inforsation Ml e a lagitimats
“need 1o keow® mach Confidential information for use specilied in Sectien 2 wd
Baciplent will remain respoeasible for sach such pivson's compliance with the
terme of this Agresmens.

4, Term; Comfidentiality Perisd. Either party may lermile Thi Ajfesment
with 30 days pried written solice e thi abhir garly. Braipecie & dny
termination of this Agremment, Recipieni's obligations with ressec 1o
Corfidentiad information under this Agreement eepive 5 years from the dave of
recepl of the Cosfidential Information (escepd with respect io any frade
weer i whene such cbilgadions will be perpeiual)

5 Ixclugions. This Agreement imposes no obligations with respect io
lormation which: [a) was in Becipiest’s poastauan befees receipt from
Dischogar; (B) is of bisttevmy o matter of public knowindgs throsgh no faul of
Recipiant; jc} was rightlully disclosed to Recipiesn by & thind party without
restriction an dischsire; o (8] & Seveioped By Recipeent withoul use of the
Confidestial information ax can e shows by documentary evidence. Recple
magy make dcloyurey to the sxtent reguired by low or court order provided
LS skt clally repporukie efforty to provide Qiscloaer with
aaaice of such ddbsonrn i promptly 8 possibie and usds dlgest #lfoc 10
limit such disdasiwe and obtain coafidential treatmant of & protecthe ofder
and hay aliowed Mischossr 1o particizate s the procesding

E. AL aF D lont ol Confelantlal informatian. |pas birs af thii
Apreement or writien recsssn by Dischoser, the Recipiesst Wil |a) sease using
the Confidential indormation; (b} rabwn o desroy the Confidential Inlormation
e ol copies, nofes o extracts thereo! 1o Dbcloser within 7 business days of

ACKNOWLEDGED AND AGREED:

Trangonbebie, .
Mame:  Rans Arvin

recent of request: and dc) upan request of Discler, confim in wrting tha
Regigient hin complisd with these chligst

1. Preprwtary Bights. Mether party fo thin Agresment scqurss gy bl
progerty fights nof any ather fighes undsr thin Agresmant eecapt the limibed
Fight b2 usie e Conlidengial Infermation sl farth in Sestion 2.

& Dliclaise, CORFIDENTIAL INFORMATION 15 PROVIDED “AS 157 AND WITH
ALL FALATE

4 ndependset Dewelapment. The Dscloses ach dedges ot 1he Recgi
may orently o in the futsre be deswloping infmmation intemally, or receking
irdgrmation fom other pardies, that s similar to the Confidental Information
Accordingly, nothing In this Agreement will be consirued a8 & representation or
apresmend 1hat tha Recigient will ned develop or have develeged for it
producls, eonteas, syslems of thebeiques that ane similar te of com@ete with
the products, concepts, sysiems o iechrboues contemplated by o embodied in
the Cordidentlal Information, provided that the Recipbent does not violste any
of s oblgations under this Agreamend in connection weh such deselogermnl,

10, Publicity. Weither parry will make, or autherize any third parry 1o make, any
pubke annouvreemant of other dsclosues related 1o this Agreoment and any
potewilal agreemeni or relationship with ihe other party or any of Its a¥ilabey
o sussdiaries without the prior writhen spproval of the other party, For the
purposes of the Agr public anncar include discliiuras i any
parsan gf entity ogher than the Recpient by asy means, mgluding but not
ligatead 10, prads robaes, Wit oF ofal SalBments made to the meda, blogs,
wade organiations, publications, websites, or any other publc sedfience o
ungathorized third parties.

11, inport. Becplest agrees 804 60 rémowse OF eepiet wy such Confidential
Infadmation af dny drect prodocl thaneod, dxtig in oompllaos with, and sith
all wpplicalla axpon laws wd regulation.

1. Injusitive Ralled. Each paity s kmowledges thar any bieach of this
Agriminint may ciuse Wresarable harm for which monetary damages are
Insuffcient remedy and therefore that upon any beeach of this Agreement
Discloser will be entitled 1o appropriate equitable relief withowt the posting of
2 bond b addl ton to whateses remadies i might haee at law

13, General. Heither party hew an cbigation wider his Afreesnt 1o gurchaas
or affer for il any Bem o proteed with sy proposed Transactien. In the
vl that aw of Ehe provisions of this Agreemesd are held illegal oo
wnenforceable by a couri of compebent jurdsdiciion, such prosisions will be
limited or efiminated to the mikmum eetent necessary s that this Agreement
will otheraise remain i full force and effect, Neither garty may assign ghis
Apregmenl without the prior wripgs cossent of the oibar parry. This
Egraement will be gowarned by the laws of the Swane of Calttornia and ihe
united Staves without regard 1o Conficls of laws prossioes thereal, This
Agregmant sapersedes all peior dscussions and weitings and constiguses the
entire agreement between the parties with respact to the wbject mamer
harecd, The prevailing party in sy #2tion 19 enforce this Agreement will be
entithbd o coshe amed artoredys TeRs Noowaleer or modidicaton of this
Agreerment wil b binding upon eiTher pary uwnless mads |n writieg s~ sigred
by 3 duly suthonzed regresentatiee of each garty and no deilure or delay in
enforcing any nght will be deemed & wahes,

;
Farticigant: Xm l L ey

L
{Frini company' s name aeave. B you are nod conducting busicess on behall of &
compary. plea it firsg and fat name. |
Slpeature: _.-"R"'-"J‘"—"‘-—'!

teodd Tulner
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