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Maryam "Mohammad Ameen" Bishtawi
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Abstract

In this life change is inevitable. So managing this change is a very
important issue in order to embrace change in any organization
successfully. The researcher conducted this study in the largest companies
in the telecommunication sector in Palestine. The researcher assessed the
practices of change management in the telecom sector by studying and
analyzing all factors and inputs that control these practices in order to
determine gaps and devise best practices that help companies to navigate
successfully through change. The researcher utilized a mixed methodology
of qualitative and quantitative research tools. A questionnaire was the
quantitative tool whereas the qualitative tool was conducting interviews in
the telecom companies. The data from the questionnaire was analyzed with
SPSS program whereas the data from the conducted interviews was
analyzed by thematic analysis. The results of the research are that a
weakness was found in some communication practices in the targeted
companies, change resistance practices, top management weakness in
supporting change was found, and some of weakness in the awareness

practices about change.

A framework was developed by the researcher as the main output of

this research to enable telecom companies to adopt the concept of change



Xiv
management. This framework provides process that help telecom

organization to navigate successfully through change. The framework was

validated by leading managers in the Palestinian telecom sector.
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Introduction
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Chapter One

Introduction

1.1 Overview

Ahluwaia and Joshi (2008) mentioned that change is inevitable in the
organizational life because everything outside the organization changes
rapidly, such as politics, law, technology, and the demands of the
stakeholders, globalization, competition and the exchange in internal
culture. This competitive environment in which the organization lives will
be effected by fast challenges from new technologies, competitors, markets

and products (Teskoa, 2002).

Scholarly studies confirmed that managing change has a moderate
level in success scoring (Metre, 2009). Some studies found that the
initiative of change has a low success rate because of neglecting the people
side during change (Bareil, 2004; Callan, 1993; Hallgrimsson, 2008; Hiatt
and Creasey, 2003). However, Bareil (2004) found that this problem is

caused by leadership weakness too.

The main challenge today is adapting effectively to the rapidly
changing environment in which the telecommunication sector exists, while

taking the people side of change into account.

Change management scarcity occurs in noticeable events in the
organization such as: valued employees leaving the organization, a lack of
change funding, and a manager’s opposition to assign adequate resources to

the project (Hiatt and Creasey, 2003).
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Change in organizations is most apparent at the supervisor-employee
level; whereas change direction comes from the top management level.
Actual change does not happen without a change in employee’s day-to-day
activities. Change in the supervisor-employee level is straight forward and
easy to be understood (Endeavor management, 2012). So, this study
targeted this level and the top management level to evaluate the current
change management practices in the Telecommunication sector in

Palestine.

This study seeks to make an assessment of the current practices in
the telecommunication sector in Palestine. This study highlights the main
gaps to be avoided by applying best practices techniques proposed by a
change management model or a framework to help telecommunication

companies navigate successfully through change.

This chapter aims to introduce an overview about the research title,
research approach and background. Moreover, this chapter clearly shows
the problem statement, research questions, research objectives, research

hypothesis and research structure.
1.2 Problem of the research

These days communication companies undergo dramatic changes.
There are many drivers for change in the telecommunication sector, which
are: technological advancement, competition, which has risen drastically in

the last years, and the development of new services in the
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telecommunication sector (Hodges, 1995). Kanter (1991) and Tsekoa
(2002) emphasized that there is increasing in competition in the
telecommunication sector in the world as a result of scientific

achievements.

Therefore, there seems to be lack of managerial frameworks that help
telecommunication companies implement effective change management

practicesand that give them the intended guidance through change.

So, the researcher aims to answer the following research questions

through this research project:

1) What are the current change management practices in the telecom

companies?

2) How can Palestinian telecom companies navigate successfully during

change?
1.3 Importance of the research

According to McNamara (2001) and Mowat (2002) every
organization in this world will face globalization, technology growth or
legislation force, so organizations have two ways to deal with these
changes, which are ‘inspiration’ or ‘desperation’ for organizational
survival. Change management is the process, techniques and tools that are
used to manage the people issues during change in an organization. This
process helps individuals in the organization move successfully from a

current state to a future state while achieving the desired output (Prosci,
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2003) in order to establish competitive advantages and sustain them.
Change is not a goal in itself; it needs hard work, so it is always reactive,

but how to deal with change can be proactive (Mowat, 2002).

The most important role of managing change in the
telecommunication sector is promoting the competitive position in this
sector to guarantee the survival of this sector. Carnall (2003) added that
organizations require radical changes to build competitive advantage over

other competitors.

Thus, change management is a very important and vital topic to be
adopted by the telecommunication sector in Palestine in greater depth.
Because the change and competitive environment that telecom sector find
in. so, change management topic has a greater importance in this sector

than other sectors.

The importance of this study is related to the uniqueness of this study
in the Palestinian Territories, because it aims to develop a model that helps
Palestinian telecom companies navigate successfully through change

initiatives.

1.4 Objectives of the study

The aim of this study, which will be conducted on the
telecommunication sector in Palestine, is to study change management that

will be through:

e Understanding the nature of change management.



6

e Assessing the current change management practices in Palestinian

telecom companies.

e Developing a change management model that could help Palestinian
Telecom companies to navigate successfully through any change

Initiative.

1.5 Research Hypothesis

To assess the change management practices that are adopted by the
Palestinian telecom sector, the researcher investigated the relationship
between current change management practices in the Palestinian telecom
sector and the research variables. In order to check these relations the

following hypothesis were developed and examined:

H1,: No statistically significant differences at a = 0.05 in the degree of
change resistance in the telecom sector in Palestine can be attributed to

the administrative level.

H2,: No statistically significant differences at a = 0.05 in the degree of
change resistance in the telecom sector in Palestine can be attributed to

the experience years.

H3,: No statistically significant differences at a = 0.05 in the degree of
change resistance in the telecom sector in Palestine can be attributed to

the individuals age.
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H4, : No statistically significant differences at a = 0.05 in the degree of
change management communication practice in the telecom sector in

Palestine can be attributed to the administrative level.

HS5, : No statistically significant differences at a = 0.05 in the degree of
Change management communication practice at the telecom sector in

Palestine can be attributed to the experience years.

H6,: No statistically significant differences at o = 0.05 in the degree of the
top management roles in change management it the telecom sector in

Palestine can be attributed to the experience years.

H7,: No statistically significant differences at a = 0.05 in the degree of top
management roles in change management in the telecom sector in

Palestine can be attributed to the administrative level.

HS8,: No statistically significant differences at o = 0.05 in the degree of the
Change Awareness practice in the telecom sector in Palestine can be

attributed to the experience years.

H9,: No statistically significant differences at a = 0.05 in the degree of the
Change Awareness practice in the telecom sector in Palestine can be

attributed to the administrative level.

1.6 Research Methodology

The researcher utilized different research tools to highlight the

weakness that exists in the change management practices in the Palestinian
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telecommunication sector and proposes a framework to guide change

initiatives by adopting best practices and techniques.

The methodology used in this analytical study combines qualitative
and quantitative research tools to identify and interpret the current situation

in the best possible way:

e Desk research is basically used to review the literature available on
change management concepts, processes, practices, tools. It is based on
library books, previous studies, reports, journal databases and web-

based research.

e Collection of data which is used for the assessment of the current
change management practices through on line and on site survey and
semi-structured interviews with key managers and employees in the

telecom sector in Palestine.

e Analysis of the data collected from questionnaire using different

statistical analysis tools.

e Analysis of the data collected from interviews by using thematic

analysis.

e Description and evaluation of current change management practices.

e Identification of gaps to improve process efficiency.

e Introduction of change management framework with best practices and

techniques to be adopted by the telecom sector in Palestine.



e Framework validation

1.7 Research outputs

e An assessment of change management practices currently adopted in

the telecom sector in Palestine.

e A change management framework that provides guidance for the
Palestinian telecom sector to navigate through any change initiative

successfully.

1.8 Research Limitations

Each research project, no matter how well constructed is bounded
with certain limitations; these limitations can be utilized while addressing
the same project in future research projects. Below are the key limitations

that bound this research:

1. Firm's Reluctance: Two firms did not allow the researcher to conduct
the study in them. Others allowed distribution of the questionnaire but

prevented the conduct of interviews with their employees.

2. Lack of previous research studies on change management in
Palestine: While the researcher reviewed the Palestinian research
studies about managing change, the researcher found few studies

related to this subject.

3. Response rate: Although the response rate was satisfactory, the

researcher hoped it to be higher.
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4. Security issues: The managers and the employees whom were
interviewed, they were selected by their companies because of security

1ssues related to them.

1.9 Thesis Structure

The thesis is comprised of six chapters. Chapter 1 is an introduction
that outlines the whole thesis; while chapter 2 describes all previous studies
related to change management and related subjects. Chapter 3 presents and
defends the selected research methodology. Data Analysis is provided in
chapter 4. Chapter 5 provides the discussions of the data analysis results
and presents the change management devised framework. Chapter 6

provides thesis conclusions and recommendations.
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Chapter Two

Literature Review
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Chapter Two

Literature Review

2.1 Overview

As organizations are continuously interacting with the external
forces, they cannot be completely static in this rapid revolution which
forces organizations to adapt accordingly. Therefore, the requirement for
change adaption exists in all organizations, whereas the extent of change
differs from one organization to another (Bashir and Afzal, 2011; Harvey
and Brown, 1996). The change period is not easy and is full of difficulties
that are presented in a high opposition, low spirits, less production and

confusion (Calvello and Seamon, 1995).

Change management is one of the difficult challenges that business
organizations face these days. Change is everywhere, it is unavoidable and
it needs successful handling to make organizations navigate successfully
though it (Davidson, 2002; Kurdray and Kleiner, 1997). Change
management makes it easier for organizations to achieve success in

meeting demand and face internal and external challenges (Bashir and

Afzal, 2011).

Organizational change is affected by outside drivers that cause
growth to the next level in the lifecycle (McNamara, 2001;Mowat, 2002).
Hiatt emphasis what McNamara says that change is affected by the external
environment that begins outside the organization long before the change

happens inside the organization (Hiatt, 2004).
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The external changes from the marketplace can result in loss of
market share, competitors’ acceleration in creating new offers, capabilities
and business, lower prices, and new business opportunities for growth
(Hiatt, 2004). In his book titled Managing Change, Walmsley (2009, p.6)
mentioned other external change triggers, which are "mergers or
acquisitions", "a serious business downturn", and "legislative changes". He
mentioned other change trigger which need a proactive approach such as

organization decisions in rising cost, building a new strategy, making a

sales review or new technology available.

O’Neill (2012, p.1) stated five driving forces that affect
organizational change: A high degree of talent needed to solve problem in
“high level activities", "mobile technology", the need of innovation, and
distributed work that relates to "the evolution toward less centralized

organizational structures, location and work practices" and "sustainability”.

2.2 Definitions of Change and Change Management

Raftery (2009) and Thompson (1992) stated that to perform a new
system is the most difficult matter and it is questionable of success and it
always has enemies whom are beneficiaries from the old system. A study
made by the Human Resources for Organizational and Employee
Effectiveness in Ryerson University (2011, p.l1) defines the change
management as "a structured approach to transitioning individuals, teams,
and organizations from a current state to a desired future state, to fulfill or

implement a vision and strategy. It is an organizational process aimed at
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empowering employees to accept and embrace changes in their current
environment". Robbins (2003) said that change is defined as making things
different. Garber (2013) mentioned that change is inevitable in the
workplace, so the role of the manager is to embrace change by making the

transition process easier.

Hiatt (2004), Davidson (2002) and Kurdray and Kleiner (1997).
described the concept of change by saying that Change refers to an
important difference in what was before. Change in work can include doing
work in new ways, using new tools or systems, using new reporting
structures, new roles in the job, producing new products or introducing new
services, following new managerial procedures, merging, reorganizing or

other unrest and change in job location or markets.

Another definition mentioned by Del Val and Fuentes (2003)andVan
de Ven and Poole (1995)of organizational change is an ‘“empirical
observation in an organizational entity of variations in shape, quality or
state over time”(p.3), and after making changes in thinking ways, execution
and operation (Del Val and Fuentes,2003; Schalk, Campbell and Freese,
1998).

Hiatt and Creasey (2012) mentioned that change management can
help employees to be involved with the process of change in their
organizations, and he likened change management to the bridge between

results and solutions. He stated that change management is fundamentally
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about people, and the most important effort is to transform change into

useful and successful events in the organizations.

Merrell mentioned that effective change management will be
realized when the organization attains its goals as stated on time, within

budget and achieve sustainable benefit (Merrell, 2012).

Walmsley (2009) defined change management as taking a proactive
approach about how the change is treated within an organization; it
involves adapting to the change and monitoring the need for change within

an organization, starting that change and then controlling it.

According to By (2005) and Moran and Brightman (2001) Change
management has been defined as “the process of continually renewing an
organization’s direction, structure, and capabilities to serve the ever-

changing needs of external and internal customers” (p.111).

Hiatt and Creasey (2012) stated that change management is a set of
tools, practices and methods to manage the people side of change that are
important to transit individuals from a current state to the preferred future
one to achieve objectives of a needed change. They mentioned that change
management making ability for groups and individuals to participate in the
change and support it in a way that everyone works to achieve change
objectives. Jain (2007) added that change management is not a process that
stands alone for designing a business solution but it is about realizing

business results.
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All these studies that defines the change management process
supports the objective of the study to understanding the nature of change

management.

2.3 The Risk of not changing

Walmsley stated that if managers see that thinking about change in
an organization is unnecessary, then no plans and no strategies will be
prepared to embrace change, and this kind of manager deals with changes
by firefighting to keep stability for his/her organization. Whereas managing
other changes and planning for them will be more useful for organization

(Walmsley, 2009).

Hiatt (2004) found that when the effect of external changes from the
marketplace impact an organization, then managers will know the risk of
not changing. There are many risks of not changing that impact businesses
and employees. According his study the results of being static for

businesses are:

e Loss of employment

e Failure in the marketplace

e Loss inrevenue

Employees of businesses that do not implement change will be

impacted as follows:

e Less satisfaction with their jobs
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e Decrease in promotional chances.

e Decrease in job security

e Lowering in the employment rate.

Other consequences that will happen are mentioned by Walmsley

(2009) as:

e Decrease in the organizational efficiency

e Decrease in productivity

e Decrease in profit

e [ncrease in costs

e [ oss of valuable members

e Falling in sales

So without change the organization will be harmed, so it is better to
manage change and plan for it to get many benefits such as increasing
productivity and viability, decreasing cost and improving productivity

(Walmsley, 2009).

