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ABSTRACT

The importance of enhancing internal communication and its content during
organisational change appears to be neglected by many organisations. Although
change management literature agrees generally about the role that communication
plays in facilitating change, there is still a dearth of empirical studies that focus on
improving internal communication during organisational change phases. The
evolution of communication technology has provided some new tools that can
enhance internal communication within an organisation. This study explores the
role of using of one of these new communication technologies in communicating

organisational change through the development of a novel conceptual model.

The developed model covers the communication needs in each phase of a planned
change, and combines the benefits of communicating organisational change with
the benefits of using Enterprise Social Networks (ESN), as found in the literature.
The aim is to investigate empirically how ESN as a new internal communication
technology can be employed to communicate organisational change effectively in
order to facilitate that change. To do so, the researcher in this study has applied a
qualitative approach through a case study strategy in order to validate the
conceptual model being proposed. The researcher conducted 32 interviews and

analysed all of them qualitatively using Nvivo software.

The findings of the conducted study revealed that using ESN had many positive
impacts on employees, such as increasing their awareness, engagement and
participation, which helped to facilitate the overall change projects. Moreover, the
study proved the suitability of the validated novel model to contribute in
facilitating organisational change through ESN, which can guide leaders,
managers, change agents and academics on how ESN can be used to communicate

planned change effectively in order to facilitate it.
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Chapter 1: Introduction

Chapter 1: Introduction

1.1 Research Literature

In today's business life, change happens all the time and has become an everyday
part of organisational dynamics. Scholars and researchers agree that organisations
need to implement changes in their business model, as it is necessary for the long
term success and survival of an organisation. Although there has been an
abundance of research into organisational change, still many organisations have
struggled to achieve the changes that they have wanted to implement (Rosenberg
and Mosca, 2011; Zareen, 2013). Mdletye et al. (2014) and Burnes and Jackson
(2011) supported this fact by stating that failure rates for change among
organisations have commonly been reported as being up to 70% according to
associated research, and there are various issues that have contributed to this high
degree of failure. The most significant issue which researchers continually
identify as a critical reason for the failure of change is the lack of clear and

effective communication (Justin et al., 2013; Mdletye et al., 2014).

According to Kunanbayeva (2013), ineffective and poor change communication
leads to high levels of misunderstanding, uncertainty and personal fears among
employees during the change process, which can encourage them not to accept or
support the change. Furthermore, the PMI report of 2014 showed that 59% of
organisations around the world failed in their change initiatives because of
insufficient internal communication during the change process (PMI, 2014).
Additionally, Hargie et al. (2009) assert that ineffective communication during
change can lead to poor relationships between employees and management, and
this could result in reducing the trust in both the management and in the change.
During organisational change, employees always seek justifications for the

12



Chapter 1: Introduction

change, and they recommend change to be implemented as early as possible and
by those who have decided it and planned for it. Therefore, internal
communication during change plays a critical role in either facilitating change or
impeding it (Naveed, 2014).

Effective and open communication in a change context is not only about updating
people frequently on what is happening during change (John, 2011). The content
of communication during change is very important, as it concerns what
information is conveyed to employees and what is received from them. Emma et
al. (2014) argue that leaders, managers or change agents have to justify the change,
sell the reasons behind the change and show the benefits behind it. Employees also
want to know if they or anybody else are going to be affected by the proposed
change. So, the kind of information that needs to be communicated to employees
has to be meaningful in order for the communication to be effective (Matos and
Esposito, 2014). According to Barrett (2002), meaningful communication helps
motivate all employees to support change by informing and educating them during
the entire change period. Consequently, it appears that it is important to provide
truthful and useful information to individuals about a change in each phase of the
change process, in order to facilitate the change (Gabriele et al., 2013;
Kunanbayeva, 2013).

Moreover, the way change is communicated is considered to be another important
factor that can play a critical role in improving internal communication during
change and making it more effective (Aral et al., 2013). According to Allen et al.
(2007), if employees are informed about change in a one-way communication
stream, this can cause them to resist change. However, change is more likely to be
successful when organisations adopt two-way communication strategies, where
value is gained from mutual input and conversations. According to Garcia-Morales
et al. (2011), employees are more likely to be satisfied with change when two-way
communication is achieved. This is because two-way communication allows
employees to share their own perspectives, worries and thoughts, which gives

them a feeling of involvement (Clampitt and De Koch, 2011). Melanie and Tim
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Chapter 1: Introduction

(2012), add that leaders also obtain value from two-way communication, since this
allows them to gain valuable feedback regarding change, helping them to better
understand the likely impacts of it.

Since two-way communication is necessary to facilitate change, and leaders have
to provide a platform to enhance communication internally, technology nowadays
offers practitioners the opportunity to try new communication tools. One of the
new communication technology solutions that many organisations have started to
use internally as a communication tool is ESN, as reported by Aral et al. (2013).
ESN is currently used by many organisations to facilitate a more open and bottom-
up approach to organisational communication, allowing new communication

habits and workplace practices to be formed.

Although change management literature generally agrees that internal
communication is essential during the change period, the existing empirical
research into change management still neglects the importance of improving
communication during change (Bisel and Barge, 2011; Eric and Grand, 2014).
Moreover, there has been relatively little empirical research exploring the
information which needs to be communicated in each phase of organisational
change (Hodges and Robert, 2015). Furthermore, most of the available studies into
communicating change are not concerned with interaction and the impact of using
specific communication channels during change, especially in-house
communication platforms (Wietske et al., 2015). Consequently, it is important for
organisations to review their current internal communication strategies and
enhance the way they communicate, choosing the most effective channels to

communicate internally.

It became clear from the discussion above why many scholars still consider
communication to be critically important in the context of organisational change,
and this needs to be explored further. Therefore, this research is designed to reply
to the need for further empirical research that focuses on improving internal

communication to facilitate organisational change. It contributes to provide a
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Chapter 1: Introduction

holistic and detailed perspective on how ESN can be employed in a change
communication context. Also, it adds more understanding of the role of ESN
during organisational change, and how it can facilitate change by impacting

positively on employees.

1.2 Research Motivations and Significance

Organisational survival depends greatly on the effectiveness of internal
communication (Barrett, 2002). Without effective internal communication, change
strategies and organisations will fail (Noora, 2013; Kitchen & Daly, 2003). John
(2014) and Cheney et al. (2004) also point out that effective internal
communication impacts the dissemination, institutionalisation, implementation
and formulation phases of a change initiative. At each stage, internal
communication has various influences, from providing managers with the
opportunity to hear employee feedback and encouraging employee engagement, to
creating greater recognition of change (Welch and Jackson, 2007). Internal
communication also entails employee involvement, hearing and discussing
employees’ concerns, giving employees a long-term view, and sharing factual

information about a planned change (Zareen, 2013).

Nowadays, various organisations have started to use ESN in their organisations to
aid employees in sharing knowledge, communicating, and collaborating with one
another (Aral et al.,, 2013; Paul et al., 2013; Krogh, 2012). Compared to
conventional styles of communication, ESN is thought of as encouraging greater
participation and openness (Denyer et al, 2011). Many ESN applications, such as
Jive and Yammer, are now being used by an increasing number of organisations
around the world. Additionally, UK-based Deloitte (2013) reported that ESN had
been adopted at some level amongst 90% of Fortune 500 companies in 2013. This
represented a 70% rise over the course of two years. McKinsey (2014) also

reported that, as of 2013, 58% of firms had set a three-year plan to expand their
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ESN and social media spending. Various researchers, including Richter et al.
(2013), Herzog et al. (2013) and Bharadwaj et al. (2013), argue that the impact of
ESN must now be explored due to its rising popularity. Von (2012) and Aral et al.
(2013) state that most existing research has concentrated on the impact of ESN on

firm value and marketing advantages as measures of organisational performance.

So, focusing less attention on the practice and impact of ESN as an in-house
communication platform will mean that overall knowledge of its different roles in
organisations remains limited, specifically in a change management context.
Therefore, the significance of this research is a consequence of the necessity for
improving internal communication during a planned change in order to be more
effective and to be able to facilitate the overall change initiative. Additionally, the
significance of this study is derived from the limitations of empirical studies that
have explored in depth the communication of change through ESN and its impacts.
Consequently, the main aim of this is to answer the following question:

How can ESN facilitate organisational change?

1.3 Research Methodology

A qualitative approach has been adopted in this research using a multiple case
study strategy. Data was collected mainly from two organisations in Oman and
UAE through 32 extensive face-to-face interviews, followed by observation and
then documentation, carried out with senior leaders and middle managers. This
research is an attempt to develop a model of communicating planned change
through ESN, where it can facilitate the overall process of change. This model
could guide leaders, middle managers and change agents to communicate change
through ESN to all employees, at any time, in any location, and in a more effective
and meaningful way. Figure 1.1 on the next page summarises the importance of

this research and identifies the problem that the research will try to address.
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Organisational Change
I - Employees feel uncertainty about thechange.
: d - Employees misunderstand the whole picture about the change.
In Businesslife - Employees will resist the change.
l - Management will struggle in implementing the change.
A

Essential and Important

| Consequently So What

However
High rates of failure
- Communication during change is not meaningful to employees.
I - Employees are not participated well in the change.
: - Employees cannot share their ideas and personal concerns.
Why - Management arenot gaining the real employee’s feedback.
Lack of effective communication during the Change T
I So What
Why
l The content of communication required in each phase of the change
.- . - +
Few empirical mod.els that can guide the management to Invwhicharca 5| Theuseand theimpact of two way communication channel during the change
communicate the change effectively
Both are empirically neglected
Figure 1.1 Research Problem Identification Source: developed for the purpose of this PhD research
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1.4 Research Aim and Objectives

The main aim of this study is:

e To investigate and examine the role of ESN as an internal communication

channel to facilitate organisational change.
In fulfilling this aim, the following objectives are considered important:

e To conduct a comprehensive critical review of the available literature and
studies relating to organisational change, communication during change,
and ESN, thus enabling a deep understanding of the available literature in
order to identify research gaps and how they can be covered.

e To identify factors from the literature which are relevant to the study.

e To propose and develop a conceptual model that represents the process of
communicating change through ESN in each phase of a planned change, to
improve change communication and facilitate change.

e To conduct an empirical study in order to validate the conceptual model.

e To demonstrate the overall findings and the revised validated model,
which could be considered as being a guide for leaders, managers, change

agents and academics on how ESN can facilitate change.
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1.5 Thesis Structure

This thesis is outlined according to the following chapters:

Chapter 1 Introduction: This chapter discusses the background to the research,
which identifies the research problem according to previous studies, and the
motivation for the research, which clarifies the importance of the study. The
chapter also identifies the aims and objectives of the research.

Chapter 2 Literature Review: This chapter extensively reviews the current
literature on organisational change, internal communication in a change context,
and ESN. There is also discussion in this chapter about the gaps found in the

literature.

Chapter 3 Conceptual Model: This chapter discusses the building and
development of an integrative conceptual model in the research and its elements

and contribution.

Chapter 4 Methodology: This chapter presents the qualitative research
methodology chosen for this study, by discussing the research approach, the

research strategy of the study, and how the data is collected.

Chapter 5 Analysis, Findings, and Discussion: This chapter first discusses the
case studies of the research. It then presents the analysis and findings, followed by
discussing in detail all of the findings, leading to the final outcomes of the study

and the revised conceptual model.

Chapter 6 Conclusion: This final chapter concludes the whole study, including
discussions on the theoretical and practical contributions of the study, identifies

limitations, and proposes some recommendations for future studies.
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Chapter 2: Literature Review

2.1 Introduction

The aim of this chapter is to provide an extensive and systematic analysis
overview of the literature review and previous studies, leading to a realisation of
the logic behind the decision to conduct this particular research. It begins with a
definition and evaluation of the concept and process of organisational change in
general, and planned change specifically. There is then a discussion on the
literature of previous studies with regards to the importance of internal
communication in managing change, followed by the role of communication in
planned change. After that, the chapter provides an overview of ESN technology,
followed by a focus on the literature of ESN as a new communication tool. The
link between ESN benefits and organisational change is then discussed. Finally,
there is a list of the gaps found in the literature. Discussion in the chapter does not
focus on any specific sector, as there are no specific change models or
communicating change models that are customised for the public or private
sectors. Additionally, the role of communication during change and the role of
using ESN as an internal communication platform are not differentiated according

to sector in the literature.
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Chapter 2: Literature Review

2.2 Organisational change

Change is about developing an organisation in general, and it is always preferred
as a means of eliminating issues and difficulties that face an organisation (Freddy
& Mbohwa, 2013). Organisational change has resulted in the development of
many theories due to many individuals having an interest in the topic (Zareen,
2013). There is an abundance of research which asserts that organisational change
is essential for any organisation to survive (Zafar & Naveed, 2014). There are
many definitions of organisational change, and most of them are similar to each
other. According to Barnett and Carroll (1995, p.219), organisational change is
defined as “a transformation between two points in time with the key ability to
compare the organisation before and after the transformation”. Another definition
by Chonko (2004) states that organisational change is the moving from one phase
to another, and it’s the changing of current structures to develop another one. In
addition to those definitions, Hartel & Fujimoto (2014, p.53) define organisational
change as “any alteration whether planned or unplanned that causes a shift in the

status quo and affects the structure and the resources of the organisation”.

Change is raised as a result of internal forces or external forces that are related to
the necessity of businesses replying to difficulties. Burke (2011) argues that
internal change forces are relevant to organisational expansion and development,
whereas external forces are linked to concerns such as institutional or market
volatility. In that manner, Cummings and Worley (2005) declare that an
organisation must change its rules, structures, beliefs and procedures of

competition, and this must start with the change facilitators.
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Employees deal with organisational change in different ways, as some of them
assume that it could provide opportunities to learn and grow, whilst others see it as
a risk which needs to be avoided (Torben, 2013). According to Holt et al. (2007),
successful implementation of change impacts motivation and the provision of
opportunities for learning and growing, whilst poor implementation results in
uncertainties and anxieties. Although there has been plenty of research into
organisational change, still many organisations have struggled to achieve the
changes that they have wanted to implement (Rosenberg and Mosca, 2011,
Zareen, 2013). This fact has been affirmed by Mdletye et al. (2014), who state that
the rate of failure among organisations have been reported as being as high as
70%, which is the result of many issues. The most significant challenge which
researchers continually identify as a critical reason to such failure is a lack of clear
and effective communication (Justin et al, 2013; Mdletye et al.,, 2014).
Furthermore, the report from the PMI in 2014 showed that 59% of organisations
around the world have failed in their change initiatives because of insufficient

internal communication during the change process (PMl, 2014).

Primary causes of organizational
change failure

Insufficient
0
communications

Figure 2.1 The main cause of change failure

Source: PMI (2014, p. 5)
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2.2.1 Types and degrees of organisational change

There are two main types of organisational change: planned change and unplanned
change (Hartel & Fujimoto, 2014). Planned change refers to the identification of a
reason for change, and the creation of a plan to meet the desired goals (Liebhart &
Garcia, 2010). Burk (2011) adds that effective implementation planning is a
requirement of planned change. That being said, many organisations throw change
upon employees suddenly, without a systematic plan (Cameron & Green, 2013).
This is known as unplanned change, which Hodges and Gill (2015) describe as

sudden change that results in panic amongst employees.

Bennet (2001) explains that change occurs on two scales: incremental and radical.
Incremental change usually meets little resistance, is a common minor occurrence,
and does not take a great deal of planning (Liebhart & Garcia, 2010). On the other
hand, as Hayes (2014) explains, radical change tends to be implemented
organisation-wide, usually takes planning, is associated with innovation, and
occurs on a larger scale. This can include cultural or strategic change,
restructuring, or mergers and acquisitions (Kimberly & Hartel, 2007). According
to Burnes (2004), resistance is most likely in the case of planned and radical
change, which makes these types of change a focus for communication research.
As Zareen (2013) explains, this is because communication is believed to be an
important tool for effective change management. Additionally, since these types of
change run a higher risk of causing negative reactions amongst employees due to
the higher degrees of uncertainty involved, researchers such as Klein (1996) and
Lundberg and Young (2001) argue that approaches to incremental and unplanned

change communication are of less significance.
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Heimbrock (2002) explains that planned change is often thought of as top-down
change, which is linked to radical change and senior management’s strategic
planning. This means that the planning process does not typically involve
employees, meaning that change will need to be communicated effectively by
managers. In many cases it is not effectively communicated, which leads to a high
failure rate for organisational change. This is because employees cannot
understand and accept change if it is not explained to them. Therefore, it is useful
to identify the ways in which employees understand and accept top-down change
through the use of various communication approaches. This is particularly
important, since top-down change tends to lack employee participation during the
planning stage. Furthermore, as Heimbrock (2002) explains, top-down change

tends to result in radical change, which is the main topic of this thesis.

2.2.2 Organisational change models

It is important to explore and understand the models of change management that
have developed, as they can influence the implementation strategies and practices
within organisations (Frahm & Brown, 2005). Lewin (1947) is considered to be
the father of organisational change, and his three phases model is still considered
to be the base of later change models. Lewin’s model has been dominant in terms
of change management for over sixty years, and it is still being used and

developed.

Lewin asserts that any living system is subject to change, or is in a state of change
to some kind of quasi-stationary equilibrium (Lewin, 1947). Lewin’s model has
three managed change phases, which need to be followed in order to achieve
change. These are: unfreezing, moving, and refreezing. In the first phase,

organisational balance needs to be reworked, and organisational norms need to be

24



Chapter 2: Literature Review

unfrozen to create an environment for change. Moving is the second change phase

in Lewin’s model, where change can start to be implemented.

The final phase, called refreezing, focuses on stabilising the change.

4
« Ensures that Gnge « Ensures that the
employees are | change
ready for - Execute the becomes
change intended permanent
_— i change - A
= Unfreeze +  Refreeze

Figure 2.2 Lewin’s change model

Source: Cameron and Green (2013)

Lippitt (1958) developed a model for change like the one developed by Lewin,
and he named the phases in his model as development strategy, planning strategy,
implementation strategy, and performance management. In the phase of
development strategy, Lippitt proposed that leaders should develop the requisite
basis for the transformation, launch change affiliation, and identify current
problems within the organisation. The phase of planning strategy is concerned
with examining alternative routes and goals, and establishing the intentions of
action to change the current situation. The third phase in Lippitt’s model, called
implementation strategy, focuses on taking actual change efforts and starting to
implement the proposed change. The last phase in the same model is called
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performance management, which relates to stabilising the change and terminating

relationships.

A change model developed by Quinn and Kimberly (1984) is built on four stages
and eight strategies for dealing with change. The four stages in this model are
called strategic readjustment, political adaptation, cultural development, and
structural reutilisation. The strategic readjustment phase is concerned with
analysing and determining whether a transition should be initiated or not, and also
clarifying the distinctive competencies of the organisation. The second phase,
political adaptation, focuses on the support needed to implement the change in
terms of resources, employees, and the power of developing and maintaining the
change. The phase of cultural development encourages leaders and managers to
take care in being compassionate towards people and their sense of loss, because
of the transformation and the significance of involving them in the change
process. The last phase in Quinn and Kimberly’s (1984) model concerns failure to
plan, control and supervise change activities, which can lead employees into
frustration and difficult situations. Also, leaders should remember that the
structure awaiting modification must be in line with the strategy, environment and

culture of the organisation.

An organisational level of analysis was the focus of Beckhard and Harris’ (1987)
model. According to their model, any major organisational change contains three
different conditions: present state, transition state and future state. Beckhard and
Harris came up with a model handling the change process based on these
conditions. The first stage involves setting goals and defining the future state or
the structural conditions yearned for after the change ensues. The second stage is
to deduct the current state in connection with those achievements. The third is to
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define the transition state. This focuses on establishing strategies and plans as a

way to arrive at the desired future state.

A five-step change model developed by Beer et al. (1990) emphasises the
mobilisation of dedication by building agreed goals for change and a communal
vision on how change should be implemented. As a result of research into
leadership, which convinced Beer et al. (1990) to believe that there are still a few
heroic leaders who are capable of guiding people through organisational change,
their organisational fitness profiling model was developed. The first step is
diagnosing the need for change, and this is then followed by coming up with a
strategy in which revitalisation of the organisation should be pushed from the top,
involving all areas of the organisation. The revitalisation can be institutionalised
through formal policies, systems and structures, as the model suggests. Monitoring
and adjusting strategies in response to issues and feedback should be done
throughout the process.

Management of re-orientation, which is defined as strategic and anticipatory
organisational change, is a model proposed by Nadler and Tushman (1993). This
model recognises ten activities, and gathers them into four different clusters. The
first cluster is called initiating change, and it includes three principles: the
diagnosis, the vision, and the energy. The second cluster is called content of
change, and it includes two principles: the centrality, and the three-theme. Cluster
three in the same model is called leading change, and it proposes the magic leader
principle, and the beyond the magic leader principle. The final cluster in the model
is achieving change, which contains three principles: the planning and

opportunism, the many bullets, and the investment and returns.
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In 1993, Tichy developed a change model with three acts and twelve steps.
Creating a feeling of urgency about change and dealing with resistance or
confrontation if possible is the first act in Tichy’s model, and this stage is called
“awakening” or launching the revolution. “Envisioning or mobilising” towards a
vision is the second act of the model, and it focuses on preparing and creating a
vision for the organisation. Re-architecting or building the organisation’s social
architecture is the last act of Tichy’s model. By whom, for what and how
decisions are made relates to how individuals work with each other to finish their

tasks, and this is the definition of social architecture.

A similar path in the set of phases to transform an organisation is followed by
Kotter (1995). The phases in his model are: “Establishing a sense of urgency,
forging a powerful guiding coalition, envisioning, communicating the vision, and
empowering others to buy into the vision.” Kotter’s first phase is similar to the
unfreezing phase of Lewin’s model. Also, part of the moving process in Lewin’s
model is determined by some of the steps in Kotter’s model, which involve
creating short term wins and consolidating improvements, and producing more
change.

Table 2.1 shows all the phases of change in all of the change models discussed

above.
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Model Founder

Phases of Change

Lewin (1947)

Unfreezing
Moving
Refreezing

Lippitt et al. (1958)

Development Strategy
Planning Strategy
Implementation Strategy
Performance management

Quinn & Kimberly (1984)

Strategic Readjustment
Political Adaptation
Cultural Development
Structural Reutilisation

Beckhard & Harris (1987)

The Present State
The Transition State
The Future State

Beer et al. (1990)

Mobilising Energy

Developing a Task Aligned Vision
Spreading Revitalisation

Continually Monitoring and Strategising

Nadler &Tushman (1993)

Initiating Change
Content of Change
Leading Change
Achieving Change

Tichy (1993)

Awakening the Revolution
Envisioning Commitment to a Vision
Rebuilding the Social Architecture

Kotter (1995)

Establishing a Sense of Urgency
Forming a Powerful Guiding Coalition
Creating a Vision

Communicating the Vision

Empowering Others to Act on the Vision
Planning for and Creating Short Term
Wins

Consolidating Improvements and
Producing More Change
Institutionalising New Approaches

Table 2.1 Phases in change management models

Source: developed for the purpose of this research
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Evaluation of Change Models

The models outlined in the previous section have a number of similarities and
differences, with some advantages and disadvantages to each, but all are designed
around Lewin’s three-stage model. All of the models of change noted earlier

support the idea that these are the three fundamental phases of the change process.

This being said, the models do vary in terms of the way each step within the three
phases is laid out. However, the majority suggest that the change process
ultimately begins by identifying the problem — which is the focus of Quinn and
Kimberly’s (1993) model — with the present status, and justifying the motivation —
which is the focus of Tichy’s (1993) model — for change. However, Beer (1990)
suggests that there is no real difference between identifying change and justifying
the motivation for change. This model is built upon the concept of full
participation, which results in the identification of a problem with the current
situation. The other model is based more on the participation of senior

management, who only involve other employees later during the change process.

In any case, all of the aforementioned models agree that the identification of the
problem or justification of the need for change must occur before change can
happen. Examining Tichy’s model in more depth, we can see that the earlier
stages of change are related to certain elements of the change vision, which Tichy
refers to as a continual, continuous and endless process. The authors clearly
differentiate between the creation of a change vision and the communication of a
change vision, as well as the commitment to its implementation. Tichy proposes
that these three elements are all contained within the change process, and all of the
authors concur that it is essential for the change vision to be communicated and

for commitment be motivated. This being said, the authors do not agree so much
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in terms of the stages involved in transition management, though all except Tichy
agree that this involves extensive planning and learning. Only Tichy and Quinn
and Kimberly focus on resistance to change in relation to this stage. Resistance to
change is noted as an element in motivating commitment to change by Beckhard
and Harris (1987). On the other hand, Beer (1990) suggests that resistance
naturally decreases through encouraging participation in the change process.

After reviewing the models, it is clear that all of the authors agree that successful
change and momentum can only be achieved when changes are implemented
through the acceptance of behavioural structures and systems. Some believe that
change occurs over a long period of time (Nadler & Tushman, 1993), whilst others
argue that change is constantly occurring and reoccurring (Tichy, 1990; Beer,
1990). Based on the contributions of the above models, it is clear that the authors
agree greatly on the significance and implementation of the top-down approach to
change. That is to say, change calls for the identification of a reason for change,
the creation of a vision, the communication of that vision, effective transition
management, and the institutionalisation of the necessary changes. All of the
models were created based on the authors’ consulting work, teachings or research.
All of the models benefit managers in that they are relevant, easy to comprehend

and possible to implement in practice.

Where the majority of the aforementioned models are lacking is that they do not
take horizontal process redesign or bottom-up problem-solving into account. This
being said, the latter is found to a small degree in Beer’s (1990) and Tichy’s
(1990) models. Additionally, Tichy emphasises the participation of local unions,
noting this as a key part of the change process. Tichy (1993) argues that
employees should only become involved later in the change process, and that the
top-tier of the organisation should change first. Horizontal process redesign is only
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mentioned in Tichy’s model. Tichy also refers to the general electric workout
process. The initial stages of a workout are centred on minimised workloads,
whilst the later stages of a workout are centred on the enhancement and evaluation
of business processes. In Tichy’s model, process design is considered an element
of top-down direction setting rather than a standalone catalyst of change. This
being said, Nadler and Tushman (1993) argue that Tichy’s model falls down with
regards to its lack of focus on the role of all levels of leadership.

Beckhard and Harris (1987) assert that the transition stage requires the
management mechanism and special features to be evaluated. Tichy’s (1993)
model proposes that the last stage requires organisations to motivate all employees
and managers to become agents of change. This being said, Nadler and Tushman
acknowledge that the early stages of change require all levels of management to
become change leaders, since the head of an organisation will have his or her own
shortcomings. The three key phases of change (change initiation, transition
management and sustaining momentum) have been forgotten in all but Tichy’s
(1993) model, with the other models only indirectly or discretely referencing these
three phases. All models implicitly follow the three phases, even though the
explicit connection is lost as discussed above.

2.2.3 Facilitating organisational change

There are many strategies that scholars and researchers have proposed to facilitate
and manage organisational change. The most prominent and the most
recommended strategies for facilitating organisational change are briefly discussed
in this section. All of the strategies associated with the scholars who recommend

them are available in Appendix B.
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» Effective Communication

Many researchers have explained how communication is fundamental to
facilitating change and ensuring proper acceptance of change among
employees (Zareen, 2013). Researchers such as Lewin (1947), Fiedler
(2010), Gilley et al. (2009) and Zafar and Naveed (2014) have proposed an
open communication policy that allows employees to communicate
effectively their issues and concerns, thereby providing management with
the opportunity to provide feedback to the employees, which can help to
reduce their concerns. The further management communicates meaningfully
with their employees, the more the gap between them becomes narrow and
the trust level improves (Cameron and Green, 2013). Elving (2005)
investigated how communication could be implemented to simplify and
ensure the success of change, finding that the informative nature of
communication creates a sense of community within a workforce.
Additionally, in his investigation he found that effective communication can
facilitate change by reducing the effects of uncertainty. The role and the
importance of communication during change will be discussed more in

section 2.3, as it is the focus of this study.

» Participation and Involvement

It is important for the management of any organisation to encourage
employees to participate and involve themselves during a change project
(Nur and Rozhan, 2016). According to Boohene and Williams (2012),
involving employees in the decision making process can help to reduce
forcefulness and facilitate change initiatives. Additionally, employees will
feel more included in and responsible for the proposed change, and so will
support it. Some scholars consider the participation approach to be an
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important chance to give employees a kind of control and the power to raise
their opinions or take their own decisions (Chirico and Salvato, 2008).
Leaders and managers should be willing to allow for such participation,
whilst also accepting constructive criticism, being open about the nature of
the changes, being clear and concise in their reasoning, and encouraging a

sense of confidence among their workforce (Boohene and Williams, 2012).

» Education and Training

Individuals that undertook higher education are more likely to have
developed further communication skills, allowing them to better understand
the problem at hand and apply their knowledge to providing a suitable
solution (Cameron and Green, 2013). The literature of change mostly
associates education with available information about change, and about the
skills needed to implement that change. Agboola and Salawu (2011) and
Moss (2012) highlight the importance of education in facilitating change,
and they argue that employees need to be educated about change through
different methods such as presentations, meetings, seminars and workshops.
In the same direction, Justin et al. (2013) assert that when leaders in an
organisation provide fair education and training on a change, employees will
start to understand the whole picture around the change, will feel the
importance of making the change, and will work towards it. Deria and
Gokhan (2013) emphasise that educating and training employees before and
during change is important to facilitate change, as it helps to expand the

overall knowledge and skills that employees require to support the change.

» Management support
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It is very important that employees always feel that their management
supports them, regardless of whether there is a change or not. However,
when there is a change project, employees will look for more facilitation and
support from their managers (Rebeka and Indradevi, 2013). Support,
counselling and facilitation from management should always be available to
facilitate change (Burke, 2008). Leaders and managers should be aware of
the support that employees require during the process of change (Sergio and
Hal, 2006). Continuing to provide support and facilities for employees can
make a place of work in general more satisfying (Gabriele et al., 2013).
Sergio and Hal (2006) and Torben (2013) argue that providing all kinds of
support to individuals can make the working environment a lot more
comfortable, creative and pleasant, and will allow for the passive acceptance

of change.

> Motivation

Motivation is fundamental to ensure that employees are energised, focused
and directed in order to facilitate and achieve change (Kroth, 2007). Ann et
al. (2009) argue that successful implementation of organisational change is
highly dependent on motivation, and if the policy or system of reward used
in an organisation is somehow unfair, then most employees will not show
any motivation to work hard or to be committed to the workplace. In
support of the importance of motivation in a change context, a study
conducted by Alizadeh et al. (2013) in the education department of
Khorasan Razavi Province in Iran showed a significant reversal relationship
between reward appreciation and resistance to the change process.
Employees that are motivated to become involved in change, as well as
being informed about how the change will affect and benefit them, are more
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likely to work towards organisational change and support it (Baker, 1987;
Dubrin & Ireland, 1993).

> Clear Vision and Goals

A change vision and goals are important in providing an organisation with
its future outlook once the change has been implemented (Cameron and
Green, 2013). Clarity of vision and goals can push all stakeholders to
embrace change by a abandoning past practices and working hard towards
achieving the proposed future change (Cameron and Green, 2013). It not
only provides guidance for the decision-making process, but also creates an
appealing and sensible picture of the organisation’s future (Robert, 2015).
Both employees and managers are willing to embrace change if only the
proposed change is desirable and feasible (Matos Marques and Esposito,
2014). The implication of this is that a development project’s goals will
facilitate the materialisation of organisational vision (Groysberg and Slind,
2012).

» Managing Resistance to Change

Resistance is always present whenever a change is proposed, and it’s still
considered a big barrier towards the success of change (Ford and Ford,
2009; Freddy and Mbohwa, 2013). Therefore, leaders need to plan this
possibility as part of the initial stages of their proposal (Torben, 2013).
According to Hultman (2003), leaders should understand and consider the
causes of individuals’ resistance, and their possible reactions, in order to
plan the most appropriate remedial action before a significant obstacle
arises. Moss (2012) supports this approach by stating that the best way for
leaders to reduce resistance is by first understanding the expectable, general

causes of resistance in every situation and then formulating strategies around
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them. Ford & Ford (2009), Hultman (2003) and Oreg (2006) argue that this
method helps to advise leaders and managers about the implications of
organisational change, thus highlighting the best method of mitigating

resistance.

Since resistance to change is considered one of the main negative outputs behind
the lack of communication during change, the improvement of which is the focus
of this study, the next section will discuss the phenomena of resistance to change

and its causes in more detail.

2.2.4 Resistance to organisational change

Resistance to organisational change is one of the main issues that usually appears
during change, mainly as a result of poor and ineffective communication (Gabriele
et al., 2013). The implementation of change will be negatively affected if
employees at different levels of an organisation do not understand the change
proposed and don’t have any clue about it (Giangreco & Peccei, 2005; Gilley et
al., 2009). Researchers like Freddy & Mbohwa (2013), Kunanbayeva (2013) and
Zafar & Naveed (2014) argue that resistance to change is heavily affected by a
lack of communication within an organisation, because it leads to uncertainty
among people regarding the nature of the upcoming change. The Prosci Company
(2013) conducted research that investigated 822 organisations across 63 different
countries, and found that a lack of communication results in a lack of proper
understanding about change, thereby creating overall resistance. Pranit (2010)
indicates that if people are less informed about change, then they tend to reject it
and question its purpose. Consequently, rumours begin to spread, which often

worsens the problem, as they exaggerate the negative aspects of the organisational
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change, thus further widening the divide between affected workers and the

management level imposing the change.

Ultimately, individuals need to be informed as to what the change involves, how it
will affect them, and why it is necessary. Also, a lack of communication will
prevent the voicing of concerns, thereby creating distrust and frustration towards
management (Shultz, 2007). The way managers communicate with their
workforce may lead to resistance, and this fact was clearly demonstrated in a study
conducted by Larson & Tompkins (2005), which concluded that managers may
indirectly promote workers’ resistance through communicated ambivalence. Thus,
if management communicates about change in an ambivalent way, then people
will generally resist that change. Eriksson (2004) indicates that change is
considered negative among individuals who fear it, largely as a result of their
uncertainty about how it may implicate their personal situation. Most people when
they hear about a coming change want to know what is for or against them in the
proposed change. Uncertainty among a workforce is often manifested as fear and
anxiety, which is largely attributed to their fears about employment levels, loss of
status, loss of control, reduced pay, reduced job satisfaction, or reduced job
security (Lussier, 2009; Mullins, 2005).

It is clear how lack of clear and meaningful communication leads employees to
resist change, since it raises misunderstandings, uncertainty and personal fears.
Therefore, facilitating change depends mostly on how effective internal

communication is during change phases.

Table 2.2 summarises all of the causes of resistance to change derived from poor

communication during change.
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The next section will discuss in more detail the literature of internal

communication in the context of organisational change.

2.3 Internal Communication and Organisational

Change

Internal communication contributes greatly towards facilitating the
implementation of organisational change and guides the change to success
(Bennebroek et al., 2006; Elving & Hansma, 2008). The first definition of internal
communications was developed by Frank and Brownell (1989, p.5-6), who
asserted that internal communications are “the communications transactions
between individuals and / or groups at various levels and in different areas of
specialization that are intended to design and redesign organisations to implement
designs, and to co-ordinate day-to-day activities”. In addition to Brownell’s
definition, Bovée & Thill (2000, p.11) define internal communications generally
as “the exchange of information and ideas within an organisation”. Since internal
communication is considered to be a strategic management approach, Welch
(2007, p.186) describes it from a strategic point of view, defining it as
“communication between an organisation’s strategic managers and its internal
stakeholders, designed to promote commitment to the organisation, a sense of
belonging to it, awareness of its changing environment and understanding of its

evolving aims”.