2.4 The Importance of Change Management

There are many reasons for change and many benefits for managing
these changes in the organization. Change is very important because every

organization is affected by several external and internal factors that make
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change inevitable (Ahluwalia and Jushi, 2008). Theydescribed the external
factors that forces organizations to make changes, to be: the policies of
government, economy, competition, raw material costs, labor scarcity,
social pressures and others. They stated that other internal changes are:
leadership change, profit decline, morale of employees, new technology

implementation and others.

Managing change in the workplace facilitates employees getting
back to their work after change happens and makes it faster and more
effective (O’Neill, 2012). Hiatt and Creasey (2012) added that change
management helps employees adapt and embrace change to attain the

objectives of business.

Hiatt and Creasey (2012) created many tenets that explain why to
manage change. Change initiatives are always undertaken because there is
a better chance or there is a problem to solve in the current state. The
change always happens in order to see that the specific and desired
outcome is achieved in the future state. There are many reasons for change
such as improved quality of services and products, improved customer
satisfaction, reduced costs, revenue growth, reduced risk exposure and so
on. Other tenets state that thinking about change from an organizational
perspective is not as difficult as building new systems, but this requires
certain individuals to do their work differently. This shifting in individual
behaviors represents that change is a very important issue. This is not to
reduce the importance of other change enablers such as new technologies

and better tools and improved process but to build integration with skill
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development and better capacity building. All individuals must be
embraced in change. Organizations must manage change to ensure that it
produces the expected results. So, change management help individuals to
embrace change and adapt new skills, behaviors, and values by change
leaders, whom make individuals able to transit successfully from the

current state to the future one (Hiatt and Creasey, 2012).

Therefore, change leaders must persuade and show their employees
and external stakeholders the importance of change in order to implement
the planned change generally (Armenakis, Harris and Feild 1999; Burke
2002; Fernandezand Rainey, 2006; Judson 1991; Kotter, 1995; Laurent,
2003; Nadler and Nadler, 1998). The persuasion process will formulate a
compelling vision that must be attractive for employees in presenting the
image of the future state, and it must be easy to communicate (Fernandez

and Rainey, 2006; Kotter, 1995).

2.5 Change Management Team

To manage change an effective change management team is needed.
Davidson (2002, p.108) wrote that team is "a gathering of individuals who
assemble to accomplish a purpose. These individuals collaboratively
achieve a greater result than any single individual could, while respecting
and appreciating their differences and collectively learning from the

experience".

According to Davidson (2002, p.108) and Katzenbach and Douglas

(1994) there are different types of teams:
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1. Work group: the members of this group interact to share practices,
information, perspectives, there is "no incremental performance need"
in this group. They are not really committed to a common purpose that

makes mutual accountability or team approach.

2. Real team: members in the real team have a small number whom are
committed to a common purpose or goal that calls for a mutual

accountability and team working approach.

3. High performance team: this team includes 6-12 members who have a
high commitment between them in achieving personal growth and

SUcCCcss.

2.5.1 Team Members Criteria

Davidson (2002) comments that to prepare a team for a change
campaign, it is very important to know the skills and the background of
each member in order to have the ability "to deploy them in the highest
good-in a way that is worthy of them, supportive of you, and most

importantly, highly effective toward the achievement of the desired

change" (p.108).

According to Prosci’sresearch (2003) the most important criteria

forteam members are:

o Excellent skills in communication. They must listen well to the
employees, making things easier for them, and they have the ability to

communicate the business change to all individuals in the organization.
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e Team members must have authority, trust and credibility with

individuals in the organization.

They must be aware of change importance and value and be committed

to change.

They have experience in managing change

Business Knowledge

They must have ability to work in teams successfully.

The main other character attributes concluded by Prosci (2003, p.26)

for the members of any team are:

e C(reative.

Able to see overall picture and to think in a strategic way.

Able to solve problems in an innovative way.

Thinking independently.

Flexible.

Having a resilience and persistence.

Being patient.

Empathetic.

Enthusiastic.
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e Responsible.

¢ Providing positive support to individuals.

However, in the change management team there are special features
of the members of the change management team (Prosci, 2003). These

special criteria that are found by Prosci’s research are:

e Ability to allocate sufficient resources to the activities that are
implemented in managing change, such as: increasing overall number
of team members, increasing the number of the most committed

members, "providing the team with the specific expertise"(p.26).

e Ability to represent a set of departments, functions, and the levels

within the organization.

e Taking a formal training in the areas of managing change, effective

communication, how to resolve conflicts and manage projects.

e Ability to define roles clearly to make all team members understand

their responsibilities.

2.5.2 Team Member’s Responsibilities

The top team member’s responsibilities according to Prosci (2003)

arc:

e Communication

e Training
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e Education

According to Davidson (2002) there are other responsibilities for the

change management team, which are:

e Managing projects.

e Coordinating multiple projects.

e Managing natural resistance.

e Measuring the implementation effects.

e Ensuring that team members make their contributions in an effective

way in sharing information freely.

e Sharing change management tools with the staff members freely, to
help to ensure that everyone does his/her work in the same way to

achieve the same goals for the same team.

Scott and Jaffe (1989) mentioned that the team of the change

management process is responsible for:

e Planning the change process.

e Anticipating.

e Coordinating change projects.

e Troubleshooting.
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Walmsley (2009) emphasized that the manager should communicate
with the team in a good, direct, brief, easy, and positive way and

understand a way to overcome all barriers in the communication process.

2.5.3 Leading Change Management Team

Creative leadership approaches are crucial for dealing with the team
during change. Leadership is more than holding meetings, circulating
memos and speaking with team members. "It requires a hands-on
approach"to addressing issues with the peoplethrough change (Davidson,

2002, p.119).

According to Brookes (2011) and Davidson (2002),dealing with
positive change is making all things positive, such as energy, and emotions,

and including: hope, confidence, creativity, belief and persistence.

Change leaders must give support to their team to achieve great
results, and they must get rid of problems that beset teams such as: unclear
goals, ineffective leadership, lack of resources, problems between team
people, lack of support from outside the team, ineffective communication
and lack of focus (Walmsely, 2009). Walmselysaid that many aspects of
the roles of the team leaders, when combined, provide the needed support.
These aspects are: leadership, training, coaching, communication, resources
providing, and being the connection between the team and other parts of
the organization. He stated that leadership is the most important factor

because it includes direction setting and team focus. He added that the team
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leader must create clear goals of the team performance, and he/she must

make the team aware of these goals and guide them to achieve them.

Davidson (2002) advised change leaders to: consider the resistance,
to overcome resistance, to help persons manage their change, to create a
more a flexible staff, to let them learn lessons from their previous mistakes,
to communicate well with staff and to avoid unreasonable and rigid

approaches to change.

2.6 Levels of Change

There are two levels of change: individual change management and

organizational change management.

2.6.1 Individual Change Management

The first challenge is individual change management, which is from
the employee’s perspective. It concerns helping individuals in how to
transit change successfully by teaching them good tools and techniques and
understanding their roles through the change process (Hiatt and Creasey,
2003). This includes: managers coaching to help their employees though
change, holding focus conversations with employees, especially resistant
ones, determining diagnose gaps in the program of managing change for
each department, and identifying corrective actions which are based on

desired results (Hiatt and Creasey, 2012).
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2.6.2 Organizational Change Management

The other challenge is organizational change management and it is
defined as the manager’s perspective from the top looking down in the
organization. It concerns the skills and practices that help the organization
navigate the needed change easily and successfully with understanding and
acceptance and good support. It includes using individual change
management tools with organizational tools like communications, and

training the overall culture of the organization (Hiatt and Creasey, 2003).

2.7 Communication in Change Management

O’Neill (2012) comments that the message of the organizational
change must be clear, consistent and based on what is in the change for
individuals and for the organization. Minerich(2008) emphasized that
communication must be clear and simple and he discussed that
communication must be realistic and linked to the vision in the company.
The most important messages to communicate are stated by Prosci (2003)
and Wanger (2006), which are: messages about the change, the reason of
the change, the nature of the change and its impact on employees, how the
change will be moving forward. It is very important that change
implementers explain the effects of the change on the responsibilities,
roles, tasks, day -to-day activities and the career opportunities of the
employees (O’Connor, 1990;Prosci, 2003; Richardson and Denton, 1996;
Wanger,2006).
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Effective communication during change enhances understanding,
leads to organizational consistency from the top to bottom and provides

employees motivation and guidance (Merrel, 2012).

Clear and effective communication must be implemented to build
sufficient awareness about change to the employees. The change
management team is responsible for implementing communication and
planning by analyzing and considering these components: the time of
saying, audience and the key message. The message must be delivered
comprehensively containing: message about business today, which is
shared during the earliest stages of change about the current business
situation, financial issues, change drivers and competitive issues (Hiatt

andCreasey, 2012).

After employees understand the situation of the business and the
change reasons, the message about change must be delivered to them. This
message contains the vision of organization, change scope, change
objectives, the alignment of change with business strategy, who is the most
affected with change, the basics of what is changing and how it will change
and when it will change, including what will not change. Concurrently with
the change message, another message must be shared about the change
influence on employees. This schedule consists of: change time frame,
availability of new information and how it will be shared, key decision

points and early success process (Hiatt and Creasey, 2012).
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2.7.1 Communication Activities

The most important communication activity is the personal
conversation between the manger and his/her middle subordinate (Doppler
and Lauterburg, 2002; Quirke, 1999;Wanger,2006).This personal
conversation provides the exact information the recipient requires to listen
and reduce the emotional stress so it must be part of every communication

program (Mast, 2002a; Wanger,2006).

After teaching employees about change basics via presentations or
intranet, employees need to listen to their supervisors and hear their

assessment of the intranet information (Mast, 2002b; Wanger, 2006).

The most effective way to communicate is face-to-face
communication (Barrett, 2002; Buchholz, 2002;Katzenbach, 1996;Klein,
1996; Larkin and Larkin, 1996;Lewis, 1999;Mast, 2002a; MasterMedia,
2000;Mohr, 1997;Pfannenberg, 2001,Prosci,2003;Quirke, 1999;Young and
Post, 1993), which includes: team meetings and groups, demonstrations
and presentations, and one-on-one discussion (Prosci, 2003). Klein (1996)
added thatface-to-face communicationis beneficial because it has an

influence on the emotions of recipients.

Written communication activities are utilized in many change
projects (Wanger, 2006), where publications of the organization are often
used to announce organizational-wide changes and to tell recipients about

change progress (Mast, 2002a). Written activities include newsletters,
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which are often used to convey topical information about change (Klofer,
2003; Mast, 2002a;Marlow & O’Connor-Wilson, 1997). Wanger (2006)
found in this study that the best instrument to communicate regularly is the

newsletter.

Other written communication activity is in the form of brochures,
which aim at conveying background information (Wagner, 2006;Dotzler,
1997; Mast, 2002a). Face-to-face communication must be a supplementary
tool to the written communication activities (Wanger, 2006). A website is
another activity which has the benefit of information availability any time
and any place (Hoffmann, 2001; Wanger, 2006). Baskin (2012) added

mobile technology as a way to communicate with employees.

Many authors (i.e.Marlow and O’Connor-Wilson, 1997; Buchholz,
2002;Mast, 2002a; Pfannenberg, 2001; Wuck, 2000;Wanger, 2006)
suggested using television and videos in order to convey information
during change. The most suitable activity to tell the employees quickly

about change is to use the television (Young and Post, 1993;Wanger,

2006).
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Category Examples

Meetings, Conversations,
Workshops, Discussion,
Presentation, One to one
meetings

MNewsletter, Company
publication, posters,

memos, hand book

Website, business TV and

video conferencing, Email,

Online project
documentation

Figure (1): Communication Activities

Adapted from Prosci (2003, p.27) and Wanger(2006, p.54)

Many studies (Quirke, 1996; Bernecker and Reiss, 2003; Mast,
2002a; Wanger, 2006) found that it is preferable to combine electronic and
face-to-face activities to be quicker and to achieve more benefits. These
interferences between communication activities and different activities
were examined by Wanger (2006) who found that "the series of face-to-
face activities provides regular possibilities for dialogue" whereas, "print
and electronic communication activities provide the information that can be

discussed, or asked about, during the face-to-face activities"(p.279).
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2.8 Change Leadership

Change leadership is the most important factor in the change
management process (Prosci, 2012; Hiatt, Creasey, 2012; Welamely, 2009;
Moat, 2002). The leadership factor in many studies is the most important
requirement for effective implementation for change. The leadership is
called sponsorship in the common language of change management

(Prosci, 2012; Hiatt and Creasey,2012).

Conner (1993) defines the sponsor as the individual or group who
has the authority to punish or to legitimize change. So, leaders are persons
who enable the identified change to be implemented (Hiatt and Creasey,
2012). Whereas Davidson (2002) mentioned that the sponsor has the power
and the authority to start, approve and supervise a change campaign. The
sponsor is the person who passes instructions to you in the chain of

command, so he is the boss.

Leaders enhance change and prepare a suitable environment for
change while managers are concerned with organizational stability and
ensuring the proper running of the process of change implementation

(Lucey, 2008; Metre, 2009).

2.8.1 The Responsibilities of the leaders of change

Most of the companies that manage change effectively had a clear
vision that was based on change purposes and aims with top sponsorship

(Merrel, 2012). He found that these companies told their leaders to promote
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confidence in change and enhance the sense of community. He added in his

study that leaders must be fully involved in the change from the beginning.

Prosci (2012) and Hiatt and Creasey (2012) found in their studies the

main roles that define sponsorship during change:

e Sponsors fully participate in the change in an active and remarkable

way.

e Sponsors form a coalition between major leaders in the organization for

sponsorship.

e Sponsors communicate directly with employees to make them aware of

the need for change.

The results of their study showthat there are many benefits following
the effective implementation of these roles: adequate resources, available
funding and the establishment of priorities between competing initiatives.

Sponsor responsibilities, according to ProsciResearch (2003) include:

e Acquiring the resources for the project,

¢ Building a management support with stakeholders,

e Creating employee awareness

e Employee education

e Reinforcing change and rewarding,

e Providing a direct support,
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e Aligning leadership and change resistance

Davidson (2002, p.31) said that the sponsor "has the authority or
power to initiate, approve, oversee for change campaign" and the sponsor
should determine the potential risks, the alternatives and their potential

results.

Conner (1993) stated other responsibilities for sponsors such as: to
determine which change will be implemented, communicate new priorities

to the company and apply reinforcement.

By building employees’ awareness, their opposition to change will
be reduced. But if sponsorship is lacking in the organizational change, this
will lead to unavailability of resources and confusion in the competing
changes. So, people in this case don’t know why the change is happening
now, the resistance will not manage well, and employees will not realize
the risk of not changing, so the change will not produce the desired

results(Hiatt and Craesey ,2012)

Lord, De Vader and Alliger (1986) and Senior (2002, p.224) found
that there are ““six traits which distinguish successful leaders from others,
these are: intelligence, dominance, conservatism, having an extravert

personality, masculinity, and being better adjusted than non-leaders".