In the domain of organisational change, where information needs to be shared and
business goals to be achieved, Kazmi (2011) defines internal communication as

“exchange of information within an organisation to create a shared understanding
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that drives the behaviours and actions needed to move the business forward”. The
existing body of research is diverse in terms of the emphasis placed on the role of
communication in the process of change, although all researchers recognise that it
is a relevant element. For instance, change management research such as Kotter’s
(1999) work presents a consensus that the change process depends greatly upon
communication. This opinion is held by research that is focused on
communication itself, practice or overall management. On the other hand,
managerial change research, such as that of Lewis et al. (2007) and Cheney et al.
(2004), tends to place weaker emphasis on the role of communication during the
change process, with communication rarely the main focus. For instance, some
researchers only speak about communication in the context of its role as a
managerial tool (John, 2012; Paton and McCalman, 2000). This being said,
communication is given prime position by a number of management researchers,
with some including communication as one of the key stages involved in
organisational transformation (Kotter, 1999), and some present communication as
one of the ten core principles of organisational change (Kanter et al., 1992; Moss,
2012).

More communication-oriented  researchers refute the argument that
communication is not the main element of change, but is just one of many
elements within the process (Gabriele et al., 2013). Consequently, these
researchers argue that the absence of recognition regarding the role of
communication represents a weakness in the managerial change literature. It is
argued that a high number of practitioner and management papers adopt the
perspective that communication is a tool that can be used for change management
(i.e. the instrumental perspective) (Frahm & Brown, 2005). It has also been
proposed that a great number of organisations fail to emphasise the role of

communication as much as they do operational and financial factors, due to a lack
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of awareness of its significance, which frequently leads to the failure of these
organisations’ change plans (Mdletye et al., 2014; Sergio and Hal, 2006; Wadman,
2006). Dolphin (2005) also notes that a high number of organisations overlook the
overall need for effective internal communication and the part it plays in achieving

change outcomes.

On the other hand, the significance of communication during the process of
change management is much more prominent in the communication literature. For
instance, one communication researcher argues that change management is
doomed to fail, and change itself is unachievable, if employees are not able to
communicate effectively (Barrett, 2002). Holtz (2004) adds that the ever-evolving
business environment has brought about a greater need to focus on internal
communication that is strategically oriented towards the objectives of the
organisation, thus also introducing new ways to achieve organisational success

through a new type of communication with employees.

Other researchers propose that change is itself an element of communication, not
only a tool to be adopted during change, which represents a constructionist view
of

communication and change (Eric and Canyon, 2014). Therefore, it is proposed
that achieving planned and purposeful change depends upon the implementation
of new social structures or a new status quo via communication itself (Cameron
and Green, 2012). Consequently, as per the agreement of other researchers,
change is seen as being constructed through communication, not just as being
influenced by communication (Hodges and Robert, 2015). Since the concept of
organisational change without communication appears unfeasible, there is much to
be said for the communication literature, which calls into question how employees

would be able to become aware of the need to change, to understand what their
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organisation needs them to do, and to understand what the change would look like
if communication was not a factor (John, 2011; Freddy and Mbohwa, 2013).
Given this, there is value in exploring the significance and influence of internal
communication during the change process, which will now be addressed in the

following section.

2.3.1 The role of internal communication in organisational change

Organisations can gain a competitive strategic advantage through effective
internal communication, since internal communication has the ability to help
organisations meet their strategic and organisational objectives (Moss, 2012).
Communication is perceived by many to be a core factor in organisational change
and sustainable success (Naveed, 2014). Furthermore, Cheney et al. (2004) add
that communication plays an important part in the dissemination, creation,
implementation and institutionalisation of a change initiative. Organisational
progress is achieved through effective internal communication, as is high
employee engagement (Hoover, 2005). Similarly, it has been proposed that
communication has a significant part to play during the various phases of
obtaining employee feedback, ensuring engagement, and creating awareness of
change throughout the change process (Welch and Jackson, 2007). Furthermore,
Zareen (2013) states that communication is essential in enabling employees to
participate in change as well as in dealing with their worries and thoughts, helping
them to see the broader view and outcome, and sharing facts about what the
change will entail. Finally, it is explained that internal communication should be
used to encourage employees to become engaged in change objectives, to
minimise confusion, to promote good performance and advocacy for change, and

to increase employee motivation, if employees are to be committed, to be open to
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sharing their feedback, and to adopt a positive, enthusiastic attitude towards
change (Barrett, 2002).

Cummings and Worley (2009) point out that organisations do not always
effectively communicate change, which has been found to have a negative effect
on organisational functionality. When change is ineffectively communicated, this
can result in a negative impact on organisational culture, over-emphasis on the
disadvantages or difficulties involved in change, rumour-spreading, and greater
resistance (Kunanbayeva, 2013; Smelzer and Zener, 1992). Other outcomes of
ineffective communication can include higher employee turnover, decreased
productivity and commitment, and a breakdown in the supervisor-employee
relationship that can lead staff to become demotivated when it comes to their daily
tasks at work (Hargie et al., 2009). In a case study carried out by Elving (2005),
which examined three different organisations, it was discovered that low-level
readiness for change was likely when uncertainty was high and information-
sharing was low as a result of ineffective communication. Another study, which
analysed data from more than 100 ICT organisations, revealed that 75% of
organisations experiencedissues with sharing information regularly and sharing
meaningful information with employees (Bennebroek et al., 2003). After three
years, and through the same researcher, this time carried out with six
organisations, a further study also found that organisations attempting to create
change were experiencing difficulties in the realms of senior managers’
communication behaviour, a lack of communication regarding change, and a lack
of valuable information-sharing (Bennebroek et al., 2006). In order to establish a
more effective change process, it is essential that change leaders are able to
communicate effectively (Freddy and Mbohwa, 2013). Therefore, it is important
to question the prevalence of one-directional, top-down information-sharing

amongst today’s organisations.
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2.3.2 Benefits of communicating change effectively

Effective communication has been asserted as “the glue that holds an organisation
together” (Barrett, 2002). Kitchen and Daly (2003) argue that organisations would
fail to survive if they did not have effective internal communication. Kalla (2005)
defines effective communication as the mutual sharing of valuable information
that brings collective understanding, motivates new ways of thinking, and
encourages action. John (2011) adds that effective communication entails much
more than simply telling employees about each new change that is going to be
made. In this regard, Emma et al. (2014) argue that effective communication
means also that leaders have to justify the change, sell the reasons behind that
change, and show the benefits of it. It also involves distributing meaningful
information about change to all employees, discussing the change project’s
processes and impacts, gathering employee feedback, and fostering candid
discussion (Gabriele et al., 2013; Oreg, 2006). Therefore, the meaningfulness of
the information is a major factor in the effectiveness of communication, as is the

type of information shared.

Meaningful communication informs and educates employees at all levels, and
motivates them to support change (Barrett, 2002; Noora, 2013). It is necessary to
provide truthful and useful information to individuals about change, in order to
decrease uncertainty and resistance, and guarantee overall success with the
initiative (John, 2012; Kunanbayeva, 2013; Moss, 2012). It is explained in
Hume’s (2010) ‘Internal Communication Toolkit” that all members of an
organisation are likely to share collectively the same understanding, objectives
and attitudes to change when effective internal communication is realised.
Additionally, research shows that effective communication is associated with

increased employee engagement and commitment, greater shareholder returns, and
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lower resistance and employee turnover (Carter, 2008; Goodman & Truss, 2004;
Yates, 2006). Kotter (1995) and Lewin (1951) also point out that the effectiveness
of change initiatives depend upon the use of relevant and effective communication
that increases the awareness of employees and encourages them towards
supporting change. During all change phases, people at management level must
communicate change in terms of the advantages it will bring and any
developments in the change process, whilst also listening to employees’ opinions

and concerns (DeWitt, 2004).

Internal communication scholars and practitioners are still keen to encourage
employee commitment and engagement, reduce resistance, manage change, and
motivate employees through appropriate challenges (Ellwardt et al., 2012). As
(Christensen, 2014) points out, modern leaders now aim to involve employees,
share knowledge, listen and respond to concerns, obtain feedback, update
employees frequently and share information clearly and freely, rather than simply
telling employees what they need to do and how they need to do it. Barrett (2002),
Welch and Jackson (2007) and Emma et al. (2014) all assert that internal
communication plays an important role in engaging and involving employees, in
steering them towards the objectives of the organisation, and in improving
commitment. According to Therkelsen and Fiebich (2003), committed employees
are loyal, keen to support their organisation’s success, and feel a sense of
belonging. If an organisation does not have effective internal communication,
none of these outcomes can be realised. Zareen (2013) further explains that
effective internal communication represents a situation in which all members of
the organisation understand why change is important, what the change will look

like, and how they and the organisation will be impacted by the change.
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In order to ensure that information is shared truthfully and clearly, organisations
should reach all employees through various channels, therefore ensuring that
communication is managed well at all times (Abraham et al., 1999; Prosci, 2013).
Consequently, greater satisfaction and success can be achieved when resistance is
reduced, commitment is increased and levels of understanding are improved
through effective communication (Hayase, 2009). Kumar and Giri (2009) found
that job satisfaction was significantly and positively related to organisational
communication, based on a study they conducted with 380 junior-to-senior
managers working for banking and telecommunications companies. Furthermore,
Jenaibi’s (2010) research into job satisfaction within two government
organisations signalled that job satisfaction was positively related to morale,
which in turn brings about positive organisational outcomes such as increased
loyalty, motivation, quality performance, and higher productivity. Chen et al.
(2006) also found a positive correlation between internal communication and both
job performance and organisational commitment, whilst Armenakis and Harris
(2002) found that employees are more likely to accept, become ready for and
adopt change when their organisations communicate clearly and consistently.
Furthermore, Welch and Jackson (2007) found that strategic managers’ ability to
drive an organisation towards its objectives as well as to improve employee
engagement was greatly influenced by internal communication. A positive
correlation was also found between employees’ sense of togetherness within an
organisation, and their perception that they had access to all of the necessary
information (White et al., 2010).

In addition, some scholars have stated the central role that communication plays in
developing and maintaining trust (Ellwardt et al., 2012). For example, Chia
(2005) affirms that trust and commitment can be gained by open, appropriate,
clear and timely communication. Additionally, Fiedler (2010) argues that the
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more management communicates meaningfully with employees, the more the gap
between them becomes narrow and the trust level improves. This improvement in
trust encourages employees to accept management decisions about change and
therefore work with it positively (Tourish and Hargie, 2004). Employee
commitment and trust between employees and all levels of management have
been found to be highly influenced by internal communication. Meng and Berger
(2012) shared the results of Watson Wyatt’s Communication ROI Study 2007/8.
The global consultancy company gathered survey data from 264 significant
organisations in different countries around the world, discovering that it
employees were four times more likely to be more engaged when effective
communication was present. Other positive effects included an improvement in
financial outcomes. Communication, comprised of effective talking and listening,
sharing and addressing ideas and feedback, and exchanging information, has also
been noted as the fifth step in improving employee engagement (Baumruk et al.,
2006). In other research, two recently-merged organisations were surveyed, with
541 employees asked to share their perspectives on the change. In that research,
Chawla and Kelloway (2004) found that employees are more likely to be open to
change and trust in a change vision when they feel more involved in the change
project.

Furthermore, another study between two US airlines (one of which had been
acquired by the other) found that uncertainty regarding change can be reduced
through effective communication (Kramer et al., 2004). Additionally, the PMI in-
depth report of 2015 on the essential role of communication in organisations’
projects showed that 52% of projects do not meet their original goals because of
poor and ineffective communication. The same report also showed that only 37%
of projects finish within the scheduled time, again because of ineffective
communication. Moreover, according to the report, only 48% of projects finish
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within budget as a result of ineffective communication. The figure below shows

the percentages discussed above.
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Figure 2.3 Organisations that communicate more effectively have more

successful projects. Source: (PMI, 2015, p.5)

2.3.3 Communicating change models

The literature on internal communication during change provides some models
that focus specifically on communicating change, instead of only focusing on the
general change process. Smelzer and Zener’s (1992) model consists of the key
components of the internal communication strategy, namely the message’s
components, the channels for conveying that message, and the time of the
occurrence of the message. The context of the communication was much more
essential than the content and the channel utilised in this model. According to this
viewpoint, when leaders communicate about change, they have to focus on the

timing of the message and the impact of the message.
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A very simple model was created by Larkin and Larkin (1994) for change
communication in big organisations, offering three key recommendations. Firstly,
the researchers suggest that line managers (or frontline supervisors) are the first
touch point for most employees, and should therefore be considered a major part
of change by leaders. Secondly, the researchers suggest that change
communication should always be carried out in person, because this allows for
greater meaning and interaction. According to Larkin and Larkin (1994), richness
means the ability of workers to discuss changes and their impact, whilst also
offering them a chance to get feedback. Their last suggestion is that organisations
should aim at communicating the relative performance of specific work areas, due
to the fact that many workers care less about the organisation than they do about
their own areas. The model makes substantial assumptions about organisations,
including the assumption that front line supervisors have the communication skills
that can enable them to communicate effectively with their workers, as well as
that workers do not care about their organisation collectively (Cheney et al.,
2004).

Klein’s (1996) communication model offers the communication requirements in
every phase of planned change. Those communication needs are plotted by Klein
(1996) using Lewin’s (1951) change model, which comprises three stages as
discussed in section 2.2.2. An effective change progression can be enhanced by a
well-organised communication process. According to Klein (1996), many
difficulties which are usually related to substantial change can be solved easily if
there is strategic thinking on how and what to communicate. His model suggests
some essential communication messages to be relayed to each worker in every
phase of planned change, utilising various communication channels if possible.

For instance, he emphasised that prior to implementing change, workers have to
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receive justification for the change from their leaders, offering the rationale

behind the change, and encouraging the staff.

He urges that in the implementation or changing phase, leaders should document
the progress of the change, elaborate the impact of the change, receive feedback
from employees, and eliminate reservations. In the last phase of planned change,
which is the refreezing phase, he recommends that leaders have to make public
the overall success of the change, distribute the outcomes of adopting the change,
and appreciate every worker’s support and efforts. The figure below shows

Klein’s (1996) communicating change model.

Communication needs Communication needs Communication needs in
in Unfreezing phase in changing phase Refreezing phase

- Justifying the change -Reporting the Progress - Publicizing the success

- Providing a Rational - Explaining the effect - Spreading the results

- Reassuring Employees - Gaining feedback - Appreciating employees

\ / \-Reducing uncertainty/ \ /

Figure 2.4 Klein’s communicating change model

Source: Developed for the purpose of this PhD research
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Nelson and Coxhead’s (1997) model suggests that organisations must adopt a
number of processes in order to ensure that strategic projects and other initiatives
are communicated effectively. To begin with, organisations must ensure that
employees understand the change by introducing a common language. Senior
managers must also be role models for the commitment and behaviours needed to
achieve the change. Furthermore, information-sharing and workshops should be
used to increase employees’ awareness of the change plan and reduce confusion.
The researchers also emphasise that rather than expecting various people to
communicate effectively about the change, organisations should select or employ
specific individuals who are able to lead communication effectively. The
researchers assert that change plans can be achieved when all of these points are
taken into consideration. One of the possible weaknesses of Nelson and Coxhead’s
model is that it assumes all parties involved in the change will participate fully. In
reality, this can be a challenge for organisations to achieve alongside their daily
operations. That being said, the introduction of communication specialists could
be extremely helpful here, since managers do not necessarily always know how to

communicate change effectively.

In a study primarily geared towards non-profit organisations, Lewis et al. (2001)
proposed six key communication strategies for implementing change that could be
chosen by the managers themselves. One of the strategies, for example, is to
communicate only with those who need to know about the change, whilst another
strategy is to communicate the same information to all parties. The researchers
advise that the change manager should choose whichever strategy would
encourage the appropriate level of agreement and efficiency. This approach has
been criticised for lacking in relevancy, since it assumes that change is something
of a dynamic process (Cheney et al., 2004). In response to this, Lewis et al. assert
that it was not designed to be a universal rulebook, but is simply a guideline that
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managers can use to consider their options whilst being ultimately focused on
what path would best suit the needs of stakeholders. Given this, this approach
offers a number of communicative strategies that could be adopted during change

implementation based on the given aims of the change plan itself.

In another model, presented by Goodman and Truss (2004), it is proposed that
managers must make a few main choices when communicating change. These
choices are related to the approach to communication, the message itself, and the
channel of communication used. These choices should be made based on
employees’ responses to change, the nature of the change initiative, the objective
of the communication, and the organisational context. The guidance which this
model provides to managers in terms of making decisions on how and what to

communicate is considered to be of great value.

The model presented by Cheney et al. (2004) proposes seven key assumptions in
relation to change communication: that change is catalysed by communication;
that change occurs within the given organisational context and will be different
between each organisation; that communication about change should be two-way;
that organisations do not function as islands — trends in management and business
will have an influence; that change can only be implemented through effective
communication, since there would be no participation in change if nobody was
aware of the change; that change is not static and will continue to evolve, with the
final outcomes often being slightly different to the original plan; and that change
may often be impacted by employees’ feedback, which will arise throughout the

entire change process.

Given the above information on the existing models of change communication, it

is clear that most researchers believe that communication is an essential part of

54



Chapter 2: Literature Review

employee motivation, and that this motivation is essential if change initiatives are
to succeed. The researchers also seem to agree that each organisation will have its
own communication needs, meaning that communication should be flexible and
based on the change plan itself. Furthermore, employee feedback is highlighted in

most of the models.

Furthermore, whilst the researchers differ in terms of the importance of
communication, all of the above models agree that it plays a key role in change.

All of the models apart from Klein’s (1996) perceive communication to be an
element or stage of change rather than the environment in which change grows.
All of those models also believe that communication is a factor throughout the
entire change process. Also, most of the previously discussed communicating
change models do not cover the importance of communicating a change before the
implementation of the change occurs, as Klein (1996) does. Finally, most of the
communication change models do not plot clearly what leaders should
communicate in each phase of the planned change process, from the initial stage
until the end of the project. Klein’s model is more comprehensive and detailed in
terms of the communication needs in each phase of planned change, with the
flexibility to communicate with any communication channel preferred by leaders.
For those reasons, and to achieve the objectives of this thesis, the researcher has
based the proposed conceptual model of this research on Klein’s (1996)

communication change model.

2.3.4 Two-way communication and feedback during change

Communication can move and flow within organisations in a number of ways and

directions (Christensen, 2014). For instance, one form of one-directional
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communication is monologue, where information moves in one direction from the
person speaking to the person listening. According to Lewis (2007), many
organisations adopt the top-down approach to communication, even though
empirical data proves that there are many benefits involved in encouraging
employees to participate in the decision-making process when it comes to change.
As such, Allen et al. (2007) assert that it is often this one-directional monologue
that causes organisations to struggle with resistance and uncertainty amongst
employees. On the other hand, two-way communication allows employees and
leaders to discuss change mutually and achieve collective meaning. Ruck (2010)
and Tourish and Hargie (2004) explain that information can flow in three
directions: diagonally, where information jumps between different levels of the
hierarchy without going through the levels in between; vertically, where
information moves up or down the levels one by one; or horizontally, where
information moves across the same or similar levels. As Garcia-Morales (2011)
points out, two-way communication is considered a key part of effective internal
communication by many researchers today. Two-way communication is also
important for leadership, in the sense that success is achieved through collective
leadership and not through the actions of a single leader (Reinout & Angelique,
2010). Furthermore, communication strategies that are geared towards forcing
senior managers’ views and ideas onto employees are opposed in the research as
being blind to the ways in which the evolution of working activities results in a
shift in employees’ attitudes (Smythe, 2004). It is also suggested that employee
job and organisation satisfaction is more likely when two-way communication is
fostered (Garcia-Morales et al., 2011).

Two-way communication has also been found to improve the implementation of
strategy (Aaltonen and Ikéavalko, 2002). This is because employees are more likely
to better understand strategies when they are able to discuss them and ask

56



Chapter 2: Literature Review

questions. The researchers suggest that organisations can achieve this by ensuring
that any messages shared by employees reach senior management, and vice-versa,
through frequent open dialogue, feedback and responses (ibid.). This being said,
other researchers question whether bi-directional or symmetrical communication
can ever be achieved in relation to strategy (Mustonen, 2009). Other researchers
argue that the best communicators are those who are motivated to obtain feedback,
to implement strategy and to focus on the recipient rather than the sender (Yates,

2006). These attributes represent the essence of two-way communication itself,
allowing employees to share their views. Vertical two-way feedback was explored
in a study in the early 2000s that highlighted the importance of feedback, with the
researchers asserting that managers cannot fully evaluate the performance of
themselves and their organisation without honest feedback (Tourish and Hargie,
2004). This being said, the same researchers also recognise that upward feedback
can be challenging to achieve in reality. A great portion of the literature recognises
the role of feedback in the change process. As Grossman (2000) points out,
communication must be two-way even if it cannot be face-to-face. Frahm and
Brown (2005) further assert that two-way communication is even more essential
when major change is on the cards. Effective communication depends upon a
dialogue between change leaders and implementers, and this entails more than just
providing updates (Kanter et al., 1992; Kennan and Hazleton, 2006). Bull and
Brown (2012) also point out that change leaders can gain valuable insights into the
real impacts of change at ground-level when they are able to address employees’
feedback, resistance and concerns. Furthermore, Kanter et al. (1992) and Cheney
et al. (2004) also emphasise how feedback has a positive impact on the change

process.

Organisational and individuals’ issues which appear before and during change can
be more effectively addressed through feedback. This is because feedback allows
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managers to identify any unconsidered factors that may be hindering the
effectiveness of a change plan. One group of researchers studying feedback in
non-profit organisations found that, in many cases, leaders ask public trustees or
major benefactors for feedback, and not the actual employees who are likely to be
most impacted by the change (Lewis et al., 2006). The researchers suggest that
this may be because leaders feel that creating a forum for open feedback could
threaten their plans to make changes, given “how risky the process of soliciting
opinions may be for some change initiatives” (Lewis et al., 2006). Leaders may
also be afraid of getting into conflict, and may wish to avoid it by silencing
employees. Whatever the reason, it appears that many organisations neglect the
need for feedback to be shared effectively, despite research evidence that
highlights its significance. It has been revealed in the literature, for instance, that
leaders often believe sharing information will lead to greater change outcomes
than asking for employees’ opinions. Therefore, little time is spent asking for

feedback because it can be seen as irrelevant (Lewis et al., 2006).

It is also important for employees to be given feedback about a change once it has
been implemented or decided on. Lewis et al. (2006) assert that few researchers
have tackled this topic and how it relates to the success of a change plan. In other
research, it has been indicated that change initiatives can be seen to be less
effective when there is no communication about what outcomes have been
achieved (Ford & Ford, 1995). Therefore, these researchers recommend that
change leaders must make sure they communicate the outcome of a change plan,
highlight those who have participated, and summarise what has changed. If this is
not achieved, employees can believe that their input was pointless or overlooked.
Essentially, leaders must communicate outcomes in order to avoid leaving

employees unenthusiastic about participating in future changes and confused
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about what has been achieved, even if they are worried that they will not be able

to achieve the original outcomes that were intended.

Table 2.3 summarises all of the theoretical and empirical studies in regards to

internal communication associated with their authors and findings.
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Table 2.3 Summary of internal communication studies and some key journal articles

* (QN: Quantitative), (QL: Qualitative), (MX: Mixed Method), (T: Theoretical)

Author/Year

Methodology

ON

QL [ MX

Findings/Conclusions

Smelzer & Zener (1992)

Information regarding change should be communicated openly to
employees as early as possible. Employees should be given all
information and should not have to wait until closer to the change to

find out about the change.

Kotter (1995)

Leaders who utilise every available communication channel to
communicate an organisation’s objectives and reasons for change

experience greater success in change implementation.
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Author/Year

Methodology

ON

QL | MX

Findings/Conclusions

Abraham et al. (1999)

All phases within the change process must be communicated

effectively and in a way that makes sense to all types of employees.

Managers should ensure that they communicate with employees
regularly about change whilst also ensuring that messages are shared
through different channels, covering all aspects of change, in order to

avoid misunderstandings.

Armenakis &  Harris ) Employees are more likely to embrace and implement change when
(2002) communication is both frequent and clear.
Barrett (2002) ° Change objectives cannot be met easily without communication.

Organisational survival and success both depend on effective internal
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Author/Year Methodology Findings/Conclusions
QN | QL | MX
communication.
Kitchen and Daly (2002) Without internal communication, organisations will fail to survive.
Therkelsen &  Fiebich Employee productivity, loyalty, satisfaction and trust are all positively
(2003) related to managers’ and supervisors’ ability to achieve effective
communication.
Bennebroek et al. (2003) ° When the quality of information shared regarding change is lacking,
the change incentive will fail. This was found in all three case studies.
Tourish & Hargie (2004) ° Employees’ trust in the change incentive and engagement in

implementing change increases in line with internal communication.
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Author/Year

Methodology

ON

QL | MX

Findings/Conclusions

DeWitt (2004)

Managers must communicate change in terms of the advantages change
will bring and any developments in the change process, whilst also

listening to employees’ opinions and concerns.

Chawla &  Kelloway

(2004)

Employees are more likely to be open to change and trust in the change
vision when they are able to become involved in change at an early

point and when change is communicated effectively.

Goodman & Truss (2004)

Employee engagement, commitment and shareholder returns are shown
to increase in line with effective organisational communication, whilst

resistance and turnover are shown to decrease.

63



Chapter 2: Literature Review

Author/Year Methodology Findings/Conclusions
QN | QL | MX

Kramer et al. (2004) ° Uncertainty can be minimised through the communication of
information that is of value to employees.

Elving (2005) Employees are found to be unprepared for change when uncertainty is
high and information-sharing is low.

Chia (2005) ° When communication is open, clear, and relevant and achieved at the
right time, this can improve employees’ levels of trust and
commitment.

Hoover (2005) ° Organisational progress is achieved through effective communication,

as is high employee engagement. Openness also enables leaders to
show that they have identified the issue and are ready to guide the
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Author/Year

Methodology

ON

QL | MX

Findings/Conclusions

organisation towards success.

Kennan & Hazleton
(2006)

It is now managers’ duty to involve employees, listen to concerns and
feedback, exchange knowledge, share information and broadcast new

updates rather than simply to govern and control employees’ actions.

Chen et al. (2006)

Effective internal communication has been found to have a positive

relationship with job performance and organisational commitment.

Baumruk et al. (2006)

Employee engagement is shown to increase when internal
communication is characterised by listening, understanding,

information-sharing and idea-exchanging on a regular basis.
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Author/Year Methodology Findings/Conclusions
QN | QL | MX
Yates (2006) ° Successful change depends on effective two-way communication

between employees, middle managers and senior managers. Resistance

is shown to be lower amongst organisations that achieve effective

communication during the change period.

Oreg (2006)

Information-sharing alone is not enough to decrease resistance. The

more important factor is informational content.

Sergio & Hal (2006)

Many change projects have faltered as a result of ineffective internal

communication at the point of change.

Managers should reassure and encourage employees to understand the

reasons for change on a continuous basis, not only one or two times.
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Author/Year Methodology Findings/Conclusions
QN | QL | MX

Welch & Jackson (2007) Effective internal communication improves employee commitment and
participation, whilst also supporting employees’ recognition and
understanding of the organisation’s change plan and objectives.

Carter (2008) Effective organisational communication is found to be positively
related to employee engagement and commitment, whilst being
negatively related to resistance and employee turnover.

Hayase (2009) ° Employee commitment is found to increase in the presence of two-way

communication between employees and senior managers, whilst
employee commitment and engagement is also found to be positively

related to internal communication effectiveness and openness.
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Author/Year

Methodology

ON

QL | MX

Findings/Conclusions

Kumar & Giri (2009)

High levels of worry, uncertainty and dissatisfaction are found within
organisations that have low levels of communication and information-
sharing. Trust and job satisfaction can be improved by enhancing the

quality of internal communication.

Jenaibi (2010)

Workplace appeal and employee satisfaction are shown to increase
with regular, effective communication between employees and senior

managers.

White et al. (2010)

All types of employees are found to value mutual communication,
wherein both parties offer input. Greater feelings of organisational

belonging are achieved through the use of new communication
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Author/Year Methodology Findings/Conclusions

ON|[ QL [MX | T

channels that allow senior managers to feed information down to

employees electronically.

John (2011) e | Persuading employees to embrace change depends on the
communication of the change project’s advantages, impacts and desired

outcomes.

Meng & Berger (2012) ) Organisational success and employee engagement is four times as
likely to be achieved amongst organisations that have effective

communication compared to those with ineffective communication.

Gabriele et al. (2013) e | New work practices, better knowledge-sharing, and enhanced internal

and external communication can be achieved through the use of new
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Author/Year Methodology Findings/Conclusions
ON| QL | MX
technology.
Kunanbayeva (2013) ° Employees report a lack of senior management information-sharing

regarding change, despite the existence of various communication
channels.

Emma et al. (2014)

Employee engagement is significantly positively related to the
effectiveness of internal communication.

70



Chapter 2: Literature Review

2.3.5 Communication channels

Communication channels represent the means by which messages are transmitted
(DeVitom, 2001). Moreover, just as a message can convey meaning, so too can
the medium (Matos & Esposito, 2014). The most effective method of
communication is to use as many different means to communicate as possible, to
repeat the message several times through different channels, and provide a space
for gaining feedback (Prosci, 2013). For example, information communicated via
an organisation’s headed paper may signify an important announcement, whereas
a personal conversation between colleagues may be best undertaken through
communication technology.  Traditional formal and informal face-to-face
channels exist within most organisations, and common communication
technology employed includes intranet platforms, email, internet, video-
conferencing and mobile devices (Flanagin et al., 2009). Each medium has its own
intrinsic characteristics, which dictate its suitability in a given situation.
Accordingly, channel effectiveness should be judged on its appropriateness and
acceptability to employees (Welch, 2012). Employee satisfaction can be enhanced
through the use of a wide range of resources and interpersonal channels, as
research has suggested (White et al., 2010). Nevertheless, care must be observed
to ensure consistency between various channels. Engaging in more types of
communication media may enhance communication in the same way, according to
Clampitt et al., (2002). Leaders should test their existing system and its impact on
organisational life, whilst focusing upon channels which enable immediate
feedback and a fast response to employee queries. Advances in technology have
resulted in less static communication; its capabilities have evolved, becoming ever
more dynamic. On the other hand, controlled media such as team brief

presentations or an organisation’s internal magazine allow senior management to
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control the content of the message, its format and also the channel employed
(Welch and Jackson, 2007). New technologies in internal communication such as
ESN have introduced more informal, employee-generated, collaborative, ‘bottom-
up’ methods of communication, and have also enabled greater connectivity
between people not based in the same location, or remote workers (Furnari, 2010).
The next section will discuss ESN in more detail, as new internal communication
platforms are starting to be used nowadays by many organisations around the

world to enhance overall communication.

2.4 Enterprise 2.0 and ESN

Internal communication nowadays is not simply one-way information, it is a
dynamic platform for collaboration and interaction (Huddle, 2013). As Stankovic
and Jovanovic (2010) argue, collaboration and openness are at the very core of
Web 2.0 and Enterprise 2.0 technology. In this regard, Kevin (2015) asserts that
Enterprise 2.0 is characterised by engagement, interactivity, participation,
collaboration and sharing knowledge. Also, Janes et al. (2014) explain that content
creation, collaboration and knowledge-sharing are the three main aims of
Enterprise 2.0 technology. This technology represents a more extensive form of
social collaboration within organisations themselves. As a result of the emergence
of Enterprise 2.0, internal communication within organisations has been

transformed to another style of communication (Baxter & Connolly, 2014).

Modern organisations can now utilise ESN, IM, blogs and other Enterprise 2.0
tools, along with email, face-to-face communication, intranet, telephone, internal

newsletters, posters, and other print-based forms of communication, to increase
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employee engagement and awareness (Kevin, 2015). It has been proposed that
Enterprise 2.0 platforms comprise four main sub-elements: connection,

cooperation, collaboration and communication (Drakos et al., 2013).

The term ‘Enterprise 2.0’ was proposed by Andrew McAfee (2009), and is defined
as the utilisation of new social software platforms in order to meet organisational
goals. Additionally, McAfee explains that the main purpose of Enterprise 2.0 is
“the use of emergent social software platforms by organisations in pursuit of their
goals”. It has been proposed that openness, sharing and self-organisation will
become key, representing a shift away from the notion of hierarchical leadership
(Tapscott, 2006). Likewise, Stefan et al. (2014) and Durst et al. (2013) indicate
that since ESN offers junior, younger or newer employees at the bottom of the
hierarchy greater social capital benefits, collaboration and communication is
becoming less and less related to hierarchical structure.

Enterprise 2.0 has been categorised as a collection of search, social networking,
social information management and social content creation tools (Gardener,
2013), whilst Razmerita et al. (2014) describe it as social networking, microblogs,
wikis, blogs or other social media technologies adopted within the organisational
environment. Internal interaction and communication is the core emphasis of ESN,
which tends to refer to a variety of collaborative tools rather than specific tools
designed to meet specific needs. ESN is typically used by organisations for the
purpose of creating more connected networks, departments and teams (Drakos et
al., 2013). Such tools can be used between organisations and partners, customers
or suppliers, as well as within the organisation itself. The first major ESN tool to
emerge was IBM’s ‘Connections’ tools, which focused on the social software
market. Yammer and SharePoint are Microsoft’s two main products, with the

former being related to ESN and the latter being geared towards document
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management. Santos et al. (2013) and Sultan (2013) explain that Enterprise 2.0
technology allows organisations to effectively and easily create and implement
various projects either internally or externally. Information technology has
become a major tool for such collaboration in the current environment of
competition, change and innovation. Huddle (2013) adds that ESN, based on
Enterprise 2.0 technologies, allows different departments and employees to work
together more easily, allowing for more efficient content management,
collaboration and communication. ESN also allows employees to break down
processes and tasks and achieve greater flexibility at work, whilst also sharing
ideas, directions and feedback with one another. McKinsey (2009) found that

employee satisfaction is also improved through the adoption of ESN.

Lee et al. (2012) explain that a communication platform that depends on
Enterprise 2.0 technology creates awareness on various different levels:
collaboration, coordination, communication, workspace, social, information and
group-structural. Gagen (2012) adds that not only does Enterprise 2.0 bring value
to employees in the form of aesthetic appeal, sharing, reliability, integration, ease-
of-use and accessibility (content-based benefits), it also allows employees to
communicate with senior leaders in a tangible way, interact with one another, and

share feedback (engagement-based benefits).