Hiatt and Creasey (2012) found in their study that inexperienced
project managers make a common mistake that is not assessing if the

change has sufficient leadership. Three possibilities for failure consist of:
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e The sponsor not having the appropriate level in the organization

e To have the right level of the sponsor but to lack the ability to act as an

effective manager.

e To have the right level of sponsor but to lack desire in change

implementation.

To move forward with a project without sufficient sponsorship leads
to: time wasting, project delaying or failure during implementation (Hiatt

and Creasey, 2012).

The study that made by Human Resources for Organizational and
Employee Effectiveness in Ryerson University (2011) recommended
change leaders to take care of their employees and provide them with
information they will need and they must tell them about the expected
feelings that they may face in each stage in order to reduce anxiety and
confusion. They also recommended the leader of change to encourage

employees to think in an innovative way in order to increase motivation.

Fullan (2002) stated that leaders need more experience years to be
more efficient. This study is in-line with the hypothesis of this research that
tested the existence of the relation between the top management roles and

the experience years.
2.9 Resistance to Change

The most difficult phase to deal with in change is resistance, even

though it 1s predictable (Scott and Jaffe,1989). Many authors (i.e. Del Val
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and Fuentes, 2003; Lawrence, 1954; Maurer, 1996; Strebel, 1994; Waddell
and Sohal, 1998) emphasized in their researchesthat the reasons for the
many change initiative failures can be found in resistance to change. When
an organization implements change it forces people to convert how they
relate to one another. It alerts the very way they deal with the
organizational changes, not only changing their goals, process, equipment,
and changing their reality. All these reasons cause anxiety which in turn
causes resistance. So, only individuals who trigger change enjoy it, but

others ought to suffer it (Marsh, 2001; Moat, 2002).

People trust the familiar and follow the current behaviors and
strategies that work for them. When change happens, people will keep
applying the current unsuitable behaviors and they will be surprised as to
why these behaviors no longer work (Moat, 2002). However, when
management persuades that change is "fully established", this will make
them ensure that people will embrace it (Gingerella, 1993; Moat, 2002,

p.4)."This is a terrible and costly misconception"(Moat, 2002, p.4).

Research undertaken in the United Kingdom by Oakland and Sohal
(1987) also found that resistance was one of the major obstacles that face
British managers in using the techniques of the production management.
Similarly, other research made in the Australian manufacturing industryby
Eisen et al. (1992) and Terziovski et al. (1997) found resistance by workers
and managers to be the major obstacle in using practices of quality
management.Thisstudyis in-line with the hypothesis of this research that

examines resistance to change with the administrative level.
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Many business leaders make a common mistake, which is the
assumption that if you build awareness for your change you will also create
a desire to make change. The assumption is that one of them follows
another automatically. Some managers think if they design a good solution
for a business problem, employees will naturally embrace that solution

(Hiatt and Creasey, 2012).

"Organizational change causes individuals to experience a reaction
process" (Bovey and Hede, 2001, p.372; Kyle, 1993). This process,
according to Bovey and Hede (2001, p.327) andScott and Jaffe (1988)
consists of four phases: "initial denial, resistance, gradual exploration and

eventual commitment".

So, resistance is a normal response to change because change
involves moving from the "known to the unknown" (Bovey and Hede 2001,
p.327;Coghlan, 1993;Myers and Robbins, 1991; Nadler, 1981; Steinburg,
1992; Zaltman and Dancan,1977). People’s opposition to change is the
main reason for the permanent change difficulty (Walmsley,2009). Fear of
the unknown is the main answer to the question why do people oppose

change (Paton and McCalman, 2008).

2.9.1 Reasons for Change Resistance

According to Davidson (2002), the process of embracing change will
take time and effort, so participants will not have a desire to invest in it.

Talking about change involves giving up what is comfortable and familiar,
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as well as giving up comfortable and predictable behaviors, so people turn
to resistance. Annoyance or fear of disruption may hinder people from
initiating change, even if they know that the result will be to their extreme

benefit.

There are many reasons for change resistance. When individuals are
faced with change they will have fear of losing their control, prestige and
security. They think that the change in the organization will be beyond their
control, outside their influence environment, so they fear it (Moat, 2002).
Anxiety, uncertainty and fear are powerful emotions that create resistance
to change. Employees want to know how the change will impact their
personal situation. Organizational culture or history will impact change too.
In managing change resistance and putting a proactive change management
program, employees will be engaged and supported in the change process

(Hiatt and Creasey, 2012).

Richardson and Denton (1996) found from their study that the
presence of negative and inaccurate rumors were the most common reason

for change initiatives’ failure.

The top five reasons for employee resistance to change,asfound by

(Prosci, 2003) are:
e Scarcity of change awareness and why the change is needed,

e Comfort with the current state role and fear of the unknown,



38

e The culture and past performance of the organization, especially if they

have a failure in old change initiatives,

e Opposition to the requirements of the new process and new

technologies,

e Fear of losing jobs.

Whereas Kirkpatrick (1993) and Moat (2002) mentioned other

reasonsfor people opposition to change if employees:

e Don’t respect or like the person who introduced change.

e Don’t like the way of introducing change.

e Consider change as a ‘personal criticism’.

e Want to make an organizational test to see if they can prevent the

implementation of change.

e Have a bad feeling about the company

e Don’t have a sufficient awareness about change reasons.

e Weren’t informed about change before it happens.

Walmsley (2009) emphasized that most of the reasons mentioned
above and added another barrier which causes employee resistance, which
is 'Office politics'. This is considered an internal barrier caused by how

internal departments and teams deal with each other.
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Prosci (2003) found that there is a manager resistance to change for

the following reasons:

e Manager is fearful of losing power and control,

e Manager’s feeling that he/she will have additional tasks and pressures

of daily activities with limited resources.

e Managers have a fear of lack of skills and experience needed to achieve

effectively change management.

e Fear of losing their jobs, disagreement of the new way and their doubt
about the need for change are other reasons about manager resistance to

change.

According to some literature, there is a relationship between
resistance to change and age. Abdulhamid (2011) found that there is a
progressive relation between change resistance and employee’s age.
However, Kunze, Bohm and Bruch (2013) found that there is a negative
relation between change resistance and employee’s age. These studiesare
in-line with the hypothesis of this research that examines the individuals

age with the resistance to change.

Employees want to believe in the importance of the change that will
happen, want to know what will be waiting forthem, what is expected of
them, and how they will become involved in it, all of which they need to

hear in a timely and encouraging manner (Frady, 1997; Moat,2002).
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2.9.2 Dealing with Resistance

The common aim to the change management is individual’s adaption
to the environment (Barr, Stimpert and Huff, 1992; Child and Smith, 1987,
Del Val and Fuentes, 2003; Leana and Barry, 2000) or improving the
performance (Boeker, 1997; Del Val. and Fuentes, 2003; Keck and
Tushman, 1993).

The following strategies are utilized to optimize change resistance:

e Participation and Involvement. This approach is very important to
reduce the resistance to change (Bareil, 2004; Daft, 1995; Hayes, 1996;
Smith, 1995; Kotter and Schlesinger, 2008; Kulvisaechana, 2001).
Metre (2009) and Waddel and Sohal (1989) emphasized that the best
way to deal with resistance is participation. Employees’ involvement in
all change process stages such as implementing, learning and planning
will build commitment to change and reduce resistance (Coch and

French, 1948; Lewin, 1991; Metre, 2009; Waddel and Sohal, 1989).

e Facilitation and Support. This approach in dealing with resistance can
help in reducing resistance (Daft, 1995;Hayes, 1996; Kirkpatrick,
1985;Kulvisaechana, 2001). Managers must be supportive to the
individuals by training them and giving them new skills to facilitate

individual adaption to change (Metre, 2009).

e Education and communication. Metre (2009) believes that it is

important to educate employees about change before it happens and to
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communicate with employees to make them aware about the need of
change. It is also important to listen to the people who are involved in
change and take their opinions into account. Bareil (2004) and Kotter
and Schlesinger (2008) stated that the education strategy will reduce

resistance to change.

Negotiation. This strategy is advised by (Daft, 1995; Hayes, 1996;
Ivancevich et al., 1994; Kulvisaechana, 2001).Negotiation and
agreement with all employees using a win-win scenario will minimize
the resistance effect without making any of them losing. Provide a

consistent and a clear message about change and its benefits (Metre,

2009).

Coercion. Humphreys (1996), Hayes (1996) and Kulvisaechana,
(2001) stated that coercion is a way to deal with change resistance.
Kotter and Schlesinger (2008) mentioned that this way is used when

speed is important and when change initiatives require power.

Manipulation. It uses when other cases will not succeed or they are too

costly to use (KotterandSchlesinger, 2008).

Co-optation. It is used in special cases when it is costly to use other

strategies, or when they are useless (Kotter and Schlesinger, 2008).

Resisting the Resistance. This strategy means meeting force with force

(Maurer, 1996)
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2.10 Degrees of Change

Change can be broken down in to two types:

2.10.1 Incremental Change

This type of change describes first order changes, evolutionary, and
incremental ones, which alter certain small aspects in order to make present
improvements while maintaining the general framework (Blumenthal and
Haspeslagh, 1994; Del Val. and Fuentes, 2003; Goodstein and Burke,
1991; Greiner, 1972; Levy, 1986; Mezias and Glynn, 1993; Nadler and
Tushman, 1989; 1990). This type of change will take a long period of time.
Incremental change focuses generally on improving specific operation and
key business areas overtime. An example of incremental changes is Six

Sigma and Total Quality Management (Hiatt and Creasey, 2012).

2.10.2 Radical Change

The second type of change is revolutionary, transformational,
strategic and second order change. In this kind of change the
transformations are radical to change the essential framework totally in the
organizations(Blumenthal and Haspeslagh, 1994; Del Val. and Fuentes,
2003;Ghoshal and Bartlett, 1996; Goodstein and Burke, 1991; Marshak,
1993; Nadler and Tushman, 1989, 1990),"Looking generally
forcompetitiveadvantage" (Hutt,Walker and Frankwick, 1995; Del Val and
Fuentes, 2003, p.4)and significant opportunity (Hiatt and Creasey, 2012)

and it causes effects on the basic capabilities in the firm (Del Val and



43

Fuentes, 2003). In this type of change, dramatic and immediate changes are
required over a short time period. They aim at producing huge
improvements in the performance of the business process, system and
structure. Some examples on radical changes are mergers, acquisitions and

business process reengineering (Hiatt and Creasey, 2012).

Radical change -

Incremental Changes
\
\

AAAAA'A

Figure (2): Degrees of Change

Source: Adapted from Hiatt and Craesey (2012,p.29)

Hiatt and Creasey (2012) added that incremental changes require less
change management than radical changes, because incremental change
requires small leaps from employees, whereas radical changes goes to a
more uncertain future. The process of change management “is most

effective when it is flexible and scaled to fit the particular change at hand”

(p.30).
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2.11 The Four approaches to Change Management

Every organization has a different culture, and when these
environments are classified into categories there will be a better
opportunity to devise the suitable change management (Davidson, 2002).
He stated four approaches in change management, which are: The Rational-
Empirical approach, the Normative-Re-educative approach, the Power-

Coercive approach, the Environmental-Adaptive approach.

2.11.1 The Rational-Empirical Approach

People are rational and intelligent and have the capability to follow
their self-interest once it is revealed to them. Change is based on the
communication of information and availability of incentives (Davidson,
2002;Nickolos, 2010). A change manger must be a master of persuasion to
persuade rational people that change is good for them. He/she must use the
power of expertise to accelerate embracing staff in change (Davidson,

2002).

2.11.2 The Normative-Re-educative Approach

People are social beings and will stick to cultural norms and values.
Change is based on redefining and reinterpreting and explaining the
existing norms, values, relationships and connections to embrace change. It
i1s very important to develop commitments to new changes (Davidson,

2002; Nickolos, 2010).
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2.11.3 The Power-Coercive Approach

People are basically compliant and will generally do what they are
told or can be made to do with a little or no convincing. Change is based on
the exercise of authority and the imposition of sanctions. This approach can
be effective when the targets of change recognize the authenticity and

expertise of whoever is wielding the power (Davidson, 2002; Nickolos,

2010).

2.11.4 The Environmental-Adaptive Approach

People resist change but they adapt readily to new circumstances.
Change is based on building a new structure and the transition from the old
structure to the new one must be gradual and smooth (Davidson, 2002;

Nickolos, 2010).

2.11.5 Selecting the right approach

If there is a radical change in the organization it should use an
Environmental-Adaptive approach. But if there is an incremental change, a
mix of other approaches can be used (Dastur, 2011). A mix of the
Normative-re-educative approach andthe rational-empirical approach can
be used if there is weak resistance in the organization (Nickolos, 2010).
Power-Coercive approach can be used in many cases: strong opposition is
expected, a shorter time frame is available, area experts are not available
and if there are high stakes in the organization (Dastur, 2011; Nickolos,

2010).
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2.12 Change Management Models

HiattandCreasey (2012) stated that the change management models
that are utilized these days are a series of steps or activities that are

developed by experts in managing change by “trial and error” (p.13).

Bashir and Afzal (2011, p.5) and Nielsen (2008) wrote about the
complexity of change management. All changes, even small ones are not
easy to undertake. They added that many theoretical perspectives are used
to analyze a single change process and the resulting fragments "have made
the creative management scholars confident enough to use various theories
and concepts" to make explanations about how organizational change

stands up under different change models.

Models and approaches of change play an important role in change
management. Change models provide process guidance, as they show
actions and steps from one to another. Models are used as roadmaps which
provide guidance and warning measures throughout the way. So they are
useful to show how to transit from the current state to the desired future
state in a consequentially order of steps. Change alwayshas overlaps
between processes, as presented in any framework.(Bashir and Afzal,2011;

Biech, 2007).

Also,Bezboruah (2008) indicated the necessity of change
frameworks by reflecting the importance of these models in simplifying

and explaining any change implemented in a firm. According to him,
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models can help in demonstrating any factors and inconsistencies which
influence the change largely. Therefore, models of change must be holistic
and include abroad array of factors such as organizational structures,
culture, people, and process, roles of leadership, knowledge and

capabilities.

2.12.1 The ADKAR Model for Change Management

ADKAR is a model for managing change resulting from research in
change management and business process design lasted four years with
700companies across the world (Hiatt, 2004). Hiatt founded this model
based on twenty years of experience working as a project leader and
engineer. He applied his theory that projects fail as a result of change
resistance, therefore managing this effectively enhances the project success

greatly (Hiatt,2006; Rafetry, 2009).

This change management framework is developed for managing
people through organizational change as it is a toolkit to understand change
at an individual level (Bashir and Afzal, 2011; Hiatt, 2006). This model can
help in determining where we are in the change process and to create an
action plan successfully for personal and professional advancement through

the change process (Hiatt, 2004).

The ADKAR model value was realized as one structured framework
(Hiatt, 2006; Raftery,2009). Five required areas were described in this
model for change to be successful at an individual level. These five

building blocks are stated by Bashir and Afzal(2011),Hiatt (2006), Hiatt
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and Creasey (2003) and Raftery (2009). The individual who can go through

change are those who have:

A—Awareness of the need of change.

D—Desire to support and participate in the change.

K- Knowledge about how to change and what the change looks like.
A- Abilitytobuild new skills and behaviors on a day to day basis.

R- Reinforcement to keep a change in place and sustain it.

The ADKAR Model characterizes the individual change process into

five steps:

1.Provide

about the need

5.Reinforce
Awareness
/ change to
o of change

sustain it

4.Create
Ability to
implement
change in day
to-day baises

2.Create
Desire to
participate in
change

3.Provide
Knowledge
about how to
change
/’V

Figure (3): The ADKAR model

Source: Adapted from Hiatt (2004, Cover page)and Bashir and Afzal (2011, p.9)
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The elements of ADKAR model are exhibited in the order that
shows how the individual experiences the change process. (Hiatt, 2006;
Hiatt and Creasey, 2003).Each element in this model was defined by Hiatt
andCreaseyand the factors that affect the success of these
elementsareanalyzed. Through understanding each of these elements,
metrics were developed to measure it (Hiatt, 2006). The speed for every

individual to go through each phase is different (Hiatt and Creasey, 2012).

The ADKAR model from this initiation point provides a sequence
and framework to manage the people side of change (Bashir and Afzal,

2011; Hiatt, 2006).
Raftery (2009) stated that the ADKAR model can be applied as:

e A learning tool: to analyze the performance of past projects, to
evaluate the change readiness by project teams and to manage

coaching through the process of change.

e As a tool to diagnose projects that is in execution phase which are

facing difficulty.
e Asatool for change planning.
2.12.2 Kotter Eight Step Model

Kotter (1996)is a very famous leader in managing change. He
studied over 100 organizations to see how they manage change (Kotter,

1996; Raftery, 2009).He found myriad difficulties attributed to the change
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efforts; he classified the main themes and designed a model for a change
management (Kotter, 1995;Metre,2009). Kotter’s model concentrates on
some essential issues which include: making change occur, highlighting the
importance of the feeling about the necessity of the change in the
organization, and highlighting the need of effective communication through

change process (Bashir and Afzal, 2011; Cameron and Green, 2004).

Kotter (1996) stated steps that are critical in managing change

successfully. These steps are:

1. Establish a sense of urgency

2. Form a leading coalition

3. Construct a vision

4. Communicate the vision

5. Empower others to act on the vision.

6. Plan for and create quick wins

7. Consolidate improvements and create more change.
8. Institutionalize the changes.

It is very essential to go through these eight steps sequentially;
however it is normal that one operates in multiple phases at once (Kotter,

1996).
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Figure 4: Kotter’s 8-Step Change Model

Source: Adapted from Kotter (1996) and Bashir and Afzal (2011, p. 11)

1. The first step in the Kotter’s eight step model is creating a sense of
urgency. This means that management has to provide awareness to the

employees and convince them about the change necessity for the
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organizational survival, and should communicate that the change is
attainable without any harmful effects to their jobs (Bashir and Afzal,

2011; Cellars, 2007).

. The second step is building the change management team to help
employees in implementing change (Bashir and Afzal, 2011; Cellars,
2007).So this team must have the relevant authority to lead the change

(Kotter, 1996; Raftery,2009).

. The third step is to establish a vision which shows the direction to
how the change will benefit the future state of the organization and
employee’s job, in this step a clear and suitable direction will be put to
guide change implementation (Bashir and Afzal, 2011; Cellar, 2007).
The created vision according toKotter (1996) and Raftery (2009) must
be “SMART-Specific; Measurable; Achievable\Appropriate; Realistic\
Relevant; and Timely or Time bound” (p.27). This step includes
developing the strategy that helps in achieving the vision (Kotter,

1996).

. The fourth step is communicating the vision and the vision must be
followed by the leaders of change to help employees in understanding
the vision (Bashir and Afzal, 2011; Cellar, 2007). So the plan must be
communicated to all stakeholders in the company (Kotter, 1996;

Raftery, 2009).

. The fifth step is empowering employees to execute change in the

organization (Bashir and Afzal, 2011; Cellar, 2007) and it is important
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to get rid of all obstacles that face them (Kotter, 1996) and to supply

sufficient resources (Kotter, 1996; Raftery, 2009).

. The sixth step is to put short term goals to motivate employees to
embrace change by making employees show the progress. Giving
rewards to employees is very essential to motivate them (Bashir and
Afzal, 2011; Cellar, 2007). Early success will increase motivation

(Kotter, 1996; Raftery, 2009).

. The seventh step is about making improvements continuously
(Raftery, 2009) and about continuation because after the short term
goals were achieved or the original plan will finish, management
should create more changes (Bashir and Afzal, 2011; Cellar, 2007).The
focus in this stage is centered on system, procedures and policies,which
"inhibit the vision, hiring, promoting and developing people who can

implement the vision" (Kotter, 1995; Metre, 2009, p.9).

. The final step is making change permanent by making it embraced in
the organizational culture and practices (Bashir and Afzal, 2011; Cellar,
2007).So the process of change will be integratedinto the organization
(Kotter, 1996; Raftery, 2009). Kotter (1995) and Metre (2009) argued
that in this final stage creating new approaches happens and the links
between the new approach and the corporate success is clarified and it

is very important to develop leadership in this step.
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2.12.3 Lewin’s Model of Change

Bashir and Afzal (2011) and Cummings and Worley (2004) pointed
out that Kurt Lewin provided one of the early primary models in change
management, which is called the Lewin three step model. Lewin’s model
visualizes the change as the process which keeps the forces that affect the
behavior of the system stable (BashirandAfzal, 2011; Duffy, 1996). Lewin
considers behavior as a group of forces working in opposing directions,
which are in a dynamic balance. The driving forces benefit in pushing
employees in the desired direction so it makes change easier, whereas other
forces pushing employees in the oppose direction. Lewin’s model has three
steps, these steps and the analysis of the opposing forces can help in

shifting balance to the desired change (Kritsonis, 2005).

l Unfreeze l Refreeze

Figure (5): Lewin’s Change model

Adapted from Bashir and Afzal (2011, p.7) and Mind Tools Letter (2006)
http://www.mindtools.com/pages/article/newPPM_94.htm

The change process according to Lewin’s model of change includes

three steps: unfreezing the status quo, then changing to the desired future
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state and refreezing the new state (Price and Chahal, 2006; Vakery and

Antonio, 2010).

1. The First step is Unfreeze in which there is an acceptance of the need
for change and unfreezing the current ways things are done. There is
awareness about change and its benefits, and what the risk is of not
changing (Welamsely,2009).In this step forces that keep the status quo
in the organization must be reduced by either decreasing restraining
forces or increasing the driving forces or a combination of both(Bashir

and Afzal, 2011; Kritsonis, 2005).

2. The second step is Change, which is the stage of planning and
implementation in which actual change takes place (Welamsely,
2009).This step involves transition the target system into the preferred
equilibrium state and intervenes in the system to develop new values,
behaviors and attitudes by making changes to the organizational
structure and organizational process (Bashir and Afzal, 2011; Kritsonis,
2005). In this step instability happensin order to adapt new behavior
and new approaches that will be instead of the old ones (Ford and

Greer, 2006).

3. The Third step is Refreeze-which is needed to sustain the change
which has been embraced in the organization by reinforcing new
patterns and institutionalizing them in the mechanisms either formally
or informally (Bashir and Afzal, 2011; Kritsonis, 2005). After

institutionalization of the new behavior, stability must be achieved at
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the new equilibrium (Ford and Greer, 2006).To prevent going back to
the past methods, it is vital to settle any problems and to celebrate
successful changes by recognition and closing the project of change

(Welamsely, 2009).

-
i

Opposing forces

Driving forces

Figure (6): Forces affecting change

Source: Adapted from Walmsley (2009, p.18)

In this three step model Lewin explains the effect of the forces which
either promote or restrain change. Thus, change will occur when the
combined effect of one force is greater than the combined effect of the

opposing ones (Robbins, 2003).
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2.12.4 Deming Cycle

Another models referring to change management is the Deming
Cycle as presented by Van Bon et al. (2007) and Raftery (2009).
Thismodel, which consists of four steps was developed as an approach for

improvement but is also applicable to any type of change:

e Plan — what needs to happen and how it needs to happen

e Do — execute the activities

e Check — check if the desired results are achieved

e Act— adjust the plan as appropriate to the checks

2.12.5 McKinsey's 7-S Model

Tom Peters and Robert Waterman were the creators of The
McKinsey 7-S Model while they were working in the McKinsey Company
and by Richard Pascale and Anthony Athos at a meeting in 1978. This
model is a holistic approach for organizations, which collectively
determines the operation of the company. Seven factors formthis model,
which are: shared values, strategy, structure, system, style, staff and skills,
which all work to form the model collectively. (Cellars, 2007; 12 Manage,
2007).
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Figure (7): McKinsey's 7-S Model
Source: Adapted from Mindtools(2007)
http://www.mindtools.com/pages/article/newSTR _91.htm

Cellars (2007) and 12 Manage (2007) explained the seven parts of

this model as follows:

1. Shared values represent the heart of this model because they show the

organizational beliefs such as the organizational mission.

2. Strategy is the second factor in this model, which represents the plans
of the company to make reaction to the external surrounding change

(Recklies, 2007).

3. Structure is another factor which refers to the structure of the

organization.
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4. Systems represent the procedures, processes and routines that describe

how the work must be done.

5. Staff represents the numbers and types of persons who are employed

by the organization and what they do within it.

6. Style signifies the cultural styles in the organizations and the

managerial behaviors in achieving organizational aims.

7. Skills indicate the competencies and capabilities of employees as a

whole.

There are many advantages mentioned byCellars (2007) and

12Manage (2007)to this model, such as:
e Itisused in diagnosing and understanding the organization;
e [t consists of both an emotional and a rational approach;
e [tis used as organizational change guidance;
e All parts are interrelated.
2.12.6 O’Neill Five Step model

O’Neill (2012) stated that the process of the organizational change

can be successfully managed in five steps:

1. Create the big message. In this step managers must identify What’s In

It For Me? (WIIFM) They must also share the message of the change,
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and the need for the change, as well as the benefits of changes in the
workplace with their employees. Putting the big message will make

priorities and makes everything that follows likewise.

. Take the Pulse of the Organization. In this step, change managers
must use many approaches to determine the readiness of the change and
attitudes of employees and holding short informal meetings and
conversations to make people invested in the plan. A survey about
change management assessment must be distributed for all affected

individuals by the planned change in this step.

. Deliver the Message. Creating an overall communication plan must be
put in this step to communicate the reasons of the change, the change
benefits, and the schedule. Communication must be applied by many
multimedia approaches. This plan of communication must be applied in

parallel with other project activities.

. Support the Move. This step includes celebration and organizing a
ribbon cutting for starting the move process. Having a staff that is ready
to help in answering questions and solving problems and offer a new

guideline about new workplace is also necessary.

. Evaluating the process. This last step includes conducting interviews
and distributing surveys to evaluate the process as well as summarizing
the lessons and applying them to improve the process of change, which

is essential in this step.
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{ Establish the big message J
[ Evaluate the readiness of the change J
[ Convey the message J
{ Support the change and celebrate it J
Assess the change and study the learned lesson J

Figure (8): O’Neill Five step model

Adapted from O'Neill (2012, p.3)

All these studies that show change management models support the
main objectives of this research that seeks to find how Palestinian telecom

companies can navigate successfully through change initiates.

Summary

In the end of this chapter, the researcher shows a wide array of
details about change management and the main themes related to this topic.
The importance of change management, teams in change management,

change leadership, communication in change management as well as
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resistance to change. In addition, degrees of change, approaches of change
management and change management models were mentioned. After
presenting these topics, a comprehensive view must be formed about
change management and the high scientific value was shown of this topic.

The following chapter will show the methodology of the research.
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Chapter Three
Research Methodology
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Chapter Three

Research Methodology

3.10verview

In this chapter, the methodology of the research is described. The
type of the case study, the sample, the qualitative and quantitative tools in
collection of data that were used, the advantages and the disadvantages of
each tool and the data analysis for each tool are stated. Finally, the validity
and the reliability of this research are discussed in this chapter. The

methodology steps are presented in the diagram below.

Literature Review

B

Device the items of Questionnaire

(o

Distribute Questionnaire

™

SPSS Program was used to analyze
Questionnaire

(&

Develop Interview’s questions

&

Conduct interviews

(3

Thematic analysis was used to analyze
Interviews Questions

=

Model Formulation

i

Model Validation

Figure (9): Methodology Diagram
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3.2 Case Study Approach

The case study approach, according to Baxter and Jack (2008) and
Yin (2003) is used when the aims of the study should typically answer
questions such as: How? and Why? This approach is also used when there
is little or no possibility for the investigator to control the behavioral
events, when the researcher believes that there is relevance between the
phenomena and the study and "when the boundaries between the study and

the context are not clearly evident"(p. 545).

Types of the case studies are: Explanatory, Exploratory or

Descriptive (Yin, 1994, p.4-6).

3.2.1 Explanatory Research

This kind of research would be utilized when the researcher requires
answering a question that needs explanation to the supposed casual
connection in the interventions in the real time, which are complex in
strategies of experiment or survey, or to evaluate language. These
explanations would connect the effect of the program with the program
implementation (Baxter and Jack, 2008; Yin, 2003). These kindsof studies
are designed to establish the relationship through variables casually. These
studies require procedure to provide measuring characteristics accurately

and unbiased estimation (Majumdar, 2011).
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3.2.2 Exploratory Research

Exploratory research aims at gathering information which help in
defining problems and suggesting hypothesis (kotler and Armestrong,
2006).