Importantly, researchers recognise that “the next generation of workers has been
brought up on a lifestyle of social networking and will expect access to such
facilities in the workplace” (Bond, 2010, p.2), meaning that future employees may
be unlikely to want to work for organisations that have no corporate social
network in place. This has become an expectation amongst many young workers
today, who see the value of social networks for the purpose of facilitating

communication (Levy, 2009).
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2.4.1 ESN as a new internal communication channel

There are many ways to communicate internally with employees, and technology
nowadays offers practitioners the opportunity to try new communication tools
instead of traditional ones such as print letters, memos, face to face, or even
emails. One of the new communication technology solutions that many
organisations have started to use as an internal communication tool is ESN. ESN
is essentially a set of “web-based platforms that allow workers to (1) communicate
messages with specific co-workers or broadcast messages to everyone in the
organisation; (2) explicitly indicate or implicitly reveal particular co-workers as
communication partners; (3) post, edit and sort text and files linked to themselves
or others; and (4) view the messages, connections, text and files communicated,
posted, edited and sorted by anyone else in the organisation at any time of their
choosing” (Paul et al., 2013, p.2). ESN allows employees to share information,
collaborate and interact through a private social network that is built upon
connectivity and brief, easy-to-use messaging (David et al., 2013). Richter and
Riemer (2013, p.2) define ESN as “the result of applying technologies that
emerged on the public Internet within organisations as a way of facilitating
workplace communication and collaboration”.

ESN has facilitated bottom-up, open communication in the workplace through the
use of collaborative technologies. Workplace practices have evolved as a result of
extensive changes to the way in which employees communicate and share work.
Krogh (2012), Paul et al. (2013) and Aral et al. (2013) all assert that ESN has been
adopted by a high number of organisations for the purpose of greater knowledge-
sharing, communication and collaboration. One of the main reasons for this,
according to Denyer et al. (2011), is that ESN is thought to be an improvement on
former communication methods, since it allows for greater participation and

openness. Consequently, Sédergvist (2013) explains that Jive, Yammer and other
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ESN technologies are being used by an increasing number of organisations today.
It is believed that ESN and other internal social media are used by more than 56%
of organisations, according to The Towers Watson’s 2013 Change and
Communication ROI Survey. Other research has echoed the increasing adoption
of ESN, with predictions of further increases to come (Jin et al., 2013).
Additionally, the UK-based company Deloitte (2013) revealed that as of the end
of the 2013, over 90% of Fortune 500 companies had adopted ESN to some
degree. This represented a 70% rise in ESN adoption over the space of two years.
Furthermore, McKinsey (2014) found that plans to inject more funds into ESN
and social media over the coming three years were reported by 58% of companies
surveyed in 2013. As Richter et al. (2013), Herzog et al. (2013) and Bharadwaj et
al. (2013) suggest, the need to gain more insight into how these social
technologies impact organisations is becoming stronger as a result of the
increasing adoption of ESN in the workplace.

Thom et al. (2011) and DiMicco et al. (2008) reveal that ESN has the potential to
enhance coordination within teams, the sharing of ideas, the search for
information, and the identification of experts on certain topics or projects. This is
an important area for managers, especially in terms of organisational change
plans, the creation of internal communication strategies, and the role of support

‘hubs’, wherein employees all assist one another with various activities and tasks.

Riemer et al. (2012) also add that ESN adoption has been achieved by a high
number of large organisations in particular, with Agarwal et al. (2008, p.244)
highlighting that IBM and other major organisations have begun to shift from
“command-and-control to connect-and-coordinate”. Given this, Riemer et al.
(2012, p.5) clarifies that ESN platforms are designed to “put emphasis on social

relationships, interactive communication and adhoc sharing”. Organisations have
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adopted a number of different types of ESN platform, with some choosing
Salesforce Chatter, Yammer or other web services; others choosing IBM
Connections, Jive SBS or other onsite vendor platforms; and some, such as
Siemens, creating their own bespoke platforms. In any case, employees of these
organisations are able to share all kinds of content, respond to questions, share
ideas and ask their own questions, moving away from long in-person meetings,
fussy PowerPoint presentations, or strings of emails. This allows real dialogue to
be achieved between many users instantly or at a time of their choosing. Vance
(2011) reports that Yammer is used by more than 100,000 companies, whilst Klie
(2011) explains that it was amongst the first corporate social networking platforms
to emerge. According to Yammer’s (2012) own reports, 80% of its users are
Fortune 500 companies. Other companies and government organisations are using
services such as Chatter, Present.ly and SocialCast. Aoun and Vatanasakdakul
(2012) support the argument that ESN platforms allow for greater interaction
between employees, easier idea-sharing, and smoother exchange of feedback.
McAfee (2009) praises ESN platforms for their ability to create equality in the

workplace and serve as a mouthpiece for employees at all levels.

As a result, researchers such as Tapscott and Williams (2006) believe that
managers will benefit by gaining greater input from employees, whilst employees
will benefit from the erosion of the traditional hierarchy. Many other researchers,
including Gu and Jarvenpaa (2003), Kankanhalli et al. (2005) and Kane et al.
(2012), also assert that ESN platforms will allow communication to become

increasingly mutual in the workplace.
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2.4.2 ESN and organisational change

It is the human, interactive behaviour that ESN prompts which represents its
benefit, not the technology used to run it (Pervaje, 2011). Naslund (2010) agrees,
stating that organisations can create an internal community of employees, fresh
ideas and greater knowledge-sharing and collaboration through the use of ESN.
Employees must be reassured that they are able to speak openly without worrying
about conflict or negative repercussions. ESN has been found to be beneficial in
improving coordination, project management, problem-solving, information-
sharing and overall relationship building (Thom et al., 2011; Riemer and Richter,
2013). In an organisational change context, leaders have to communicate with
employees in order to share with them meaningful information about a change,
update them regularly, and solve any problems or personal concerns (Gabriele et
al., 2013; Kunanbayeva, 2013). Since ESN can enhance the sharing of information
and the gaining of feedback, it is expected to play a positive and important role in
improving communication during change, thus facilitating the overall change

process.

Also, according to Zhang et al. (2010) and DiMicco et al. (2009), ESN improves
collaboration, communication, interaction and connection between users, through
the creation of user-generated web content. Therefore, ESN has the potential to
provide employees with career development opportunities, whilst also improving
organisational performance. For example, one study into a leading IT company
explored the effects that were experienced in the company’s consulting
department after implementing ESN (Wu, 2013). The researcher discovered a
positive relationship between the use of ESN and both job security and
performance, whilst also finding that employees gradually shifted in terms of their

network position.
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Other studies, such as the work of Muller et al. (2012), have explored the way in
which American firms’ innovation, teams and collaborative efforts are impacted
by diversity. The researchers found that the use of social software tools for
relationship building and resource sharing varied depending on the community in
question. Other researchers have found that social collaboration platforms allow
organisations to transfer one-to-one information and share it either through one-to-
many or many-to-many channels, allowing organisations to increase both
collaboration and productivity through more efficient, meaningful communication

and interaction.

Other research has found that 86% of employees blame poor communication or
participation for failure in the workplace (Fierce, 2011), which highlights the
importance of both participation and communication. Karin (2013) argues that
both of these elements can be enhanced through knowledge-sharing tools, since
this reduces issues with communication and misunderstanding. When
communicating via phone, chat or email, any participant involved in a group will
be able to receive the information being shared, but nobody else will. Therefore,
ESN tools create greater equality of information-sharing, allowing all users to
respond to and share information freely within their organisation (Riemer and
Richter, 2013). This equality technically stretches from junior staff all the way up
to the CEO of a company, which allows for real discussion, sharing and the
exchange of ideas (Kevin, 2015). Furthermore, knowledge sharing tools such as
ESN make it easy for employees to locate whatever information they need all in
one place without having to approach different members of different departments,
as they would have done in the past (Paul et al., 2014). With regards to
organisational change, it is important for the management of any organisation to

provide a good space for employees in which to participate and be involved,
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especially before and during change projects (Nur and Rozhan, 2016). This can be
done by communicating effectively with employees from the early stage of
change, and then continuously until the end the change project (Zafar and Naveed,
2014). As discussed earlier, ESN as an internal communication tool can improve
employee collaboration and participation in the work place, which leaders need
more during organisational change. So, using ESN as an additional
communication channel for communicating organisational change can enhance

and facilitate the change initiative.

ESN is a crucial part of an organisation’s ability to build a sense of community,
improve employee engagement and enhance productivity. The relationship
between engagement and ESN has been highlighted in a recent study on medium-
and large-size American companies in over 20 industries. Here, the researcher
conducted a survey with 400 different employees, finding that employee
engagement was positively impacted by ESN, blogs, video conferencing and wiki
sites at work (Linjuan, 2013). Engagement leads to feelings of emotional
attachment, commitment, pride, enthusiasm, participation and empowerment,
which is highly beneficial for organisations and for employees themselves. In
other work, it has been found that ESN is positively related to innovation,
collaboration, employee engagement and inclusion (McAfee, 2009). Nicholls
(2012) also highlights that ESN can open up shy or quiet employees and allow
them to talk more freely. Aside from general collaboration, ESN also offers

organisations the ability to offer public support, encouragement and recognition.

Furthermore, it has been suggested that employees’ ability to watch their own
input be acknowledged and implemented can also increase engagement as a result
of ESN (Nazaraian, 2012). Another benefit is that questions can be answered by

multiple people at once, and answers can be found instantly, instead of having to
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wait for emails to go back and forth. The more engaged the workforce of an
organisation, the more productive, innovative, and profitable the organisation will
be (Cantrell and Benton, 2005). Engaged employees who perceive that they have a
voice have been found significantly more likely to refer their organisation to
others for employment, recommend its products and services, and more likely to
support any future change in the organisation (Gagen, 2012). Peccei et al. (2011)
perceive engagement to be a crucial element of organisational change, whilst
Emma et al. (2014) explain that employee support for and engagement in change
is driven most prominently through effective communication about that change. If
ESN is employed effectively as a channel for communicating change, then it can

help the management to increase employee engagement during change.

Bridge (2012) reveals that access to an overwhelming amount of information
wastes up to 26% of employees’ time. Since employees are able to access the
information they require quickly and easily through the use of ESN, it is
highlighted as a major time-saving tool for organisations. This argument is in line
with the perspectives of another researcher, who explains that ESN helps
organisations deliver information quickly, efficiently and easily, no matter where
users are based (Gagen, 2012). Furthermore, ensuring that all employees and
managers are able to share ideas in one central location means that an organisation
can access rich information and insight on which it might otherwise miss out. In
organisational change situations, when a change been announced initially by
leaders, employees seek any available information and knowledge about the
change (Emma et al. 2014). ESN is therefore an excellent way to share this
information, since it is easy-to-use and reliable. ESN has been noted for its use in
creating awareness in relation to collaboration, coordination, communication,
workspace, group-structural, social and informational matters (Lee et al., 2012).

During organisational change, most employees misunderstand the change because
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of poor justification from management (Zafar & Naveed, 2014). Leaders have to
communicate effectively with employees to increase their awareness about change
and reduce any uncertainty (John 2012; Noora 2013). When there is a clear
explanation about change and it is supported by open two-way communication
platforms such as ESN, which also enable transparent discussion, the awareness of
employees becomes much better. Using ESN effectively to communicate change

can help in improving overall awareness among employees about a change.

Research done by Cohrs et al. (2006) and Rayton (2006) has shown that
organisations can achieve better employee retention, greater staff morale, higher
levels of organisational commitment and improved job satisfaction amongst
employees when using social networking tools in the workplace. The reason for
this is that, as established, ESN shifts away from the traditional hierarchy and
allows for more democratic, participatory communication (Kevin, 2015). Research
has found that job satisfaction and effective internal communication are
significantly positively related (Kumar & Giri, 2009; Jenaibi, 2010). Since ESN -
as discussed already - is positively associated with job satisfaction, then it may
have a positive impact if it is employed effectively during the change process, and
it can facilitate change. This kind of sharing of information and expertise with
others in the organisation increases employee self-esteem, trust in management,
respect from others, and feelings of commitment, which enhance the feelings of
organisational citizenship (Sultan, 2013). In addition, the democratic architecture
and communication style which ESN provides by encouraging employees and
management to share ideas and promote discussions (Patel and Jasani, 2010)
fosters a great sense of community by creating new online communities,
strengthens existing offline communities (Ba and Wang, 2013), and builds an
environment of trust by increasing the level of trust among all employees at

different levels (Paul et al. 2013; Salas and Sanchez, 2013). In the environment of
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organisational change, Fiedler (2010) argues that the more management
communicate meaningfully with employees, the more trust levels are improved.
This improvement in trust encourages employees to accept any management
decision about change and so work with it positively. Furthermore, Cameron and
Green (2013) argue that effective internal communication during organisational
change builds a trust environment between management and employees, which
can push a change towards success. ESN, through its democratic architecture and
open communication style, can be a suitable platform where management and
employees become close to each other and share information about change
(Prosci, 2013). Table 2.4 summarises the main benefits of using ESN which have

been derived from the literature.

ESN benefits References

Gagen (2012)
Lee et al. (2012)
Paul et al. (2013)
Kevin (2015)
McATfee (2009)
Nazaraian (2012)
Nicholls (2012)
Linjuan (2013)
Kevin (2015)
Leidner et al. (2010)
Moqgbel (2012)

DiMuicco et al.(2009)
Denyer et al. (2011)
Karin (2013)

Muller et al. (2012)
Nicholls (2012)
Zhang et al. (2010)
Kevin (2015)

Paul et al. (2013)
Salas (2013)

Sultan (2013)

Table 2.4 Benefits of ESN derived from the literature

» Increase Employee’s Awareness

» Increase Employee’s Engagement

» Increase Employees Satisfaction

» Incerase Employee’s Participation

and Collaboraion

» Building trust between employees &

management
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2.5 Gaps in the Literature

The inferences from the existing academic literature as discussed in the previous

sections provide confirmation to the existing theoretical perspectives. This section

details the gaps found in the literature related to organisational change,

communication during organisational change, and ESN.

> Most of the available empirical studies on organisational change
management focus on how to manage change projects successfully in
general, without examining what needs to be done at each stage of the

change process to facilitate the overall process (Zareen, 2013).

> Although the change management literature agrees generally that
communication is a vital part of the change process, still there is a dearth of
empirical studies that focus on what needs to be communicated in each
phase of the change process to make communication more effective (Lewis
etal., 2013).

> Most of the available studies on communicating change do not
focus empirically on investigating the role of specific communication
channels that can enhance internal communication and make communication

during change more effective (Welch, 2012).

> The literature on ESN as a new internal communication channel
still does not link empirically with the change management field, and

specifically with communicating change.
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2.6 Chapter Summary

This chapter has presented an overview of the literature upon which this study's
aims are based. The research aim is to investigate and examine the role of ESN in
facilitating organisational change in GCC countries, and to provide a set of

recommendations for decision makers, stakeholders and academics.

The literature reveals that change today is more complex and rapid than ever
before, thus it needs more timely and appropriate attention. The literature in the
change management domain has concluded that internal communication during
change plays a critical role in facilitating or failing change initiatives. Although
many researchers argue about the importance of improving internal
communication during organisational change, still there is a lack of empirical
studies exploring the role of effective internal communication, especially in terms
of what needs to be communicated and how. This research has the potential to
offer academics and practitioners an empirical study on how new communication
technology such as ESN can be used in a change context in order to improve

internal communication and facilitate the overall change process.

The following chapter will guide the reader through the conceptual proposed

model for this study and, therefore, the theoretical underpinning of this research.
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Chapter 3: Conceptual Model

3.1 Introduction

The aim of this chapter is to develop a conceptual model of communicating
change through ESN to facilitate organisational change. The proposed model
intends to support leaders, managers and change agents in organisations on how to
communicate effectively with employees about change, using ESN as an
additional internal communication channel in each phase of the planned change
process. The chapter begins with a discussion on how the conceptual model has
been built, and on what theoretical perspectives. The chapter then identifies the
components of the developed model starting with the phases of organisational
change, which are pre-implementation, implementation, and stabilisation. After
that, the chapter identifies the communication needs in each phase, followed by
the contribution of the conceptual model, which is communicating change through
new communication technology known as ESN. Furthermore, the chapter
identifies the impact of communicating change through ESN, which can facilitate
organisational change.

3.2 Integrative Model of the Study

Of the numerous indicators, models and theories of change management, Lewin’s
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(1947) model is the most widely recognised and supported (Burke, 2011).
According to Ford (2009), it is Lewin’s model that is considered most applicable
when studying planned change and its processes, which is the type of change that
this study covers.

As outlined in Section 2.2.2 of this thesis, Lewin’s theoretical model provides a
foundation for many other change management models. It can be noted that the
majority of researchers and scholars believe that facilitating change in the
direction of success can be achieved through effective communication during the
change process. The content of communication during change phases has to be
clear and meaningful to all employees (Gabriele et al., 2013). The unfreezing,
change and refreezing phases of planned change, and the communication needs in
each of these phases, have been explored by Klein (1996), who proposes that
planned change can be achieved successfully through a carefully-planned
communication process. He argues that continuous and clear communication
during change phases is necessary to overcome challenges. Effective internal
communication is associated with a number of key considerations according to the
literature, including the use of multiple two-way communication channels (rather
than only face-to-face communication). However, change is often communicated
only once or twice, and often only through a paper bulletin or via email (Lewis et
al, 2006). Klein (1996) suggests that communication during change should be
compatible with the change planned by the organisation, and in parallel with the
change phases. The aim of this study is to investigate whether, and, if so, to what
extent, ESN can help to facilitate organisational change, by exploring the use of
ESN in each stage of organisational change, and finding its impact on employee
awareness, engagement, satisfaction, participation and trust from a management
perspective. The communication explored in this study is the information sent
through ESN by senior leaders and middle managers to employees during change

phases. The conceptual model of this study is based on the theoretical model
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given by Klein (1996), which provides the most detailed and, for the purposes of
this study, useful description of communication needs in each stage of the

organisational change process.