Baxter and Jack (2008) and Yin (2003) stated that this kind of case
study is utilized in exploring the cases when the intervention “being
evaluated has no clear, single set of outcomes” (p. 548).Majumdar (2011)
stated that this type of study focuses on obtaining ideas and insights into
the problem, to be familiar with the process of the research and
phenomenon in order to attain insight into it. According to him, this type of

research has no end and is oriented to results.
3.2.3 Descriptive Research

In this kind of research the main aim is to get an accurate, reliable
description of the phenomena characteristics or particular social individuals
or group, and to know the frequency of occurrence of events and
characteristics in the study sample (Majumdar,2011). According to him,

(134

these studies attempt to answer the questions with ‘“what’ of a behavior
and ‘how’ are behavioral aspects related to each other. The descriptive
approach is used in description of the intervention and the context of real

life in which it occurs (Baxter and Jack, 2008; Yin, 2003).

In this study the researcher utilized exploratory research in the
telecommunication companies because of the uniqueness of this study in

the Palestinian Territories.
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3.3 Case Selection

The researcher chose the case study to be in the telecommunication
sector in Palestine as a very essential and vital sector, which needs change
management because of the rapid change environment as a result of the

technological advances, globalization and the competitive environment.

Change management is a vital issue in the telecommunication sector
so the researcher chose this sector to study the current practices in
managing change, in order to develop a framework that will facilitate

navigating successfully through change.

The researcher selected six companies from this sector,two of them
refused to accept distributing surveys or conducting interviewsbecause of
security issues, so the researcher implemented this study in four companies,
which are: Jawwal, Paltel Company, Wataniya Mobile andCallYou. The
first three companies are the biggest companies in the Palestinian
telecommunication sector. These companies are targeted in Gaza and the

West Bank.

3.4 Research Approach

The researcher wanted to assess change management practices
through an analytical study of companies in the telecom sector in Palestine.
The researcher used a mixed method in this study.Creswell (2003) defined
mixed method research as an approach that combines both qualitative and

quantitative data to gear them to answer ‘pragmatic knowledge claims’ in
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order to finish the wars of the paradigm between qualitative and

quantitative approaches (Flick, 2011).

Crewsell (2003) and Flick(2011) discussed three forms of mixed

method strategies, which are:

e Sequential procedures: in which qualitative and quantitative
approaches are applied one after the other to utilize the data from one
approach to refine the data from the other approach as an exploratory

tool.

e Concurrent procedures: in which the researcher collects data by both
qualitative and quantitative forms at same time in order to obtain

comprehensive analysis about the problem of the research.

e Transformative procedures: in which the researcher links the two

approaches in all research process phases.

The researcher used a sequential approach as a strategy of mixed
method. She distributed the questionnaires, then she analyzed them, and
then conducted interviews. So, interviews were conducted as a secondary

and exploratory tool to refine the data collected from the questionnaire.

Descriptive and inferential analysis was also used to make an
evaluation of the current situation in order to reach a broader understanding
that helped in designing a suitable framework for managing change

effectively in the Palestinian telecom sector.
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The methodology used mixed qualitative and quantitative research
tools. This combination reduces the limitation of the two approaches (Flick,

2011).

In this research, the researcher utilized primary sources and

secondary sources of data.

e Primary sources: This source of data was used to address the
analytical factors of change management. The researcher used some of
these primary sources such as: the questionnaire and semi-structured

Interviews.

e Secondary source: The researcher utilized this source of data to
address the theoretical factors of change management by searching in
the secondary sources of data, which includes all published sources
such as: articles, books, journals, reports, and the related previous

studies.

3.5 Sampling

The researcher targeted the entire population that consists of: top
management, middle managers or supervisors and front line employees
who are impacted directly with the change process. The researcher targeted
the entire population in order to obtain more accurate results. These
administrative levels were targeted by the researcher because they are very

important levels that are affected and impacted by the change directly and
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these levels are very important in determining the current practices in

managing change.

3.6 Data Collection

Data collection is the common aspect in research conduction.
Kajornboon (2005) and O’Leary(2004) stated that it is difficult work to
gather credible data, “and it is worth remembering that one method of data

collection is not inherently better than another"(p.150).

First of all, the researcher conducted a pilot study with many
managers in the Palestinian telecom sector.Pilot studies are conducted
according to Van Teijlingen and Hundley (2004) in order to develop and
test the adequacy of research instruments, to assess the feasibility of
conducting a full-scale questionnaire in order to establish whether the
sampling frame and technique are effective, to collect preliminary data, to
develop a research questions and a research plan and to identify logistical

problems that might occur using proposed methods.

There are many approaches to collecting data such as: asking
individuals using interviews and surveys, observation and studying
documents (Flick, 2011). The first approach was used by the researcher in
this research which 1s conducting interviews and distributing

questionnaires.

Quantitative data from the questionnaire were received after the

researcher was assured of the firms’ willingness to fill in the questionnaire;
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the researcher went to the firms and distributed the on-site questionnaire or
on-line questionnaire according to the company’s desire, and mailed the
on-line questionnaire to other employees in the branches of these
companies in the Gaza Strip. The questionnaire's items were devised
inEnglish, and then translated to Arabic upon telecom companies’ request,

and then questionnaires were distributed to the companies.

Qualitative data were gathered by answering the questions of the
interview. These answers were noted and written by the

researcher.Interviews also were conducted in Arabic.

3.7 Research Tools

3.7.1 Interviews

Kajornboon (2005, p.3) discussed several approaches to interviews:
“Structured interviews, semi-structured interviews, unstructured interviews

and non-directive interviews”.

1-Structured interviews: This approach to interviewing is standardized so
the same questionsare asked to all interviewees. The data can be

aggregated (Kajornboon, 2005).

2-Semi-structured interview: this approach to interviews is often used in
qualitative analysis and they are non-standardized and there is no
specific hypothesis to be tested in this type of interview
(DavidandSutton, 2004;Kajornboon, 2005). There are many central

themes, issues and questions to be dealt with in the semi-structured
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interviews. The interviewer can change or add questions, so he/she can

conduct a deeper investigation (Kajornboon, 2005).

3-Unstrucherd interviews: In this approach to interviews there is
flexibility, no direction, no restriction and no guide for the interview.
Theseinterviews are open and differ from one to another. "It is more

casual than the aforementioned interviews" (Kajornboon, 2005, p.6).

4-Non directive interviews: In this approach to interviews there is no
"preset topic to pursue" and in this approach "the interviewer follows
what the interviewee has to say. The interviewee leads the conversation"

(p.7). Thus, there are no previous planned questions by the interviewer.

Semi-structured interviews were conducted by the researcher in the
telecom sector in Palestine to gather more data, to get a deeper

investigation and to refine data that was collected by the questionnaire.

The researcher conducted twenty-two interviews in the targeted
companies in the telecommunication sector in Palestine. These interviews
are distributed as follows: thirteen managers were interviewed, and nine

employees.

The managers who were interviewed by the researcher are presented

in the following table.
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Table (1): List of Managers who were interviewed

# The manager position Company name
1 Senior engineer Paltel

2 Financial manager Paltel

3 Technical manager Paltel

4 Technical manager Paltel

5 Procurement manager Jawwal

6 Human resources manager Call you

7 Technical manager Call you

8 Supervisor Paltel

9 Supervisor Jawwal

10 Supervisor Jawwal

11 Supervisor Jawwal

12 Supervisor Wataniya mobile
13 Supervisor Wataniya mobile

The selection of these managers was made by telecom companies

because of security issues.
3.7.2 Questionnaire

There are two types of questionnaires: on-line and on-site
questionnaires. The researcher utilized both types of questionnaires
according to the company’s desire. The researcher got access to distribute
the questionnaire in the targeted firms by distributing the on-line
questionnaire in some firms while distributing the on-site ones in other
firms according to the accessibility limits by the administrator. The
researcher mailed the other part of employees to fill the on-line
questionnaire. The Gaza Strip employees in the surveyed firms were mailed

by the researcher, who then received the response electronically.

The response rate of each type of survey, on-line and on-site

questionnaires, was 50%.
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Most research that uses the internet is quantitative and includes on-
line questionnaires, web-based questionnaires or experiments on the
internet (Flick, 2011; Hewson et al., 2003).One-third of all surveys in the
world are online surveys (Evan and Mathor, 2005; Flick,2011) and the

trend is increasing (Flick, 2011).
3.7.2.1 On-line Questionnaire

Bryman (2008) and Flick (2011) discussed e-mail questionnaires and
we-based questionnaires. An e-mail questionnaire is sent by e-mail to the
recipients, by attaching it to an e-mail with the expectation that they will
answer the questions of the questionnaire and then they attached it to the e-

mail to reply.

A web-based questionnaire has the flexibility to format the whole
questionnaire and the answer options; it can also be designed in an
attractive way and it is easierto skip or filter questions. This form of survey
makes it easier to address the participants on web pages and inform them to
fill out this questionnaire by pressing a button to the advertisement on the

webpage.

According to Flick (2011) there are many advantages of the on-line

questionnaire. These questionnaires:

e Save money because the questionnaire will be sent and received via

computer without printing the questionnaire.

e Save time as they come back quicker than postal ones.
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e Are easier to reach people where they are without waiting for the

survey to travel back, so less restriction is found.

e The number of unanswered questions is less in this kind of survey, and

the open questions are answered in a more detailed way.

According to Bryman(2008),Flick (2011) andHewson et al. (2003), on-

line questionnaires have many disadvantages, some of these are:

e Less response rate.

e Less motivation to respond the questionnaire because of doubt about

non-disclosure about identity.

e Possibility of replying more than one time.

3.7.2.2 On-Site Questionnaire

According to Martins (2010) this type of questionnaire has many

advantages:

e [t is the most common approach in surveys

e Has more flexibility related to scales and types.

e Participants work with the questionnaire document directly

e Moderate level on confidentiality

e FEasy to make modification

e Can be completed any time, any where
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This type of questionnaire has many disadvantages according to

Martins (2010) they are:

e Costly to print questionnaire

e Appears too low technology

e May require good skills in writing

e The processing of data is consuming, costly, time-consuming

e The burden of response may be high with long documents.

3.8 Data Analysis

The submitted on-line questionnaires were automatically stored in a
database in the Google form itself. Other questionnaireswere entered by the
researcher to the on-line questionnaire. The overall data was then exported

to the SPSS database and analyzed.

Descriptive and inferential analyses were conducted by the
researcher. Descriptive analysis was used as the representation of the
percentages and means, while inferential analysis was used to test the

research questions by using One Way ANOVA tests (Sawyers, 2007).

The researcher examined the existence of statistical differences in the
targeted companies attributed to the experience years, administrative level
and age. Therefore, when there is a significant difference the researcher

conducted other Post-hoc tests to understand the differences between the
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surveyed companies due to a specific independent variable (Hilton and

Armstrong, 2006).

The researcher used thematic analysis in order to analyze the data
that was collected from the semi-structured interviews. The thematic
method is a qualitative analytic method used to analyze, and identify
themes within data. This method organizes and describes the data in details
that are rich, and it often interprets the main factors of the topic of the

research (Boyatzis, 1998; Braun and Clarke, 2006).

3.8.1 Thematic Analysis

Braun and Clarke (2006) mentioned the steps of the thematic

method:

e The first step in this method is to become familiar with data. This will
happen when the data is read repeatedly and actively to search for the
meanings and the patterns.Braun and Clarke(2006)and Riessman
(1993)stated that transcription of verbal data in interviews, although it
1s boring and consumes time, will make the researcher familiar with the

data.

e The second step is to generate the initial codes. After being familiar
with data and preparing initial ideas, codes must be produced from
these ideas. Codes will be the features that the researcher is interested
in that refer to the most important segment, or element, of the raw data
or information that can be evaluated in a way with full meaning related

to the phenomenon (Boyatzis, 1998).
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e The third step is to search for themes by reviewing the codes and
collecting and sorting them under broader themes. After that thinking

about the relationships between codes and themes.

e The forth step is to review the themes. The candidate themes that are
prepared in the previous step will be refined and modified in this step.
This step has two levels, the first one is reviewing all the themes and
the data which each theme contains, and to build a pattern in a
consistent way. The other level is to consider the validity of themes
related to the entire data and find the accurate relations between them to

reach a satisfactory building map.

o The fifth step is to define and name the themes. Further refinement and
definitions must be made in this step, by defining the necessity of each

theme and the aspects that affect it.

e The final step is to produce the report. A final analysis in this step must
be made and written in a final report that tells the overall story of the

data. This story must be coherent, complex, summarized and rational.

Braun and Clarke (2006) stated many advantages to the thematic

method, which are:

e Flexibility that allows a broad domain analysis.

¢ Quick and easy method to learn and to do.

e [t is suitable for the inexperienced researcher and accessible for them.
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o [t offers ‘think description’ of set of data.

e Unanticipated insights can be generated in this method.

e Data can be interpreted in social and physiological insights.

e It has the benefit of producing qualitative analysis that can be utilized

to inform policy development.

Braun and Clarke (2006) mentioned disadvantages of the thematic
method and they mentioned that these disadvantages depend on poorly
conducted analysis or inappropriate research questions. Some of these

disadvantages are:

It can be too flexible so it 1s difficult to concentrate on data aspects
e [t tends to be descriptive

e It has limited power of interoperation if the analysis excludes

theoretical framework
o [t is difficult to keep continuity sense in accounts of individuals
3.9 Response Rate

In the quantitative research the researcher targeted the entire
population was 600in the four companies. 300 questionnaires were
returned. 218 questionnaires were accepted while the other 82

questionnaires were excluded because they had many missing fields in the
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returned questionnaire. The total response rate for this questionnaire was

50% from the targeted population which is a satisfactory response rate.

3.10 Research Validity and Reliability

Reliability and availability are two essential challenges that the
researcher must take into account, and assure that the research is reliable

and valid in all possible ways.

3.10.1 The Validity of the Research

Test validity relies on what it was supposed to measure and how the
test measures (Majumdar, 2011). The researcher implements some steps to

achieve the research validity.

e The researcher asked 6 arbitrators who are specialist in business and
change management to refine the research tools and the modifications
were made in order to assure the research tool can achieve the research

aims.

e The researcher has utilized multiple research methods in data
collection, including quantitative methods represented by the online
questionnaire and qualitative methods represented by the semi-

structured interview.

e The researcher used many sources in collecting data involving primary

and secondary sources of data that are credible and reliable.
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e The researcher developed a framework and validated it by taking

managers’ opinions and suggestions about this model.

3.10.2 The Reliability of the Research

According to Majumdar (2011) there are essential aspects in

reliability which are objectivity and consistency.

In this research, the researcher checked reliability of the quantitative
tool (the questionnaire) by checking consistency through Cronbach Alpha
test, which was calculated for all statements in the questionnaire and the
result was 84% which indicates good consistency. Therefore the research is

considered reliable.
3-11 Ethical Consideration

In this study, ethical considerations occur at all stages of the research
process. "Preserving participants anonymity" (Smith and Quelch,1992, p.
162) is a very important issue to achieve confidence. The researcher kept
the identity of individuals who were surveyed and interviewed confidential,
and she did not utilize them except in achieving the purposing of the
scientific research. Companies and individuals had complete willingness to
participate in this study and there was not any type of coercion to

participate in this study.