3.2.1 Phases of organisational change

The proposed conceptual model of this study explores communication through
ESN from management to employees during planned change phases. The phases
of change in the proposed model are named as pre-implementation,
implementation and stabilisation. Before change can occur, the initial phase of
pre-implementation must take place. The pre-implementation phase is the process
required to prepare for change, to help staff accept the coming change, and to
break down the status quo (Gary & Ray, 2013). The next phase of the change
process is called implementation, in which the movement into a new situation has
begun, and this marks the start of implementing the change. This is the point at
which change becomes real, and thus, for some, marks the beginning of a struggle
with the new reality. The final phase of change takes the form of stabilisation,
whereby the final changes made to the organisation’s processes, goals, structures,

products or people become the new reality and the new status quo.

3.2.2 Communication needs in the pre-implementation phase

Many people in the pre-implementation phase will naturally misunderstand what’s
going on, so during this phase the primary communication objective is to prepare
employees and the organisation for change, and to increase overall awareness of
the change. Employees in this phase are seeking valuable information about the
change, mainly from senior leaders who are responsible for the decisions and the

planning of the change (Emma et al., 2014). Therefore, senior leaders in the pre-
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implementation phase must be able to justify that the change needs to happen
whilst making employees aware of issues that are currently hindering the
organisation’s success. Employee involvement and satisfaction increases when
change plans are communicated early on, which also helps employees to
understand the necessity for change. Additionally, senior leaders must
communicate the reasons for the change, and the desired outcome must be
compared with the existing situation. According to Klein (1996), senior leaders
must effectively outline all of the advantages and motivations involved in the
change, as well as the impacts the change will have, the people who will be
impacted, the reasons for the change, and what the change involves. Importantly,
employees require reassurance. This can be given when the information
communicated is of value to employees, since employees naturally tend to feel
less concerned about the objectives of the organisation and more about how the
change might impact their own authority, position in the organisation and job
activities. Therefore, the information communicated by senior leaders through
ESN in the pre-implementation phase should include justifying the change,

providing a rationale and reassuring employees.

3.2.3 Communication needs during the implementation phase

In the implementation phase, middle managers who are usually responsible for
implementing change must communicate with employees about the possible
impacts of change whilst sharing information truthfully and addressing
employees’ concerns, since the implementation phase of planned change can be
one of the most difficult phases (Zareen, 2013). Middle managers are advised to
improve employees’ awareness and engagement, not only by addressing their
concerns, but also by asking for employees’ feedback and perspectives.

Organisational activity is high during change implementation, and uncertainty
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tends to be common at this stage (Holt et al., 2007). This is because many
employees have little information about the change, and are not very involved in
the process. Therefore, communication is essential during the change
implementation phase, and it is associated with two main goals: firstly, to share
truthful and complete information about the change with employees who are not
involved in the change implementation process; and secondly, to share
information about how change will impact the roles of those who are involved in

the implementation process (Kunanbayeva, 2013).

During the implementation phase, communication has to be more detailed due to
change starting to have an impact on the organisation and outcomes becoming
clearer (Emma et al., 2014). At this stage, middle managers should inform
employees about any progress or update, and prepare them for any difficulties
they may face. Middle managers should also address the ways in which change is
likely to impact responsibilities and tasks, departments or specific employees.
Employees are more likely to develop greater trust, respect and loyalty towards
management when their feedback and concerns are addressed (John, 2011). That
is why it is also essential for middle managers to request feedback from
employees and to hear employees’ perspectives and concerns. In many cases,
uncertainty regarding change appears within the implementation phase and it
relates mostly to vague communication. Consequently, middle managers should
minimise uncertainty by using clear and meaningful information about the change.
Therefore, the information communicated by middle managers through ESN in
the implementation phase should include reporting progress, explaining the effect,
gaining feedback, and reducing uncertainty.
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3.2.4 Communication needs during the stabilisation phase

The stabilisation phase of change is considered to be the last phase in the
organisational change process, and during this stage all changes are made
permanent and a new equilibrium is set (Cameron & green, 2013). This involves
setting up processes and policies that will work with the new settings of change
and behaviours. The communication in this phase has to come mostly from senior
leaders, as it focuses on sharing with employees the success of the change and
spreading at least the initial output from it (Freddy and Mbohwa, 2013).
Employees in this phase want to know if the change has been implemented
successfully and whether the organisation has gained some positive outputs from
it. That is why senior leaders should publicise the success of a change by
communicating it to everybody and spreading the overall results of the
implemented change using ESN. In addition to that, senior leaders should
appreciate all employees for their great efforts and support during the change
process, by sending them thankful and appreciative messages and rewarding those
who were directly involved in planning and implementing the change (Klein,
1996). Therefore, the information communicated by senior leaders through ESN
in the stabilisation phase should include publicising success, spreading results,

and appreciating employees.

3.2.5 The impact of communicating change through ESN

Internal communication during change should not only inform employees about
the change, but should also encourage them to participate freely in the change
process, collect their concerns, and gather their feedback (Darrin, 2013).
Therefore, ESN as a transparent communication platform goes many steps further
than traditional communication tools. Conventional approaches to change

management have been one-way and top-down in nature. Here, employees are
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simply told that change is going to happen, and are made responsible for the

implementation of these changes. This blocks real dialogue and does not allow

employees to make suggestions or raise their concerns. ESN has emerged as a

new change management tool that is now adopted by a high number of

organisations in order to enhance internal communication, particularly during the

implementation of change (Aral et al., 2013). As discussed earlier in section 2.4.2,

ESN has many benefits and impacts on employees when it is used effectively as

an internal communication tool. Some of these impacts are listed in Table 2.4,

which highlights the aims of communicating change in order to facilitate change.

These are awareness, engagement, satisfaction, participation and trust.

» Employee Awareness

Employees tend to experience uncertainty about how change will impact their
jobs and themselves, how it will benefit them, and why the change needs to
happen (Sergio and Hal, 2006). Consequently, acceptance of the change can
be difficult, and employees can struggle with productivity and focus at work.
Achieving the desired outcomes depends greatly on employee awareness.
Furthermore, resistance can be avoided by encouraging readiness and
minimising uncertainty when employees are aware of the reasons change is
needed. If there is uncertainty whilst change is being implemented, this can
impact the working environment and each of the employees. Employees hope
to gain a better understanding of and greater information about change once
they are aware that it is going to happen. Therefore, communication can be
considered the key tool in improving awareness and avoiding uncertainty
amongst employees. Employee awareness improves greatly when ESN and
other two-way communication platforms are used, alongside clear
communication regarding change. Through ESN, employees can gain
meaningful, visually pleasing, truthful information from credible sources,

which can be exchanged and located easily (Emma et al., 2014). This means
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that employees’ understanding and awareness of change can be maximised,
which facilitates an organisation’s achievement of its change objectives.
Therefore, ESN can have an impact on the awareness and understanding
levels among employees during organisational change, thus facilitating the

overall change initiative.

» Employee Engagement

Employee engagement can be defined as an approach taken within the
employees’ place of work that aims to improve employees’ commitment to
the values and objectives of the organisation, enhance employees’ motivation
to contribute to the success of the organisation, and allows employees to feel
a greater sense of overall happiness and satisfaction at work (MacLeod and
Clarke, 2009). The outcomes of change projects depend greatly on effective
employee engagement. When an employee is engaged, they are more likely to
work harder, be keen to be involved in the organisation, and have a tendency
to share positive opinions about the organisation. According to the literature
discussed in Chapter 2, employees with high levels of engagement are crucial
to the change process, since they support and drive change. On the other
hand, employees with high levels of disengagement are more likely to resist
change and encourage others to do so. If employees feel that their work has
meaning and makes an important contribution to the change, they are more
likely to be engaged. Employees do not only want to cooperate with the
organisation, they want to collaborate with the organisation. This can be
achieved through effective two-way communication. One of the ways that
this can be achieved is through ESN, which offers a two-way platform for
employees to express their opinions and concerns to line managers and, in
many cases, senior managers. As an internal communication channel, ESN
offers employees a platform to overcome communication boundaries with

senior management whilst watching their own suggestions — and those of
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their colleagues — impact the actions of change leaders. Therefore, ESN can
have an impact on the engagement and commitment of employees during an

organisational change project, thus facilitating the change.

» Employee Satisfaction

Employees’ job satisfaction has been shown to be influenced by the quality of
information shared by an organisation, according to internal communication
literature. Employee turnover and complaints can be minimised through the
use of effective communication, due to its facilitation of greater job
satisfaction. According to the literature discussed in the previous chapter,
there is a significant positive relationship between job satisfaction and
internal communication in relation to organisational change. It has also been
proposed that there is a positive relationship between ESN and employee
retention, morale, commitment, job satisfaction and other work-related
outcomes. The reason for this is that ESN moves away from traditional
hierarchical communication and embraces a new type of internal
communication: one that focuses on relationship-building, networking
between employees and managers, and multi-way communication. Given that
job satisfaction and the use of ESN has been found to be positively related,
this indicates that the use of ESN during the change process is likely to
improve employees’ satisfaction with the change. Therefore, ESN can have
an impact on improving employee’s satisfaction during a change project, thus

facilitating the change.

» Employee Participation

When information is shared in real-time, this allows an organisation to
promote greater acceptance of change amongst employees, whilst also
strengthening organisational policies, working relationships and services.

Managers must be able to facilitate the provision of a productive environment
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that allows employees to participate and become involved in organisational
change at all stages, particularly before and during the implementation of
change. Barriers to communication can be overcome through the use of social
networking tools and other tools that allow employees to collaborate,
participate and share knowledge. Since all members of an organisation have
the ability to post comments, share ideas, access posts and share posts in a
real-time environment, ESN helps to remove the hierarchy of communication,
giving everyone the same opportunity to participate in the process. This
means that ESN and other social networking tools provide an idea-sharing
platform upon which the ideas of the top leader or the CEO can be viewed
with the same importance as the lowest-paid employee. Collaboration
applications and ESN have been shown to be highly successful in
encouraging employees to participate in various events, share their
experiences and carry out new processes as one organisational team.
According to the literature, ESN facilitates participation amongst employees,
enabling them to easily communicate, interact and connect with other
members of the organisation whilst generating network content. As has been
established throughout this study, the implementation of change is positively
influenced by the involvement and participation of employees. The desired
outcomes can be reached if employees are given the freedom to participate
actively in change instead of being controlled and directed by leaders. As
shown throughout the literature, employees who feel that a change plan is
representative of some of their own contributions will be more likely to show
commitment to the project as a result of being able to participate in the
process in a way that feels valuable to them. Since ESN encourages
employees to participate easily without any formality or management barriers
by communicating their ideas, voices and personal feedback at any time,
therefore ESN can have an impact on employee participation during a change

project, thus facilitating the change.
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» Trust in Management

Organisational change plans and projects are greatly facilitated by trust.
Furthermore, trust also helps to improve credibility whilst strengthening
loyalty between employees and their organisation (Mathews and lIlles, 2015).
Communication facilitates the establishment of an organisational culture that
further strengthens this sense of trust. Therefore, trust and communication lie
at the core of organisational change. Trust can be enhanced when
communication is considered to be of value to employees (Fiedler, 2010).
When employees trust managers and their organisation, they are more likely
to take a positive attitude towards change and contribute effectively to the
desired change outcomes, because they have faith in the decisions being
made. Therefore, it is much more likely that a change initiative will be
successful when trust levels are high within an organisation, due to effective
internal communication at the time of change (Togna, 2014). Therefore,
managers and leaders must ensure that communication is relevant, open, clear
and two-way, and is achieved early on during the change process. If this is
achieved, trust is achieved. A culture of trust can be built through the kind of
collaboration and interaction that ESN platforms provide. ESN shifts the
focus from traditional hierarchical communication and encourages members
to embrace networking, relationship-building and multi-way communication
that enables everyone to share feedback, concerns and information. ESN is an
ideal platform for information to be communicated regarding change, since it
fosters greater openness and democracy in the workplace. Therefore, ESN
can have an impact on improving the trust level between management and

employees during the change process, thus facilitating organisational change.
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3.3 Research Conceptual Model

Based on the previous discussion, the conceptual model as shown in Figure 3.1 is
being proposed, to explore the impact of using ESN as a communication channel to
communicate planned change in each phase of the change process, in order to
facilitate the overall change project. The model shows the communication needs or
content through ESN in the pre-implementation phase, the implementation phase, and
the stabilisation phase, and the impact of communicating change through ESN on

employee awareness, participation, engagement, satisfaction and trust.
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Figure 3.1 The conceptual model
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3.4 Chapter Summary

This research has identified a gap in the literature review, dealing with the lack of
theoretical models for communicating change effectively in each stage of the change
process, using ESN as an additional communication channel. This chapter started with
a discussion about integrating the conceptual model and the theoretical base on which
to build it, and proposed it as the novel model of this thesis. The researcher in this
chapter also discussed the phases of change and the communication needs in each
phase, which will be plotted in the conceptual model to be evaluated empirically later
on by the researcher. Also, this chapter covered the impact of communicating change
through ESN, which has been found in the literature on ESN and linked to the field of
change communication. The researcher in this chapter has identified eight propositions
which need to be tested and validated through identifying the appropriate paradigms,

methods and techniques, which will be discussed in the next chapter.
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Chapter 4: Research Methodology

4.1 Introduction

This chapter is a discussion on the research methodology of this thesis. It
describes, selects and justifies the appropriate research methodology for the work
presented here. The first section of this chapter deals with research philosophies,
followed by a rationale for the use of qualitative research, and then the case study
research strategies are presented. Lastly, the sources of data and the collection
methods are discussed.

4.2 Research Approach

Any research, according to Saunders et al. (2015), is a route of methodical
searchding that increases knowledge about a certain phenomenon, and therefore it
has to depend on reasonable relationships. Management and organisational
research ought to be the consequence of both hypothetical and practical issues. To
answer the main question of a piece of research, a researcher has to know the
methods of data-gathering and how that data can then be analysed (Saunders et al.,
2015). Before that, the researcher has to understand the two main philosophies of
social science disciplines, which are called positivism and interpretivism (Yin,
2013).
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The first philosophy, positivism, depends mainly on numerical data collection.
The philosophy of positivism can be used to develop the understanding of human
attitudes by exposing individuals’ information through neutral values. The
paradigm of positivism is focused on the evidence or sources of social
phenomena, in which researchers use theories, variables and hypotheses (Hussey
and Hussey, 1997). Positivism uses statistical methods for analysis, because it is
mainly dependent on numbers and figures. According to Yin (2013), quantitative
research looks to clarify and expect what occurs in the social domain, by seeking
symmetries and common relationships among its integral components. When the
aim of a study is to gather data associated which incidences of phenomena, then a
quantitative approach is more appropriate. The second philosophy, interpretivism,
is linked to the nature of reality, and focuses on knowing human behaviours
through the collection of descriptive data. It can be used to achieve more
sympathy towards human behaviours through individuals’ interpretive patterns,
beliefs and value systems (Yin, 2013). According to Saunders et al. (2015), in
interpretivism, the individual subjective state is to realise how and why
phenomena happen. The philosophy of interpretivism is followed in this research,

as it defines reality in descriptive means.

Regarding the types of approach to research, there is either the deductive approach
or the inductive approach. The scientific principles regarding the deductive
approach can be described as transferring from theory to data, testing the
relationships of variables, collecting data quantitatively, and controlling the
validity of data. In the induction approach, the principles are characterised through
the significance of human viewpoints that identify with the research issue,
knowing the research setting, collecting qualitative information, suppleness in
modifying study building, and giving less consideration towards generalising the
findings. The induction and deduction approaches can be combined together and
applied to one piece of research, but this depends on the research issue that is
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being studied (Saunders et al., 2015). In this research, the phenomenon of
organisational change is considered as a strategic problem, and internal
communication plays an important role in either facilitating it or complicating it,
depending on how effective or poor internal communication is within an
organisation. Thus there is a need for an inductive approach, as the researcher
needs to understand deeply the issue and is trying to explore the effectiveness of
using a new communication tool to facilitate change, using the ‘how’ and ‘why’
questions, and to understand the impact of such a tool on employees during the

change process, using the ‘how’, ‘why’ and ‘what’ questions.

4.3 Qualitative Research

Research studies that focus on the experience of individuals and their behaviours,
or focus on how organisations work, mostly apply the qualitative approach.
Qualitative studies are usually related to the social world by relaying participants’
interpretations. This is because the nature of the qualitative approach considers

words’ meanings and the language used by participants.
According to Green and Thorogood (2008, p.30):

“If you want to understand the perspective of participants, explore the meaning
they give to phenomena or observe a process in depth, then a qualitative approach

is probably appropriate.”

Based on the aim of this research as stated in the first chapter, it is clear that the
qualitative approach is applicable to this type of research. The below points

explain further why the qualitative approach has been chosen for this research:
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e The researcher aims to understand the use of ESN in communicating
organisational change, through the people who use it in real life. The
research will involve people such as senior leaders and middle managers
who are responsible for planning and implementing organisational change,
and who communicate change to employees using ESN.

e The researcher aims to investigate in depth how ESN as a communication
tool can facilitate organisational change when it is used to communicate

change to employees.

4.4 Research Strategy

The specific research objectives and questions associated with a given study
should provide the direction in which the researcher must move, in terms of
grounded theory, strategy, action research, surveys, case studies and instruments
used. As Miles and Huberman (1994) and Saunders et al. (2015) explain,
experimental research has been employed amongst social scientists and natural
scientists for many years. Experimental research requires a hypothesis to be set
and samples to be taken from the relevant population. Experimental conditions
need to be used to allocate the samples, and a minimal number of controls and

measured variables should be adopted.

Saunders et al. (2015) explain that deductive research is more often associated
with the survey method. Here, questionnaires are primarily used to gather large
quantities of data from a large population. Researchers are able to have greater
control using this method, and the gathered data is suitable for statistical analysis.
This being said, Saunders et al. (2015) and Bryman et al. (2007) highlight that
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since this type of research requires the researcher to plan and design the approach
carefully before conducting a pilot study, an actual study, and then a final
analysis, it can take a significant amount of time to achieve this. Standard
structured interviews and structured observations can also fall under the survey

strategy category.

Management and business papers tend to rely on case studies, which allow
empirical data to be gathered quickly using multiple sources. Case studies are
useful in that they aid researchers in gaining insights into the research process and
the wider context, they enable researchers to use various methods to gather data,
and they question the ‘why’, ‘what’ and ‘how’ of phenomena. It has been
proposed that the case study method is an effective approach to the exploration of
theory (Saunders et al., 2015), although Walsham et al. (1994) and Miles and
Huberman (1994) argue that its weaknesses are that it lacks scientific strength and

it is based on specific situations or contexts.

Grounded theory can adopt both inductive and deductive perspectives, and goes
further than simply building a theory. Bryman et al. (2007) explain that grounded
theory can be used to gather data that allows researchers to present entirely new
theories or frameworks. Another type of research strategy is action research. In the
context of this research, this would entail the following three elements: change
management as a function; employee participation as practitioners; and results that
could shed light on another context or situation. Saunders et al. (2015) explain that
action research is different from other strategies, since it focuses on explaining,
understanding and describing results before applying them to the action of change.

It is this action that separates this strategy from the others.
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4.4.1 Case study

This thesis adopts the interpretative explorative case study design. The case study
method is a form of empirical research. It performs a detailed exploration of recent
real-world issues and topics. Case studies are particularly useful when the
researcher is unsure about the borders that exist between the environment and the
issue at hand (Yin, 2013). The researcher recognises that when researchers wish to

gain more in-depth data, qualitative methods are often used.

A case study is considered “a strategy for doing research which involves an
empirical investigation of a particular contemporary phenomenon within its real
life context using multiple sources of evidence” (Robson, 2002). As Saunders et
al. (2015) explain, case studies address the ‘how’, ‘why’ and ‘what’ of
phenomena. The decision to adopt the case study method has been made based on
a number of aims. Firstly, the researcher hopes to gain a deep understanding of the
organisational change phenomenon and the communication needs before and
during the implementation of change, and its extensive impact, in real life.
Secondly, as Rosemann et al. (2008) and Cornford et al. (2005) point out, it is
important for the researcher to be in the field in order to be able to gain the
required insight. This can be achieved by addressing the ‘how’ and ‘why’
questions. Thirdly, substantial investigation is needed in order to know about the
role and impact of using ESN to communicate with employees about
organisational change. This can be done through applying multiple methods such

as interviews, written documents, and observations (Yin, 2013).
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4.4.2 Case study type

Case studies have three types, which Yin (2013) named as exploratory, descriptive
and explanatory. The specific type of case study to be chosen is based mainly on
the research question. This research is considered an exploratory case study, since
it concentrates on answering the question of “how?” - how can ESN as a new
communication tool facilitate organisational change? Saunders et al. (2015) admit
that exploratory studies are valuable and crucial to understanding what is
happening and understanding new perceptions, in order to evaluate the

phenomenon in question.

4.4.3 Single or multiple case studies

Case study strategy can use single or multiple cases, and it is necessary for the
researcher to decide on the number of cases to be studied before collecting the
data. A single case provides an opportunity to examine a phenomenon that has not
been widely considered before, and this helps the researcher to define the case and
explain the phenomenon in detail (Saunders et al., 2015). The main motivation to
undertake a multiple case study strategy is establishing whether the factors
identified in one case are similar to those of others, which can later lead to
generalising the results of the study (Saunders et al., 2015). Given this unique
advantage, Yin (2013) argues that multiple case study strategies should be given
consideration over single case studies. Since this study aims to explore how ESN
can facilitate organisational change, it is therefore essential to employ more than
one case study, in order to obtain necessary data that will answer the main ‘how’
question of the study. Herriott and Firestone (1983) mention that the results from
two case studies are more constructive and concise than those from one case

study. Also, Stuart et al. (2002) claim that one to three cases are appropriate to
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explore and explain a phenomenon in detail. Having two results from two
different organisations can make the data more trustworthy, authentic, and able to
be generalised. The researcher in this thesis has adopted the multiple case studies
approach, based on two different organisations that use ESN as an additional

communication channel to communicate organisational change.

4.4.4 Unit of analysis

The case study itself determines the unit of analysis used, and analysis of the case
study determines the data collection methods that are adopted. As a result, Yin
(2013) explains that units of analysis can represent a phenomenon, project,
organisation or employee that reflects the case study topic. The case study cannot
be of a hypothesis, argument or topic, but must be of a phenomenon that exists in
the real world. Yin (2013) asserts that the units of analysis must be carefully
determined, so that the researcher remains focused and realistic about what can be
achieved. The unit of analysis should represent the case study and the main focus
of the research. For this research, the unit of analysis is the process of
communicating a planned change using ESN, and the management experience of

using it as an internal communication channel to facilitate change.

4.5 Sources of Data and Collection Methods

The main method adopted by qualitative researchers is the interview method
(Denzin & Lincoln, 2007). In this study, the researcher conducts semi-structured
face-to-face interviews with nine senior leaders and 23 middle managers. Data can
also be gathered from physical artefacts, participants’ observations, direct

observation, interviews, archival records and documents (Yin, 2013). In this study,
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the researcher gathered data from interviews, documentation and observation, all

of which are outlined in the following section.

45.1 Interview

Interviews are used as the main source of data in this study, due to the adoption of
the interpretive approach. Hannbuss (1996) and Walsham (1995b) explain that
interviews provide insights into participants’ experiences, aims, perspectives and
interpretations, all of which can be compared and contrasted. The majority of
qualitative researchers use the interview method (Denzin & Lincoln, 2007). One
of the main benefits of the interview method is that participants are able to freely
express the way they see their environment (Cohen et al., 2003). These spoken
descriptions provide data that researchers can then analyse. Since interviews allow
the researcher to engage in some degree of dialogue with the participant,
interviews are an ideal method for exploring complicated topics and events. As
Jarratt (1996) and Cornford et al. (2005) point out, interviews allow researchers to
delve into significant topics as they arise in discussion, which allows them to place
more emphasis on the issues that are most relevant to the research. Therefore,
some of the greatest insight can be obtained through the interview method. Jarratt
(1996) and Cornford et al. (2005) explain that interviews can be structured, semi-
structured or unstructured, depending on the types of questions asked. In the
current study, semi-structured face-to-face interviews were conducted. This was
seen by the researcher to offer the best balance between time and desired insight.
Haralambos and Holborn (1991) explain that interviews are often perceived as a
less rigid way of obtaining data from participants compared to other methods. This
being said, some disadvantages do exist in the case of unstructured and semi-
structured interviews. Collis and Hussey (2009), for instance, explain that

researchers must take into account that the interviewee may be influenced by
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troubling personal or professional events that have happened in their life recently,
which could impact their answers to the questions. Furthermore, there is always
the risk that interviewees may not be as precise, open, honest, reliable or
knowledgeable as the researcher might have hoped.

o Interview design

The document which contains the interview questions is divided into five sections,
with a cover page for each interviewee’s personal information. The initial part of
the document comprises some contextual information about the role of the
interviewee, and some general questions about the change that has been
implemented in the interviewee’s organisation. The second part of the document is
about the communication which occurred through the ESN software Yammer in
the pre-implementation phase, and its impact on employees. The questions in this
part focus on knowing the subjects about which senior leaders communicated with
employees in the pre-implementation phase of the change, through the use of
Yammer. In this part the researcher aimed to understand the contents of the
communication which occurred, and the impact on employees of communicating
about the change through Yammer from their perspective. The third part of the
document is about the communication which happened through Yammer in the
implementation phase, and its impact on employees. The questions in this part
focused on knowing the topics about which middle managers communicated with
employees in the implementation phase of the change, through the use of
Yammer. Also, the researcher tried to establish the impact of communicating the
change to employees in this phase from their point of view. The fourth part of the
document is about the communication which occurred through Yammer in the
stabilisation phase, and its impact on employees. The questions in this part
focused on knowing the things about which senior leaders communicated with

employees in the stabilisation phase of the change through the use of Yammer,
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and the impact of communicating the change to employees in this phase from their
perspective. The last section in the document focuses on the future use of Yammer
or any other new ESN software in future change projects, according to the current
experiences of the organisation.

The questions used in the interviews for this study been designed after developing
the conceptual model and choosing the data collection methodology. All of the
questions were piloted with six participants from both organisations X and Y, in
order to make sure that they were relevant to the researcher’s aims, and to reassure
the researcher that they are clear and comprehensible. The pilot test helped the
researcher in this study to modify and improve some of the questions, to make
them more appropriate for the outcomes needed from this study. Also, this helped
to adopt the questions to become more understandable for the participants. Based
on the feedback the researcher received from the pilot stage, some of the questions

have been revised and improved.

4.5.2 Documentation

When conducting case study research, documents are an important source of data for

researchers to access (Yin, 2013). Document analysis is an important tool for all kinds

of research that requires data to be collected. In this thesis, the researcher found a

range of different documents — such as documents and reports about change projects,

documents about both organisations, annual reports, and some event reports in relation

to the change projects — that provided valuable data for the current study. Yin (2013)

cautions that when reviewing documents for analysis, it is important for the researcher

to keep in mind the reasons that the documents were first created. If this does not

happen, the researcher may end up with data that has no relevance to the research

topic.
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4.5.3 Observation

Another source of data that has been used in this research is observation. According to
Saunders et al. (2015), there are two different types of observation: participant
observation and structure observation. The main difference between the two types is
that participant observation is about exploring the meanings attached to an
individual’s actions in the settings of the study, and their suitability for qualitative
research. The second type, structure observation, focuses mainly on knowing the
frequencies of those actions, and it is appropriate for use in quantitative research
(Saunders et al., 2015). The researcher in this study found using participant
observation to be worthwhile for collecting information about the real interaction in
communicating through ESN, and figuring out the overall internal communication
atmosphere. Applying the observation method in this research in addition to the
interviews and documentation helped to improve the reliability and validity of the

research.

4.5.4 Data collection, population and sampling

When conducting case study research, it is essential for the researcher to
understand the individuals chosen for interview, and to identify the clear reasons
for choosing each interviewee. In this study, the main focus is the conduction of
communication using ESN during planned organisational change. This is because
this study takes change communication as the unit of analysis, not the
organisation. As per the guidance of Seitanidi and Crane (2009), the main
decision-makers and actors involved in change planning were highlighted, as were
those who were most involved in using ESN to communicate the change to
employees. Those who were involved in improving overall understanding of the

change process were also highlighted.

111



Chapter 4: Research Methodology

The researcher started the journey of data collection by first looking at suitable
cases (organisations) available for the study. It was very important for the
researcher to choose organisations that were using ESN technology in
communicating organisational change. In addition to that, the researcher was
looking for organisations that are easy to access and flexible in providing suitable
data. The researcher started to contact some organisations in GCC countries that
use ESN technology in their daily business, regardless of whether or not they had
used it during a change project. Then the researcher chose only those
organisations who had used ESN technology to communicate during a change
project, as this would help achieve the aim of the research. When the researcher
received the approved ethical form from the university, he started to contact key
persons from organisation X in Oman and organisation Y in UAE, in order to
request formal permission from their management to conduct interviews with
some of their senior leaders and middle managers. | found those key persons’
details from the websites of both organisations, as they were responsible for
communication and IT. After some time, the researcher was granted access to start

scheduling and conducting the requested interviews.

The researcher interviewed nine senior leaders, five from organisation X and four
from organisation Y, whose positions were undersecretary, director general and
deputy director. Also, the researcher interviewed 23 middle managers, 13 from
organisation X and 10 from organisation Y, as presented in Table 4.1. The
researcher initially used purposive sampling to select key informants and then
other participants. In identifying only a certain population, a number of key
informants may be missed when using purposive sampling, despite it being
targeted towards those considered to be most highly involved in the process.
Therefore, the researcher also used snowball sampling, which as Saunders et al.

(2015) explain tends to be adopted in situations where identifying individuals
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within the target population is challenging. Therefore, these participants were
selected through the recommendation of the key participants, who were originally
recruited using purposive sampling, and who believed the additional participants
would be able to provide valuable input to the study. Furthermore, according to
the pilot study outcomes, the main participants for this study were senior leaders
such as undersecretaries (“UNS”), directors general (“DG”), and deputy directors
general (“DDG”), who were responsible for the decision-making and planning of
the change. Also, heads of department (“HD”) and project managers (“PM”), who
are considered middle managers, were reflected as key informants, as they were
the ones responsible for implementing the change. For the purpose of this
research, 32 interviews were conducted with senior leaders and middle managers
in organisations X and Y. The researcher did not conduct a higher number of
interviews, because of repeated findings. Nine of the total number of interviews
were with senior leaders from both organisations, who were responsible for
making decisions about the change, planning for it, and communicating about it to
employees through ESN. The other 23 interviews were conducted with middle
managers, who were responsible for implementing the change and communicating
about it through ESN. Because most of the interviewees were usually busy due to
their management roles, the length of each interview was between 45 minutes and
60 minutes. To ensure the correctness and the precision of the data, the researcher

recorded all of the interviews using a digital tape.

The table 4.1 shows the list of interviews and the participants’ codes. For example,
X1 represents an undersecretary in organisation X, and Y2 represents an

undersecretary in organisation Y.
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Participant No. Positions Cases
X Y
1 Undersecretary (UNS) v
2 Undersecretary (UNS) v
3 Director General (DG) v
4 Director General (DG) v
5 Director General (DG) v
6 Director General (DG) v
7 Director General (DG) v
8 Deputy DG (DDG) v
9 Deputy DG (DDG) v
10 Project Manager (PM) v
11 Project Manager (PM) v
12 Head of Department  (HD) v
13 Head of Department  (HD) v
14 Head of Department  (HD) v
15 Head of Department  (HD) v
16 Head of Department  (HD) v
17 Head of Department  (HD) v
18 Head of Department  (HD) v
19 Head of Department  (HD) v
20 Head of Department  (HD) v
21 Head of Department  (HD) v
22 Head of Department  (HD) v
23 Head of Department  (HD) 4
24 Head of Department  (HD) v
25 Head of Department  (HD) v
26 Head of Department  (HD) v
27 Head of Department  (HD) v
28 Head of Department  (HD) v
29 Head of Department  (HD) v
30 Head of Department  (HD) v
31 Head of Department  (HD) v
32 Head of Department  (HD) v
Total number of interviews = 32 18 14

Table 4.1 List of interviews and participants' codes
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4.5.5 Data analysis methods

The research paradigm chosen by the researcher determines which data analysis
method should be adopted. Since qualitative research methods generate huge
amounts of data, analysis can be a problem (Collis & Hussey, 2009). As Robson
(1993, p.370) points out, one of the main issues is that there is “no clear and
accepted set of conventions for analysis corresponding to those observed with
quantitative data”. It is unthinkable to imagine how certain authors, scholars and
researchers managed to obtain their findings from such a wealth of qualitative
data. This has posed an issue for quite some time, and many qualitative
researchers struggle when it comes to analysis, despite various guidelines and

articles being written regarding this topic, as Bryman et al. (2007) point out.

As per the guidance of Brewerton and Millward (2001), the researcher used
content analysis to identify significant themes that arose out of the data. The
researcher primarily extended the approach presented by Miles and Huberman
(1994). This allows qualitative data to be transformed into a visual format that can
be used to interpret data. The researcher began by coding the transcripts of the
interviews, before creating a number of categories and then identifying the most

frequently mentioned themes.

4.5.6 Triangulation of data

The researchers in all interpretive studies must consider the issues of reliability
and validity. In order to achieve this, triangulation and validation is necessary.
Triangulation can be achieved through method (the use of multiple methods to test
validity), theory (the interpretation of data through multiple theories or

paradigms), investigation (the involvement of a second researcher in the study), or
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data (Yin, 2013). In this study, the researcher uses interviews, documentation and

observation as a form of data triangulation.

Research Purpose

Exploratory Descnptive Explanatory

W
Research Approach

Cuantitative Cualitative
W
Research Strategy
Expenment Survey Case Study Grounded Theory Action Besearch

Sample Selection

X organisation Y Organisation

Sources of Data Collected

k 4 W W
Documentation | ArchivalFecords | Physical Artefacts | Observations Interviews

Figure 4.1 Research methodology
Source: developed for the purpose of this research
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4.6 Chapter Summary

This chapter has provided a review of the philosophical stances and diverse
research paradigms associated with research generation, and the wide range of
methods available to assist primary data collection. Selecting philosophical
approaches, paradigms and methods that are properly aligned to the aims of
specific research is essential.

The main aim of this study is to investigate and examine the role of ESN in
facilitating organisational change in GCC countries. The researcher aimed to
investigate deeply the real life of this phenomenon, in order to explore how ESN
can facilitate change if it is used effectively to communicate change. To this end, a
qualitative research approach has been adopted using a multiple case study
strategy. Data was collected mainly from two public organisations in Oman and
UAE through 32 extensive face-to-face interviews, followed by observation and
documentation with senior leaders and middle managers. This research is
particularly well-suited to the interpretivist's standpoint, given its emphasis on
understanding a social phenomenon via the meanings that those associated with it

derive.
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Chapter 5: Analysis, Findings and Discussion

5.1 Introduction

The methods chosen to conduct and analyse the findings in this chapter were
presented in Chapter 4. In this chapter, empirical data collected from two
organisations will be analysed, presented and discussed. The researcher analysed
communication of change through ESN which occurred in each phase of the
change process, and the impact of this communication from a management
perspective. The participants in this study were senior leaders and middle
managers, who were coded as X or Y according to their organisation. This chapter
covers the analysis of the empirical data, the main findings of the study, the

related discussion, and, finally, the revised model.