Summary

In the end of this chapter, the methodology was clearly evident.

Starting with a review of credible literature and utilizing a mixed
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methodology of qualitative and quantitative tools, the researcher highlights
the different approaches in utilizing these tools, the advantages and
disadvantages of each one and the explanation of selecting the research
tools. The researcher highlights to whom these tools were conducted, and
how they were analyzed. Therefore, the researcher explained how the
resulted model was validated. In the end,ethical considerations were

clarified.

After implementing this methodology in collecting data, this data
was analyzed to obtain the result of the research. The following chapter

shows the data analysis.
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Chapter Four
Data Analysis
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Chapter Four

Data Analysis

4.1 Overview

As mentioned in the methodology chapter in this research, the
researcher used both the quantitative research through survey and the
qualitative through the semi-structured interviews. Combining the two

research methods improves the research reliability and validity.

This chapter includes two parts, the first part presents and discusses
the findings from the analysis of returned questionnaires, and the other part

discusses findings from the semi-structured interviews.

The SPSS program was used to analyze the data from the
questionnaire by using a one way ANOVA test and when there were
significant differences the researcher conducted other Post-hoc tests to
understand the differences between the surveyed companies due to specific
independent variable (Hilton and Armstrong, 2006). Interviews were

analyzed by thematic analysis.
4.2 Questionnaire Analysis

Questionnaire was analyzed by different statistical tools. The
distribution of the targeted sample in the telecom sector will be presented

here. Refer to the questionnaire in Appendix A.
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4.2.1 Sample Distribution

4.2.1.1 Distribution of the study sample according to number of

experience years

Table (2), below, presents the surveyed individuals’ distribution
according to the experience years. The highest percentage is (37.6%),
which is located in the 5-10 years class.

Table (2): Sample Distribution attributed to the experience years
variable

Number of experience years Frequency Percentage
>5 75 34.4
5-10 82 37.6
10> 61 28.0
Total 218 100.0

4.2.1.2 Distribution of the study sample attributed to the variable of

age of individual

As shown in the sample distribution according to the age variable,
there are three categories of the age of individuals are presented in the
Table (3). The Highest category in the sample is from 25 to 35 years with a
percentage of 47.7%, while the least category is less than 25 years old with
a percentage of 12.8%.

Table (3) Distribution of the study sample attributed to the age of
individuals variable

Individual's age Frequency Percentage%
>25 28 12.8
25-35 104 47.7
36-45 86 394
Total 218 100.0
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4.2.1.3 Distribution of the study sample according to administrative

level

As shown in the Table (4), below, there are three administrative
levels targeted by the study, which are: Top level management, Middle
management and Supervisors,then Front line employees that are impacted

directly with change.

It is noted from the figure that the highest percentage is 48.2% which
is the front employee level.

Table (4): Sample distribution attributed to administrative level

Administrative level Frequency Percentage %
Top Management 19 8.7
Middle manager and 94 43.1
supervisor
Front-line employee 105 48.2
Total 218 100.0

4.2.1.4 Distribution of the study sample according to Individuals’
Gender

Sample distribution according to gender is shown in the table (5)
below, 45 % are females and 55% are males.

Table (5): Sample distribution attributed to gender variable

Gender Frequency Percentage %
Male 120 55.0

Female 98 45.0
Total 218 100.0
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4.2.1.5 Distribution of the study sample according to Academic

qualification

In the table (6) below, it was noted that a Bachelor’s Degree is the
highest category, which has a percentage of 75.7%.

Table (6): Sample distribution attributed to scientific qualification

Academic qualification Frequency Percentage %
Diploma 40 18.3
Bachelor 165 75.7

Master degree or higher 13 6.0

Total 218 100.0

4.2.2 Questionnaire Themes

The researcher designed the questionnaire in order to examine the
current practices of change management in the telecom sector in Palestine,
according to two variables which are experience years and the
administrative level. The researcher studied change resistance as well
according to the individualage variable in addition to the experience years
and administrative level variables because there is literature that finds that

there is a relationship between age and resistance to change.

The questionnaire that was designed by the researcher has two parts:
the first part is divided into five subparts that are: The age, the experience
years, the administrative level, the academic qualification and the

individual's gender.

The second part of the questionnaire has (29) questions addressing

four main themes that are considered by their importance to the change
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management practices in the telecom sector in Palestine as discussed

previously in the literature review. These themes are:
1) Communication in change management

2) Change Resistance

3) The role of top management in managing change
4) Change Awareness

Each theme contained one type of questions that are designed based
on a Likert scale. Questions in the Likert format were grouped and

analyzed in each theme.

Likert items ranked from 1(strongly disagree) to S5(strongly
agree).So, averages of response were classified into five intervals ranging

from very low to very high extents of application.

The intervals were determined as follows:

Table (7): Interval Classification

Very low 1-1.80
Low 1.80-2.60

Moderate 2.60-3.40
High 3.40-4.20

Very high 4.20-5

In the Table(7) there are five intervals ranging from very low to very
high practices. The degrees of these intervals were calculated by
subtracting the range of response 1 (strongly disagree) from the 5 which
corresponds to (strongly agree), and dividing the result by 5 which is the

number of intervals. (5-1)/5=0.8. So, the questionnaire results were
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classified into five degrees, in order to determine practice degree for each

1tem.

The table below shows the percentage of respondents, the means and

the application level for all statements of the survey.

Table (8): Questionnaire Analysis

Percentage of Respondents %

i

V = e = =]
Z = |53 = |83
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5|~ | 82| 2| §|EE| = | &%
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Communication in change management
1. Information,instructions
necessary to change,
change's  objectives and
potential benefits are clearly | 0 | 14.2 | 40.8 | 22.9 | 22 | 218 | 3.64 | High
communicated with all

individuals in the
organization.

2.After change is
determined, an open

dialogue is held to discuss
the difficulties that may be
created in change
environment.

3.When I have difficulties in
change implementation, I can
communicate freely and I
know how to get assistance.

96 | 119 | 55 | 50.9 0 218 | 4.01 | High

0 | 294|399 | 30.7 0 218 | 2.48

Moderat
e

4.When a new process is
used, I don’t know to whom | 0 | 29.4 | 19.3 | 25.7 | 25.7 | 218 | 3.41 | High
I must call for assistance.

Total (valid) 218 | 3.64 | High
Change Resistance

5.The management tends to
reach compromises with the | 0 5 50.4 | 54.6 0 218 | 3.50 | High
resisters to change.

6.The management provides
all information to employees
about change to remove any
ambiguity regarding the
change process that may
lead to change resistance.

0 | 165 | 11.5 | 52.8 | 19.3 | 218 | 3.75 | High
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Percentage of Respondents %

Statement

very low
low

moderate

high

Very high

Number of
participant

Mean

7.1 have a desire to change
the status quo.

25.6

218

4.17

8. I believe that change will
support my financial
interest.

0 | 363

8.9

30

24.8

218

3.57

9. I believe that changing
my tasks will make me
satisfied.

0 | 16.1

3.9

70

10

218

3.78

High

10.I'm not afraid of losing
my job because of change.

16.5

80.7

2.8

218

3.86

High

11.I see that change doesn’t
neglect the  humanistic
aspect of change.

42.2

53.2

218

3.49

High

12.I'm afraid of the
unknown because of
change.

385 | 28

234

10.1

218

3.05

Moderate

131 don’t believe that
change will increase the
workload.

0 | 271

30.7

33.5

8.7

218

3.24

Moderate

14. 1 trust administration
where 1 believe that the
decisions it takes are the
best.

0 | 21.6

37.6

30.7

10.1

218

3.29

Moderate

Total (valid)

218

3.57

High

The Role of top managemen

t in managing chan

15.Top management provides
effective& inspiring
leaderships to make the
process of change successful.

0 | 16.5

28

35.8

19.7

218

3.59

High

16. 1 believe that enough
time is being spent on the
planning process of change.

57.3

42.2

218

3.42

High

17.1 think that an enough
time is spent to learn from

the prior change efforts i.e.
failed.

0 | 119

35.8

40.8

11.5

218

3.43

High

18.Top management
motivates all administrative
levels to accomplish the

change process.

28.4

36.2

30.7

218

3.93

High
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Percentage of Respondents %

2 2 5 |25 g
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19.We have studied the
successful changes and| 0 | 16.5 | 20.6 | 54.1 | 2.8 | 218 | 3.52 | High
celebrated with them too.
20.Top management has a
clear vision for the .
objectives and results of the 0| 46 | 385569 0 218 | 3.52 | High
change process.
2LI participatein the | |\ o | 465 518 | 257 | 218 | 3.97 | High
planning process.
22. The general objectives,
aims for change, and
development plan were | 0 | 26.6 | 16.5 | 349 | 22 | 218 | 3.52 | High
explained in the
organization.
23.Top management
encourages the initiatives
and  innovation = which | 0 5 47.7 | 30.7 | 16.5 | 218 | 3.59 | High
contribute to the change
process.
Total (valid) 218 | 3.61 | High
Change Awareness
241 have been informed ’1 *q-'é
about changes before they 6. 211 0 37.6 | 19.7 | 218 | 3.13 %
commence. S
25.1 believe that changes are Ver
very important for the| 0 0 16.1 | 42.7 | 41.3 | 218 | 4.25 higl?ll
organization.
26. I know how the change Very
affects my daily activities. 0| 46 1 05 5411408 218 | 431 high
27.1 believe that change will | 11. 5 0 615 | 22 | 218 | 3.78 | High
improve our situation. 5
28.There is a training that
gives employees the sufficient
skills and knowledge to help | 0 | 11.9 | 32.6 | 35.8 | 19.7 | 218 | 3.63 | High
them in following the change
successfully.
29.1 feel that 1 have
sufficient experience for | 0 0 358 | 42.2 | 22 | 218 | 3.86 | High
change.
Total (valid) 218 | 3.83 | High
Total for all questionnaire 218 | 3.66 | High

(valid)
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4.2.2.1 Communication in Change Management

The first objective of this questionnaire is to evaluate the current
practices of change management in the surveyed firms in the telecom
sector; communication in managing change is the first theme of the four

themes we mentioned previously to be explored.

In the light of the analysis in the table (8) it can be noted that the
total average response for the communication in the change management is
3.64 which is considered High degree of communication application in the

telecom sector in Palestine.

The researcher noticed that there is a moderate level in
communicating freely about problems and getting assistance during the

change process.

e As mentioned above, research findings showed that Communication in
managing change as a practice in the telecom sector in Palestine has

high level of application.

e The average of responses is calculated by adding each statement answer

and dividing by the number of valid answers (218).

e The overall average of themes is calculated after that by adding the
averages of responses and dividing by the number of statements (4) and

the answer is 3.64.
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4.2.2.2 Change Resistance

The second theme that researcher studied in this questionnaire is the
resistance to change, the researcher checked the existence of change
resistance or not in the telecom sector by asking about best practices that, if
these practices exists, then the resistance to change will not exist. The
researcher checkedthe status of dealing with resistance too. These

statements in the table (8)were designed to achieve this objective.

From the above table(8) the researcher observed a high degree of the
best practices, which is 3.57, so change resistance is low. However, the
researcher noticed a moderate level of some change resistance practices
such as: confidence in the administration, having ambiguous feelings
during change process, believing that change will increase their workloads,

which leads to fearing change.

4.2.2.3 The role of top management in managing change

The Third theme in the questionnaire is to study the effectiveness of
the roles of the top management in the change management process. The
researcher asked about role of top management in: providing motivation,
change planning, creating change leaders, establishing of a clear vision and

other related issues.

Table (8) shows that there is a high degree of effectiveness of the top

management’s roles in managing change, which is 3.61.
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4.2.2.4 Change Awareness

The forth theme is change awareness practices, which are presented
in Table (8). The researcher studied many awareness practices in this theme
such as training, individual realization the change necessity, knowledge

about how the change will affect individual’s day-to-day activities.

The result that summarizes the above table is that there is a high
degree in implementing change awareness practices in the

telecommunication sector in Palestine that is 3.83.

4.3 Testing hypothesis

The first hypothesis

H1,: No statistically significant differences at o = 0.05 in the degree of
Change resistance at the telecom sector in Palestine can be attributed to the
administrative level.

Table (9): Arithmetic Means of change resistance attributed to
administrative level

Administrative level Average
Top Management 3.20
Middle managers and 349
supervisors
Employee 3.53
Total 3.48

Table (9)shows the arithmetic means of change resistance. These
arithmetic means were extracted from the SPSS program. They show the
degrees of practices that checked change resistance for each administrative

level, according to each level of response in the survey.
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The total average was calculated by multiplying each administrative
level’s mean with the number of this administrative level. Then it was
added to these multiplication results. The addition result was divided by all

numbers at these levels.

To clarify how the total average resulted in the table (9), we
multiplied the number of top management (19) with the average of the top
management responses (3.20) to get the result 60.8. We multiplied the
number of the middle managers (94) with the average (3.49) to get 328.06.
We multiplied the number of employees (105) by the average (3.53) to get
370.65. The results from the three multiplications were added to each other
(60.8+328.06+370.65=759.51). The result of the addition was 759.51,

subtracted by the number of the participants (218) to get 3.48.

To check the validity of this hypothesis, the researcher use One Way

ANOVA test:
Table (10): One Way ANOVA test for H1
Sum of Mean :
Squares Dt Square F Sig.
Between 117 2 059 | 191 | 827
Groups
Within 1 601 | 38 | 306
Groups
Total 11.738 40

From Table (8) we can see that significant probability is 0.827, thus

we cannot reject the null hypothesis because it is greater than 0.05.
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So, no statistically significant differences in the degree of change
resistance among telecom sector in Palestine can be attributed to the

administrative level.

H2,: No statistically significant differences at o = 0.05 in the degree of
Change resistance practices at the telecom sector in Palestine can be
attributed to the experience years.

Table (11): Arithmetic means of change resistance attributed to years
of experience

Experience years Arithmetic means
>5 3.41
5-10 3.60
10> 3.37
Total 3.47
Table (12): one Way ANOVA Test for H2
Sum of Mean :
Squares df Square F Sig.
Between 089 > 045 | 146 | 865
Groups
Within 11.649 | 38 307
Groups
Total 11.738 40

From Table (10) above we can notice that significant probability is
0.865, thus we cannot reject the null hypothesis. No statistically significant
differences in the degree of change resistance among telecom sector in

Palestine can be attributed to the experience years.
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The third hypothesis

H3,: No statistically significant differences at a = 0.05 in the degree of
Change resistance at the telecom sector in Palestine can be attributed to the
individual's age.

Table (13): Arithmetic means of change resistance attributed to the age
variable

Age of individuals Arithmetic means
>25 2.40
25-35 2.39
36-45 2.41
Total 2.40

Table (14): One Way ANOVA Test for H3

Sum of Squares| Df |Mean Square| F Sig.

Between Groups 117 2 .059 91 | .827
Within Groups 11.621 38 306
Total 11.738 40

From Table (12) above we can notice that significant probability is
0.827, thus we cannot reject the null hypothesis. So, there no statistically
significant differences in the degree of change resistance among telecom

sector in Palestine can be attributed to the age variable.

The fourth hypothesis

H4,: No statistically significant differences at a = 0.05 in the degree of
communication practices in managing change at the telecom sector in

Palestine can be attributed to the administrative level.
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Administrative level  Arithmetic means
Top Management 3.18
Middle manager and 359
supervisor
Front-Line Employee 3.30
Total 3.41

Table (16): One Way ANOVA Test for H4

Sum of Squares| Df |Mean Square| F Sig.
Between Groups 5.206 2 2.603 5.395 | .005
Within Groups 103.744 215 483
Total 108.950 217

From the above table we can see that significant probability is 0.005

which is less than 0.05, thus we reject the null hypothesis.

So, there are statistically significant differences in the degree of

communication practice in change management among the telecom sector

in Palestine, which can be attributed to the administrative level.

The researcher used Post Hoc Test to determine the source of

differences.
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Table (17): Post Hoc Test to Measure the communication practice

Differences for H4
95% Confidence
.Mean Std. . Interval
(I) Level (J) Level | Difference Sig.
(1-J) Error Lower | Upper
Bound | Bound
Middle -40356-" | 17473 | .022 | -.7480- | -.0592-
Top manager
management
Employee -.11579- 7318 504 | -.4571-| .2256
Top x
Middle management 40356 17473 .022 .0592 .7480
MAnAEErs — Employee | 287777 | 09863 | 004 | 0934 | 4822
Top 11579 | 17318 | 504 |-2256-| 4571
management
Employee 4l
miadie -28777-" | 09863 | .004 |-.4822-|-.0934-
managers

There is a significant difference between Front line employees and
middle managers and supervisors in favor of middle managers and

Supervisors.

The fifth hypotheses

HS5,: No statistically significant differences at o = 0.05 in the degree of
communication practice in change management at the telecom sector in
Palestine can be attributed to the experience years.

Table (18): Arithmetic means of communication practices attributed to
experience years

Experience Years Arithmetic means
>5 3.30
5-10 3.48
10> 3.41
Total 3.39
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Sum of Squares| Df (Mean Square| F Sig.
Between Groups 1.849 2 925 1.856 | .159
Within Groups 107.101 215 498
Total 108.950 217

From the above Table (17) we can see that significant probability is
0.159, thus we cannot reject the null hypothesis. Thus, no statistically
significant differences in the degree of communication a change
management among telecom sector in Palestine can be attributed to the

experience years.

The sixth hypothesis

H6,: No statistically significant differences at a = 0.05 in the degree of the
role of top management in managing change at the telecom sector in
Palestine can be attributed to the experience years

Table (20): Arithmetic means of top management roles attributed to
experience years

Experience years Arithmetic means

>5 3.64

5-10 3.54

10> 3.67

Total 3.61

Table(21): One Way ANOVA Test for H6
Sum of Squares| Df | Mean Square| F Sig.
Between Groups 738 2 369 1.460 | .235
Within Groups 54.354 215 253
Total 55.092 217

From the above Table (19) we can see that significant probability is

0.235, thus we cannot reject the null hypothesis. No statistically significant
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differences in the degree of top management roles in a change management

among telecom sector in Palestine can be attributed to the experience years.

The seventh hypothesis

H7,: No statistically significant differences at a = 0.05 in the degree of the
role of top management in Change management at the telecom sector in
Palestine can be attributed to the administrative level.

Table (22): Arithmetic means of top management roles according to
the administrative levels

Administrative level Arithmetic means
Top management 3.46
Supervisors and middle 370
managers
Employees 3.55
Total 3.60

Table(23): One Way ANOVA Test for H7

Sum of Squares | Df |Mean Square| F Sig.

Between Groups 1.625 2 812 3.267 | .040
Within Groups 53.467 215 249
Total 55.092 217

From The above table (21) we can see that significant probability is
0.04, thus we reject the null hypothesis. So, statistically significant
differences in the degree of Leadership in change management among

telecom sector in Palestine can be attributed to the administrative level.

The researcher used Ad Hoc Test to determine the source of

differences.
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Table (24): Post Hoc Test to Measure the role of top management
practices in managing change Differences

95% Confidence

.Mean Std. . Interval
(I Level (J) Level |Difference Sig.
(1-J) Error Lower | Upper
Bound | Bound
Middle 1 54835." | 12544 | 049 |-.4956--.0011-
Top manager
management

Employee | -.09730- |.12433 | .435 |-.3424-| .1478

Top

Middle management 24835 12544 .049 | .0011 | .4956

MAnAEEs  Erployee | 151057 | .07081| 034 | .0115 | 2906
Top 09730 |.12433| 435 |-.1478-| 3424
management
Employee ddl
madie 1 15105-* |.07081| .034 |-.2906-|-.0115-
managers

We can see from the above table (22) that there is a significant
difference between top management and middle managers and supervisors

in favor of middle managers and supervisors.

There is a significant difference between employees and middle

managers and supervisors in favor of middle managers and supervisors.

The eighth hypothesis

H8,: No statistically significant differences at o = 0.05 in the degree of the
Change awareness practice at the telecom sector in Palestine can be

attributed to the experience years.
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Table (25): Arithmetic means of change awareness attributed to
experience years

Experience years Arithmetic means
>5 3.82
5-10 3.83
10> 3.84
Total 3.82

Table (26): One Way ANOVA Test for H8

Sum of Squares| Df (Mean Square| F Sig.

Between Groups 019 2 .009 025 | .976
Within Groups 81.362 215 378
Total 81.381 217

From the above Table (24) we can see that significant probability is
0.976, thus we cannot reject the null hypothesis. No statistically significant
differences in the degree of change awareness in change management

among telecom sector in Palestine can be attributed to the experience years.

The ninth hypothesis

H9,: No statistically significant differences at o = 0.05 in the degree of the
Change Awareness practice at the telecom sector in Palestine can be
attributed to the administrative level.

Table (27): Arithmetic means of change awareness attributed to
administrative level

Administrative Level Arithmetic means

Top management 3.79
Supervisor 3.84
Employee 3.82

Total 3.82
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Table (28): One Way ANOVA Test for H9

Sum of Squares| Df |Mean Square| F Sig.

Between Groups .046 2 .023 061 | .941
Within Groups 81.335 215 378
Total 81.381 217

From the above Table (26) we can see that significant probability is
0.976, thus we cannot reject the null hypothesis. So, no statistically
significant differences in the degree of awareness in change management
among telecom sector in Palestine can be attributed to the administrative

level.
4.4 Interviews

The researcher decided to conduct interviews as a secondary and
supplementary tool to the questionnaire. More information was obtained
from the interviews that reflected the real situation of the change
management in the Palestinian telecommunication sector and more insights

of many themes that are difficult to be explored through the questionnaire.

The researcher conducted semi-structure interviews that were
conducted in a face-to-face mode. The interviewees occupy different
administrative levels that are distributed as the following: 13 managers and
9 employees. They have an experience ranging from 2-16 years. Many

findings of these interviews can be summarized in the following sections.
4.4.1 Interviews Analysis

Thematic analysis was used to analyze these interviews; table (29)
presents the initial codes, the issues discussed as well as the initial and

central themes.
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Codes Issues discussed Initial Themes Ly
Themes
e Employee e Current
e Needs needs Constraints e Current
e Troubles e Employee e Employee problems
troubles Requirement
* Employee ¢ Building
awareness
e Lack of .. , awareness :
¢ Individual’s . e Capacity
awareness . e Skill development 11
capability Building
e Poorness e Employee
e Employee
. engagement
frainin

e [neffective

e Participation
in Planning

¢ Information
sharing Channels

e Insufficient * .Sli‘aringt. o Comfn.unication ° (if)mmunic
thiormation activities ation
e Employee
involvement
e Fearful of
) h ..
e Discomfort change e Opposition to
e Reasons * Employee change e Change
Discomfort e Dealing with Resistance
e Dealing with Change opposition
discomfort

There are four central themes devised from the thematic analysis:

Current problems, Capacity Building, Communication and Resistance to

Change.

4.4.1.1Current problems

In the interviews the researcher tries to determine the main problems

that the Palestinian telecom sector faces through the process of change

from the manager’s perspective and from employees’ perspective.
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Most managers and employees stated that the main problem they

faced was not taking the people side of change into account.

The majority of the managers in the targeted companies emphasized
that there is opposition to change they faced through change process. The
difficulty is found in how to make employees embrace change and how to
persuade them to adapt with the needed change. So, they faced problems in
dealing with the people side of change. This existing resistance has two
types: the direct type when employees do not want to work or the indirect

one by complaint and opposing change.

The majority of managers suffer from rumors during the change
process. These rumors publish fears from change and lies which increase

opposition to change.

Most individuals face difficulty when a managerial change happens,
because when a new manager comes, he has his way of thinking and
managing, so they have to totally adapt to a new way of dealing with this

new manager.

Misunderstanding the change is another problem they face. Often

their employees didn’t understand the change correctly.

Inefficient training is a big problem that most of individuals face in
the change process. They stated that there are gaps in the content of the

training courses, which leads to inefficiently dealing with change.
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Most middle managers, supervisors and the front-line employees
said that the meetings held to make aware the employees about the change

has shortcomings because of one way channel and less transparency.

From the employees’ perspective, the interviewees said that there is
an employee discomfort; as they need more time to adapt to change and

other technical problems.

Most managers told the researcher that there are financial risks, and
risk of services stopping during change, where data was threatened when

change was attributed to them.

Additionally, most of the managers said that they implement the new
change in one part initially to study the main problems then they try to
mitigate these problems before they implement the change in all parts of

the organization.

If a technical change happens, there are many problems they may
face such as customer satisfaction, failing in their campaigns after 6 or
7months, so they cannot expect the results of the new changes in services
before that, delay in time of the operation period and not implementing in
the determined time, and many other problems they don’t take into

consideration.
4.4.1.2 Change Resistance

Most of managers stated that they expected resistance to change
from employees before it happened, and they do planning for change and

take this problem into account.
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The majority of the managers in the Palestinian telecom sector who
were interviewed mentioned many reasons for the change resistance in

their companies. These reasons are:

e Fear of losing jobs

e Insecurity

e Unexpected resistance

In order to avoid resistance they did incremental changes, which
facilitates embracing employees in the change process. Most middle
managers and supervisors made a discussion with their employees to

reduce their opposition to change.

They listened to their employees’ opinions and took them into

account and forwarded them to the top management.

To reduce the resistance to change in some of these firms, they give
an experimental period to receive questions and inquiries from employees

during this period about the change.

4.4.1.3 Communication

Most of the managers in the targeted companies talked about the
current communication activities they have in their companies, these

activities are:

e Regular meetings



109

e Face to face meetings

e Sending Emails

¢ Distributing Publications

e Discussions

e Focus conversation

¢ Brainstorming

e Distributing guidelines

e Telephone

e Taking courses

o Workshops

The publication and guidelines employees obtained were

automatically or by paper.

Top management holds meetings with directors every change, but in
the big changes they hold meetings with the middle managers and

employees.

Most of the managers said to the researcher that it is forbidden to
close the door against any employee. Most of them argued that meetings
which are held during the change process are not transparent and have a

one way channel.
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Most employees indicated that they were informed about change by

many ways: Emails, telephone and meetings from the direct manager.

Most employees stated that they have a procedure for getting help
and assistance during the change process and they told the researcher that
they have no clear channels to provide feedback. They said that their
managers listen to them, but the problem is in taking their opinions into

account.

Most of the managers study and diagnose gaps in the training
process and in the communication process to take mistakes into account in

new changes.

4.4.1.4 Capacity building

Most of the interviewee managers noted that the effort which is spent
on the capacity building process and skill development in the targeted firms

is enough and good.

Most of them said that there is a training program provided by the
Human Resources unit yearly to all administrative levels, it contains many

important topics such as:

* Change management

* Time management

= Strategic planning
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= Leadership
=  Communication skills

In every part in the organization, managers study its needs and give
their employees the needed skills, and then they decide to give them

training and special courses and provide the needed knowledge.

Managers mentioned that they provide internal training, meetings
and workshops to develop employees’ skills continuously, and let them see

new techniques and help the understanding of these techniques.

Most of the managers stated that they bring outside consultants and
trainers when there is a change in the organization to help in navigating

successfully though it.

The majority of employees in the telecommunication sector in
Palestine who the researcher interviewed confirmed that they get inefficient

training and they get sufficient guidelines about change.

Most of them claimed that they received the necessary support but
they didn’t receive sufficient reinforcement after change implementation.
The majority of them mentioned that they were not rewarded after

commitment to change.

Most of the employees see that they are aware about change

necessity and they see that it must happen from period to period.
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Summary

In this chapter, a comprehensive analysis of the questionnaire and the
interviews were done. The statistical and analytical approaches were
utilized to analyze the questionnaire whereas the thematic method was
utilized to analyze the interviews. The research hypotheses were tested and
the arithmetic means and the percentage of the respondents for the change
management practices were obtained through the SPSS program. In
addition, an ANOVA test checked the existence of the statistical
differences in the targeted companies attributed to the experience years and
the administration level. To see if there was a statistical difference, a Post

Hock test was utilized.

From the resulting analysis, many important results were obtained to
help in evaluating the current practices in the telecom companies. These

results will be discussed in the next Chapter.
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Chapter Five

Discussion
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Chapter Five

Discussion

5.1 Overview

This chapter discusses results obtained from this thesis’ data analysis
methods (questionnaire and interviews). The four survey factors are
communication in managing change, the role of the top management in
managing change, awareness to change and resistance to change. All of the
factors that are analyzed in the previous chapter will be discussed here. The
four themes obtained from the interviews are: current practices in change
management, current problems faced in the telecom sector in change
management, dealing with resistance and capacity building, and these

themes will be discussed in this chapter too.
5.2 Discussion of the results

This section is an evaluation of the results that were obtained from
the questionnaire and interviews. The tool that was used to analyze the
questionnaire was the “SPSS” program, and for the interviews it was

thematic analysis.

In this discussion the researcher will assess the current change
management practices in change management in the telecom sector in

Palestine.
5.2.1Communication in change management

The researcher noticed that there were administrative levels that have

core roles in managing change practices, such as supervisors and middle
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managers. They are the direct contact between top management and front-
line employees. The questionnaire analysis results show a high degree of
communication practices in managing change and the highest means of all

individuals is for supervisors and middle managers.

So, middle managers must be informed of the -effective
communication practices more and more, when and how to communicate,
the tools of communication to be able to explain the message and
communicate the vision clearly with all levels in the organization. This will
help in aligning employees with the organizational objectives and goals

(Tribe, 2013).

Front-line employees are very important level that is affected by
communication; they have a good degree according to communication
practices, they must be given training about communication practices to
increase their awareness about change, and to give their managers the
needed feedback, all of which will help them to navigate successfully

through change.

Top management level have the least mean in communication
practices, which may show that they believe that communication practices
not their responsibility, or communication practices do not have core
importance in managing change. This may prove to be problematic in
managing change in the telecom sector in Palestine, and if this top

management realizes the importance of communication practices and the
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ways to share information, this will help in facilitating change management

and increase its efficiency.

Current communication activities are fairly good, but they must be
implemented in a more active way. Another issue noted by the researcher is
the individual misunderstanding; this point can be attributed to the
ineffectiveness of the communication process, the lack in the change
leader’s skills and a defect in the communication activities to reduce
misunderstanding. One of the sources of misunderstanding in the change
process is mentioned by Hiatt and Creasey(2012), that there are two
perspectives of change, sender perspective and receiver perspective:
senders are persons who send and provide information about the change,
whereas receivers are persons who receive information about the change.
Senders always focus on business issues whereas receivers focus on the
personal implications. There is a disconnection between what a sender says
and what a receiver hears so, it is two different messages and this forms an

important source of misunderstanding.

Holding Meetings, as one of the communication activities, was
discussed with individuals by the researcher. Employees discussed that
these activities should be activated in a correct way and it should be done
in two ways. The managers should listen to their employees, take their
opinions and suggestions into account and submit them to the top
management; in order to study their views and take into consideration, the

top management should listen to the middle managers more and more. This
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practice will help in increasing the probability of the change management
success. These meetings need more transparency to increase individual’s
commitment to change. Walmsely (2009) emphasized that the leader of
change should communicate with the individuals in a two-way setting, not
give them orders only but to listen to them too. Two-way communication
gives a chance to the individual to ask questions, to provide feedback and

to clarify points which are not clear (Tribe, 2013).

Using many kinds of communication activities and new technology
may help in increasing the effectiveness of managing change; this
facilitates the communication process through change, to convey the

message faster and to help in embracing employees in change.

The researcher noticed that half of respondents are facing difficulties
in getting assistance when the change is going on. This indicated that
communication channels were not clear enough in the telecom sector. This
problem indicates that top management and change leaders in this sector do
not offer the sufficient efforts to activate communication practices to help
individuals to get help in the change process; they neglect the importance

to make communication channels clear and understandable for employees.

It is very important to determine the communication channels clearly
and to inform employees about these channels; to help the change leaders
to get feedback in order to assess the change process, to assess its
efficiency and to evaluate their achievements. So gap analysis must be

done in an effective way to help in determining where the problems were.
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5.2.2 Change Resistance

The research shows that change resistance is the biggest problem that
faces the change process in the telecom sector in Palestine and there are
many sources of resistance which are found in the telecom sector while
managing change such as: fear of losing jobs, fear of ambiguity, insecurity

and lack in top management confidence.

The reason of this resistance is due to the lack of efficiency of the
change leaders’ roles. They do not take enough care of the human aspect of
change; they do not offer enough security feelings to the individuals, and
less of awareness is provided by them about change process. The reason of
major scarcity in dealing with change opposition is excluding employees
and ignoring their participation in the change process. This part of
employees who were excluded didn’t get sufficient learning about the
change process, their opinions are not taken into account always and they

do not take enough support from the top management.

Lack of top management confidence may be related to pervious
failing experiences in managing change, lack of respect and attention from
top managers for the individuals, giving them orders without making them
understand the reason and without listening to individual opinions or
inquiries. Baskin(2012) mentioned that to get confidence from employees
you must respect them. Other aspects to building trust with employees are

that one must share information with them as much as possible.
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This discussion in addition to data analysis can be considered as an
answer to the first research question, which was: What are the current

change management practices in the telecom companies?

Combining all these factors together will give us a framework that
includes the best practices and techniques to help Palestinian

telecommunication companies to navigate successfully through change.

5.2.3 Top management roles in managing change

As shown in the previous chapter, there is a high degree of
effectiveness in the role of the top management in the change process. This
indicates that top management has the main role in supporting the change

process.

The output of the research is that the top management level has the
least degree of good practices in evaluation of the practices of the top
management role in managing change, because they think that these roles
are not their responsibility. They think that it’s other administrative levels
responsibility as middle managers or front-line employees who should
implement these practices from the top management point of view. This
belief forms a problem in managing change that there is no commitment

from the top management to the main roles of change management.

Research shows that supervisors and middle managers have core
roles during change management. The results show that they get the highest

degree attributed to realizing the roles of top management. This is related to
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the fact that middle managers may think that they are responsible for
managing change practices, so they are engaged well in the change

management process.

Change planning, such as change management practice, is the
responsibility of the top management, which in turn involves other
administrative levels in order to engage them in the change management
process. Research results show that 77.5 % of respondents indicated that
they were engaged in the change planning, 6% of them indicated that they
did not engage in the process, while others may have been engaged or not.
So, although there is a good involvement of staff in the whole change
process, there is a percentage of individuals who were excluded from the
change process. This may be related to top management thinking that those
individuals are ineligible or not important to be involved in the change

process.

The results of the research shows that 42.2% of respondents think
that that sufficient time was spent on the planning process, where 57% are
not sure. This significant portion indicated that change planning require

spending more time in order to obtain a more effective change process.

The output of this study shows that change reinforcement wasn’t
taken into account in the current change management practices. The results
of the research show that there are no rewards and no recognition after
change implementation to those who committed to the change. In addition,

there is no celebration of the early success. This is related to the fact that
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top management and change leaders were not informed about the
importance of change reinforcement in the continuity of this change. The
absence of change reinforcement leads to difficulties in involving

individuals in the change.

5.2.4 Change awareness and training

The results show that the practices of building awareness for change
have a high degree in the telecom sector in Palestine. And she noticed that
this sector has features in giving individuals the sufficient awareness about

change and how it will affect the day-to-day activities.

However, there are 42.7% of respondents who were not informed
about change before it happened, which appeared in the results. This big
portion of individuals will face difficulties to be involved in the change
process, and they may create a problem in awareness about change and it
may be a source of resistance that opposes the change process. This
insufficiency is related to the fact that if they are true change leaders, they
will not believe that it is not important to inform individuals about change
before it happens because this will affect negatively in the change

management process.

There were many respondents and interviewees who indicated that
more effective training that meets the objectives of the change project is
needed in the telecom sector. The researcher noticed that there is a gap

between the training objectives and the content of training courses, which
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may be related to the fact that the training that is provided to individual is
traditional and may not match the courses objectives, and trainers may be
ineffective. So, the skills that are built from these courses were poor.
Change leaders should be concerned about this issue because it leads to

waste in time, efforts and money.

It was noted that managers need more coaching. Smither et al. (2003)
stated that managers who took external coaching are better in putting
specific goals and setting improvement ideas than other managers who did

not take it.

The experimental period that is determined by change leaders is very
important to increase change awareness, to get rid of the employees’
concerns about change, to give them awareness and training, to increase
their efficiency in managing change, to increase readiness to change and to

reduce ambiguity.

5.3 Change Management Framework

In this discussion, there is a clarification about many factors and
practices that govern change management in the telecom sector in
Palestine. To combine these factors together and help stop all wrong
current practices, the researcher developed a framework consisting of the

best practices in managing change in the telecom sector in Palestine.

This framework provides different process that help companies to

assess their practices and identify gaps between these practices and the
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current practices to improve their performance and to navigate successfully

through change.

This model consists of four main stages:

1. Change planning

2. Change management

3. Change reinforcement

4. Getting feedback

Top management support must be found through all processes, to

achieve more effective implementation of this model.

The change management framework presents many factors, which
must be implemented in each stage to make managing change more

efficient.
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Figure (15): Change Management Model for the Telecom Sector in Palestine

This model can be considered as the answer for the second research

question, which was: How can Palestinian telecom companies navigate

successfully through change?
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This model was validated by leading managers in the Palestinian
telecom sector. All of them said that it is suitable to be implemented and
that this model will help telecom companies to navigate successfully
through change. They emphasized the importance of top management

support and involving employees in the change planning process.

Four main stages form this model; these stages are:

¢ Change Planning: this stage is the most important step. It makes the
change process easier and going on the specific plans that guide the
change process to achieve success. Many factors help in supporting the
process of change planning,as creating change management teams and
change leaders that will lead the change initiative in the organization.
It is very important to make changes that align with the organizational
strategy, to help organizations to implement their strategies in more

effective way.

Assessing readiness for the change during this process will help to
evaluate the preparedness level for the planned change in the company.
This assessment must cover all affected individuals with change. This
assessment might be as a survey distributed to the employees. In this
process, all employees who will be affected with the planned change must
be involved in the planning process to get more engagement in the change
process. This will help in reducing opposition to change during change

implementation and make them aware about the change process.
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Change Management: in this stage change plan implementation
happens. Thus, resistance to change will appear accompanied by
change implementation as a natural reaction. Therefore, resistance

management must be started in order to reduce this resistance.

Effective communication must be implemented in order to facilitate

delivering the message of change and in order to engage all individuals in

the change process.

It is very important to build awareness about the change process to

achieve effective involvement of the individuals in the change process and

this will make them have more ability to achieve change. Effective

communication and building awareness when they are implemented will

make change plans implemented effectively.

Change Reinforcement: Reinforcing the positive actions that
employees make through the change process has high importance in
change continuation. The implementation of this process can be in
giving rewards and recognition to individuals committed to the change
process. Also, celebrating early success gives positive morale to the
individuals who are committed to change and motivates them to

continue.

Get Feedback: this is the last stage in this model that includes lessons
learned from the change process to take advantage of them in other
change initiatives. After that an evaluation process must be

implemented to show what was achieved from the change process.
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e Top Management Support: With all these stages top management
support must be found. This support will activate these processes and it

will make insurance that the change process is well implemented.

Summary

In the end of the discussion chapter, the current change management
practices were clarified, the gaps between the current practices and the best
ones were identified and the results of the survey and interviews analysis
were explained. Therefore, a suitable managerial framework was designed
and clarified by showing and explaining its stages. This model was made in
order to help telecom companies to navigate successfully through change

initiatives.

After this study, there are many conclusions and recommendations

thart will appear in the following chapter.
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Chapter Six

Conclusions and
Recommendations



129
Chapter Six

Conclusions and Recommendations

6.1 Overview

This chapter contains the main conclusions, recommendations and

suggested future work.

Walliman (2006) emphasized that coming to writing conclusions is
the most important work in the research; if these conclusions are
insufficient, then the efforts and the output of the research would be

worthless.
6.2 Research Contribution

The findings of this research project formulize a basis for the
telecommunication companies in Palestine to assess their change
management process, in order to evaluate their current practices because
this study examined change management process and identified the

characteristics of the practices that control these processes.

This study can be utilized by companies in order to structure their
change management assessment, and to determine the gaps in the current
performance that can be mitigated by adopting the provided framework that

overcome these gaps.

Thus, the contribution of this research is the suggested model that
can help Palestinian telecom companies to navigate successfully through

change.
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6.3 Conclusions

e There are weak communication practices that exist in the telecom

sector.

e Communication is not given the needed importance in the change

process.

e There is not a sufficient awareness about change in the targeted

companies.

e Training is not effective and does not achieve the needed degree in the

change process.

e There is a poor capacity building that helps individuals navigate

successfully through change.

e There isa low percentage of the participating firms that have a change

plans.

e Big resistance to change was found in the telecom sector.

e Fear of ambiguity and fear of losing job are the main resistance

reasons found.

e A weak dealing with resistance was found by the change leaders.

e A weak supporting role from the top management to the change

process was found clearly in the telecom sector.
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e Poor reinforcement to the change was found in the targeted

companies.

e Change was not celebrated in the early success stage after

implementation in the telecom sector.

e There was no reward or recognition to of individuals committed to

change.

e The people side of change is not taken into account during the change

Pprocess.

e Top management has a weak role in the communication process,
whereas middle managers and supervisors have a strong role in

communication through the change process.

e Middle managers and supervisors are the most effective level in

supporting change, while top management has the least effective one.

6.4 Recommendations

To improve change management processes, telecommunication

companies in Palestine should follow the following advice:

1) Top management must be more supportive to the change management

process and to lead by example.

2) All administrative levels must be involved in the change planning.
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4)

S)

6)

7)

8)

9

10)

11)
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Awareness about change must be increased and to be received by all

individuals in the companies.

Resistance must be reduced by using appropriate strategies such as
participation and involvement, education and communication,

negotiation, facilitation and support.

Change leaders shall build the desire to change with all individuals in

the organization.

Effective communication should be used in the companies to facilitate
conveying the change message to all individuals and in making them

involved in the change process.

Change reinforcement must be implemented in the telecom companies

to ensure change continuation.

Reward and recognition is very important to encourage employees to

commit to change at the highest degree.

Change planning must take sufficient time to be effective.

Change management teams must be formed in the telecom companies,
which this will help in making the change management process more

efficient.

Change must be aligned with the telecom firm’s strategy.
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12) Effective training must be provided to all impacted individuals with

change to facilitate adaption in the change process.
13) Telecom companies must celebrate change to reinforce change.

14) Top management must be educated about change management

importance.
6.5 Future Work

Change Management is one of the vital subjects today that every
organization must learn and practice into survive in this rapid change
environment. So, it is a rich subject to be studied in different case studies,

and to explore the factors that affect change management.

In Palestine there is lack of studies about this topic; this topic is new
for Palestinian organizations and it is very important that it be embraced in
the Palestinian environment for development and improving performance.
This will encourage researchers to go to study this topic in other sectors in

Palestine.

Researchers can utilize this research as a starting point for
conducting further research projects that approach other aspects of

managing change.

Future work can be implementing the developed model in the
Palestinian telecom companies by developing a suitable methodology that

helps in implementing this model and embracing it in the telecom sector.
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Summary

The conclusions and then the recommendations to this research were
done in this chapter.The contribution of this study is the developed change
management framework for the telecom companies. Therefore, the future
work was suggested in the end of the chapter to be the implementation of
this model in the Palestinian companies to help them in navigating

successfully through any change initiative.
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