5.2 Data Analysis

The main aim of this qualitative research is to investigate the role of using ESN as
an internal communication tool when facilitating organisational change. In this
research, content analysis was used to analyse interviews in order to identify key
themes emerging from the data. Qualitative methods were used to analyse the
responses. The main themes which emerged from the data for the first phase in the
change process, which is the pre-implementation phase, are: (a) communication

through ESN during pre-implementation; and (b) the impact of using ESN during
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pre-implementation. For the second phase of the change process, which is
implementation, the two main themes which emerged from the data are: (a)
communication through ESN during implementation; and (b) the impact of using
ESN during implementation. In the third phase, which is stabilisation, the two
main themes which were derived from the data are: (a) communication through
ESN in the stabilisation phase; and (b) the impact of using ESN in the stabilisation
phase. Each of these themes, and its corresponding sub-themes, will be described,
and direct quotes from the participants will also be included.

5.3 Background of Case Study X

Organisation X has a vital role in the Oman electricity sector, as it owns and
operates the main electricity transmission network through which electricity is
transmitted from the generating stations to the distribution load centres in all of
the governorates of the Sultanate of Oman. It also has the responsibility for
balancing generation and demand at all times of the day, as part of its
responsibility for the economic dispatch of power in the Sultanate. This
organisation was formed in May 2005, and itis authorised to carry out the
following activities: to transmit electricity, and to finance, develop, own and/or
operate and maintain its transmission system; and to develop and operate a system
of central dispatch of relevant production facilities which are connected to its
transmission system, or to a system which is connected to its transmission system.
Organisation X has embarked on a planned change project to implement a best
practice asset management concept. In order to improve and support this change
programme in the organisation, an asset management and planning department
had to be established.
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The main objective of this step is to manage the whole life cycle of the physical
transmission network assets, according to international best practice in power
transmission utilities and the international standard specification of asset
management. The project aims to change the organisation’s approach in dealing
with physical assets, from the traditional operational approach to a strategic
approach. Hence the implementation of the asset management concept requires a
substantial transformation in business conduct, to cover the full life cycle of
physical assets from the initial planning stage until the decommissioning stage.
The implementation of the programme involves some key changes in roles and
responsibilities, as well as establishinga practical framework for making
decisions related to physical assets. The ultimate benefit of the whole programme
is to enable the organisation to optimise the cost, risk and
performance associated with physical assets. Regarding internal communication in
the organisation, and in addition to the traditional email channel, Yammer is used
as one of the important two-way communication channels within the organisation.
There is a distinct feature of Yammer that makes it a suitable media to
communicate the asset management change project. Yammer is a closed
“Facebook” in which professional jargon can be used, and it is considered semi-
professional, whereby the formal communication channel is diluted. With
Yammer, every employee is accessible and every employee can speak up on
issues related to the organisation, without any bureaucratic restriction. This is
particularly important during a planned change project, because it helps
management to know about and deal with employees’ concerns immediately at the
time they arise, which as a result can reduce any resistance initiatives. Also, it
complements the communication gap between management and employees by
providing another direct feedback loop and open transparent interaction platform,

which enhances overall communication and facilitates the change process.
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5.4 Background of Case Study Y

Organisation Y is a regulatory authority of the Government of Dubai, located in
the United Arab Emirates, and it is responsible for the growth and quality of
private education in Dubai. It manages and organises the whole private education
sector, supporting private schools, private universities, parents, students,
educators, investors and government partners, to create a high quality education
sector. In the early part of 2014, organisation Y started a change project called
“Happiness and Wellbeing”, which focused on creating a workplace environment
and culture where people are healthier, happier and enjoy a balance between work
and home life. This philosophy is based on the belief that the organisation has a
moral imperative to assure the health and wellbeing of its employees and its
customers, and an obligation to be a role model for best practice in order to
influence stakeholders in the community and in wider society. The change project
was planned and designed by the top management in organisation Y, and it is
implemented and managed by a large team from different management levels
called the “Thrive Team”. This team is responsible for selecting, implementing
and promoting all wellbeing initiatives and activities, collecting feedback,
monitoring the whole process, and updating top management about it. The
primary approach used by the Thrive Team to develop a healthy workplace is the
“Thrive Programme”. It was implemented after extensive research into best
practice, regionally and internationally, and consultation with an external
organisation and with its employees. It is built around the “5 Ways of Wellbeing
and Happiness”, which are a set of evidence-based actions developed by the
Centre for Wellbeing at the New Economics Foundation, as part of the UK
Government’s Foresight Project. Each one of the five ways is implemented
through a series of highly engaging activities that help employees to improve their

own health, happiness and wellbeing. The programme is designed to be a holistic
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organisational development approach that transforms the working environment

and encourages employees to adopt healthy practices at work and at home.

5.5 Findings and Discussion

This section considers the findings of case study X and case study Y, and also
contains analysis and discussion of both cases. The first phase in the proposed
framework, which is the pre-implementation phase, will be considered in section
5.5.1, and in section 5.5.2 the second phase, which is implementation, will then be
considered. The stabilisation phase, which is the final phase, will be covered in

section 5.5.3.

5.5.1 Pre-implementation phase

Theme 1: Communication through ESN during pre-implementation

The first theme in this phase is communication through ESN during pre-
implementation. The participants from the top management level in organisations
X and Y cited from the beginning the importance of communicating early with all
employees by letting them know what exactly the change is, what it will look like,
and the reasons behind it. Also, they sold the benefits of implementing such a
change in order to reassure employees and to engage them with the change. Three
sub-themes were derived from the interview findings under this main theme,

which are justifying the change, providing a rationale, and reassuring employees.

In the pre-implementation phase of their change projects, the top management in

organisations X & Y decided to use ESN technology, represented by Yammer
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software, as one of the main communication tools that could help in
communicating the change to all employees, anywhere and at any time. The
senior managers in both organisations started to communicate early with
employees in their organisation using Yammer, to tell them that a change was
coming and to provide them with some meaningful information regarding the

change. As stated by participant X1:

“We sent everybody messages to let them know that there is a change
coming and it will be communicated through Yammer in more detail
gradually. Those early messages attracted employees to know more

about the change and check Yammer regularly.”

Many employees in this phase usually want to hear anything regarding the change,
but it is better to hear it from the people who have decided it or who have planned
for it, instead of depending on rumours and wrong information. The responses of
most of the participants at this stage from both organisations (88%) explained how
they tried from the beginning, through Yammer, to justify the change and make
the picture clear to all employees. The observation from participant X4 regarding

this point was as follows:

“It is our responsibility as top level management to draw a clear
picture about the change, and that’s what we did. We explained to
them what it was about and how it was going to affect them and affect

the workplace.”

It was clear from the statements of many participants in organisation X that the
initial target of the change planners was to make all employees aware of the
change from the beginning, so that they didn’t feel shock and didn’t listen to
rumours from other people. Their point of view here was that as long as

employees understand the change and the reasons behind it, then it will be much
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easier for the management to continue in implementing the change without much
uncertainty among employees. Participant Y2 also spoke about how the change
been justified through Yammer, and what information had been sent to all
employees at this stage:

“Before we started to implement the change, we used Yammer to justify
the change by explaining to all employees first what the change was

about, and what the main objectives of such a change were. ”

Justifying the change is supported in the literature by Gabriele et al. (2013), who
reveal how it is helpful to explain to employees what the change is about and
provide them with some meaningful information. Furthermore, Sergio and Hal
(2006) argue that clarifying the need for change and influentially communicating
it is considered an essential action that management should implement. According
to the participants’ views in the study, it seems that during organisational change
employees always seek justifications, and they recommend that this should come
as early as possible and from those who have decided about the change and
planned for it. The more clarifications employees receive from management, the
more they understand what is happening. That is what effective communication
does during a change programme, especially when there is clear and transparent
two-way communication done using an interactive communication tool such as
ESN. Through this tool, employees can post their inquiries at any time, and can
wait for further clarifications about the change from senior managers at this stage.
It is clear how internal communication during a change programme can be
improved when using such a new communication technology tool. The researcher
observed during the period of conducting interviews that employees were using
Yammer effectively.

The researcher observed some historical posts and chats from the Yammer screen
of one participant, which showed how much rich detail was available about the
change at that phase of the project.
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In terms of the rationales and reasons behind the change, many of the participants
from both organisations (77%) mentioned that they provided rationales and
reasons to all employees regarding the change project. All employees in both
organisations wanted to know why the management had chosen to go for this
change, and for the management to justify to them through Yammer the reasons
behind it and how it’s going to benefit them and benefit the organisation. As

participant X3 stated:

“For example, we posted in Yammer about how the organisation will
be more efficient in terms of utilising the resources and assets that we
have, and how the new asset system will reduce the maintenance work

plus the maintenance budget.”

Clarifying and explaining the rationale to employees before even starting to
implement the change helped in improving their understanding and attracting
them more towards accepting the change. Participant Y1 argued in favour of
giving logical and real reasons to employees through Yammer in order to make

them understand more why the organisation had gone for the change project:

“We understood from the beginning how employees are looking for
some clear and logical reasons that led us to decide on going for the
change. That’s why we posted in Yammer some of the main reasons,
such as building a healthier and happier workplace environment which
encouraged employees to enjoy the work here and become more

productive. ”

In support of that, DeWitt (2004) argues that communicating about change means
a lot more than just giving people regular updates on what is going to happen;

managers or change agents have to sell the reasons behind that change. Top
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management has to answer the main question that employees raise in any change
project, which is, “Why?” Providing employees with clear and logical answers
will certainly help in reducing any misunderstanding about the change. Reassuring
employees can actually help to calm them and take away their anxieties about
change, and most of the participants from both organisations (66%) declared that
they reassured their employees during the pre-implementation phase of the change
in order to reduce any personal concerns they might have about it. Selling the bold
lines of the change and the benefits behind it can really help in reassuring

employees, as X2 cited:

“Usually any strategic approach will not have many tangible benefits
in the short-term that can be used as facts or figures to share with
employees, so we focused from the beginning on reassuring our
employees by spreading to them the bold lines, the main current issue,
and the main benefits expected from the proposed change, as well as
the good experiences of other organisations that had already implement

’

such a change.’

Participant Y4 spoke about how employees usually worry about their jobs when
there is a change coming. He declared how the top management in his
organisation considered this point and communicated clearly with employees in
order to reassure them:

“Generally employees worry about the effect of the change on their
current positions, roles, or work load etc... so we tried to reassure our
employees by explaining to them clearly how it is going to affect them

and how things will be different from what they are doing now.”

The importance of reassuring employees about change is supported also by Kane
(2013), who argues that it is necessary for any organisation starting a change

project to reassure employees at all levels and show them that their organisation
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cares about them and about their workplace. What leads employees to be nervous
before and during organisational change is the uncertainty of the change itself.
This happens because of poor and unclear communication in the early stage of the
change process. That is why informing employees on how the change will affect

them and keeping the communication open always will reassure them more.

Theme 2: The impact of using ESN in pre-implementation

The second theme in this phase is the impact of using ESN during pre-
implementation. The participants from the top management level in organisations
X and Y declared some positive impacts of using ESN as an internal
communication channel to communicate change in this phase. Two sub-themes
were derived from the interview findings under this main theme, and these are

awareness of change and impression of change.

Most of the participants in this phase (77%) agreed about the positive impact this
communication tool provides in terms of increasing awareness among employees
of the change. For example, according to participant X3, the feedback they got
through Yammer from employees showed how they became more aware of the

change and the benefits behind it:

“For example, one of the employees asked before about why the
organisation needs this new program, and we explained to him why
through Yammer. After sometime, the same question was asked by
another employee, but this time we were surprised that three employees
from different departments replied to him and explained to him why we

need it.”
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In addition, participant Y4 spoke about how Yammer helped in improving the
awareness of employees, when the senior management in organisation Y used it to

communicate the change in the pre-implementation phase:

“Many employees who had some doubt about the change or
misunderstood it replied to us through Yammer, and we communicated
with them again to explain the whole picture to them, and this really
helped to increase their awareness and let them understand the idea

more.”

Also, participant Y1 talked about the awareness level they found within the
middle managers who had attended a workshop run by one of the directors
general. He spoke about the improvement of awareness levels among middle

managers as a reason for using Yammer to justify the change to them:

“According to the high participation and valuable comments that
middle managers raised in that workshop, we really felt that those
managers understood the idea and appreciated it. This awareness been

improved because of the early justification through Yammer.”

The researcher observed a live event related to the change project which happened
in organisation Y during the lunch break. All the staff engaged in that event were
aware of it because of Yammer. The details and the pictures about that event and
previous ones were available on Yammer. The previous opinions about the help of
ESN in improving awareness of change among employees is supported by Lee et
al. (2012), who argued that if ESN is used effectively as an internal
communication tool to justify organisational change it will increase the awareness
level of employees. Most employees misunderstand change because of poor
justification from management. When there is a clear explanation about change
and it is supported by an open two-way communication platform such as ESN,

which also enables transparent discussion, the awareness of employees becomes
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much better. With regards to the second sub-theme, which is the impression of
change, most of the participants (66%) argued that using ESN to communicate the
change in the pre-implementation phase helped to build a good impression of the
change. Participant X2 spoke about Yammer and how it helped them as senior
managers to build a good impression of the change from the early stage of the

project:

“Yammer helped us to build and draw a good picture of the change
from the beginning. We sold the benefits behind the change and how
our organisation is going to be after implementing it. We received much
positive feedback from employees regarding our messages, which gave
us a general positive impression on how our employees are looking to
the coming change, and this will guide us to put more effort into

building an optimistic impression.”

This opinion was supported by the participant Y3, who also mentioned how
Yammer made a positive impact on employees’ impressions of the change when
they communicated through it.

“We found many posts and discussions in Yammer that argued about
the main benefits behind the coming change, which actually helped us
to find some promoters who we used to support the efforts of building a
good impression of the change from the beginning and encourage

others to accept it.”

This impact is supported by the change communication literature of Stacy and
Kate (2008), who argue that effective communication before and during the
change between top management and employees will build a good impression of a
change. When employees feel positively towards a change and have the
impression that the change will be good for them and for the organisation, then

those employees will support the change.
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Theme 1: Communication through ESN in the pre-implementation phase

Sub-themes

No. of participants out of 9

% of
participants

Justifying the change 8 88%
Providing a rationale 7 7%
Reassuring employees 6 66%

Theme 2 : The impact of using ESN in the pre-implementation phase

Sub-themes

No. of participants out of 9

% of
participants

Increasing awareness

7%

Building good impressions

66%

Table 5.1 Summary of themes and sub-themes in the pre-implementation

5.5.2 Implementation phase

Theme 1: Communication through ESN during implementation

The first theme in this phase
implementation. The participants in this phase were middle level managers in

organisations X and Y who were responsible for implementing the change and

phase

is communication through ESN during
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communicating it to employees around their organisations. According to the
interview findings, three sub-themes were derived under this main theme, which

are reporting progress, gaining feedback, and reducing uncertainty.

In this phase, middle managers in both organisations used ESN to communicate
the change effectively with employees, and shared with them important things
about it in order to keep them updated and involved during the implementation of
the project. Most of the middle managers who participated in the interviews (78%)
argued that they reported the progress of implementing the change through
Yammer. For example, Participant X7 explained how they used Yammer to report

and update employees on the change project:

“Since Yammer is available with employees all the time, even on their
mobiles, we always updated them with the progress of the change
project by sending them some reports and figures related to what has
been done until now, and what will be the next steps, and also who is

going to be affected.”

In this regard, participant Y8 also mentioned how they depended on Yammer to

spread the progress of the change project and update all employees about it:

“In my opinion, updating employees about what’s happening during the
implementation of the change is considered a very important role for
us, in order to let them be aware and to engage them more with the
project. We let Yammer help us on this by using it to spread the
progress of the project regularly, and to update all employees easily at

any time.”

Also, during the implementation phase of the planned change, most of the middle
managers in both organisations X and Y who are responsible for implementing the

change (73%) used ESN to gain feedback from employees regarding the change.
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Middle managers found that employees have an open and transparent platform
through Yammer, where they can put their opinions or their feedback any time

they want and without any fears. This was clear in the statement of participant X6:

“Yammer as a semi-formal communication channel provides a good
space for employees to post and send their comments and feedback
about what’s going on during the implementation of the change without

. »
any fears and in a transparent way.

Such feedback is taken into consideration by the management of both
organisations, and some of the feedback was even raised to the top management
for them to take action. In addition to that, middle managers posted some
questions on Yammer to measure the extent to which employees were aware
about what was going on in this phase, at the same time gaining more feedback
from them to help improve the process of implementation. In this regard,

participant Y10 said:

“Yammer helped us to gain much feedback from employees while
implementing the change. For example, when we announced we would
be having some yoga sessions in our organisation, we received much

feedback and many different opinions to take into consideration.”

The importance of employee feedback during the implementation of change is
also supported by Cheney et al. (2004), who argue that gaining employee
feedback can positively manipulate and improve the change process. It supports

an organisation to discover some hidden issues and solve them directly.

With regards to the uncertainty which mostly appears during the implementation
of change, most of the implementers from the middle management level in both
organisations (69%) communicated clearly with employees through Yammer in

order to reduce misunderstanding and uncertainty. Participant X12 talked about
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how the implementers received through Yammer many questions and inquiries
during implementation, and they replied to them clearly in order to reduce

uncertainty:

“We received many inquiries from many employees through Yammer
during the implementation of the change, and some of them asked for
more clarification about what’s going on now and what is next. We
focused on reducing their uncertainty through Yammer by interacting
with them directly with clear communication and meaningful

information.”

Participant Y9 mentioned how Yammer helped them as implementers to reduce
uncertainty among employees during implementation. He spoke about sending
some pictures about activities related to the happiness project they had worked on,
and how those pictures helped in reducing misunderstanding among some

employees:

“Some of the employees did not understand some of the activities we
had launched as a part of implementing our happiness project, and they
started to become uncertain about them. We decided to send some
pictures about those activities through Yammer, and we succeeded in
reducing their uncertainty and encouraged them to participate in those

activities.”

Reducing uncertainty among employees through meaningful and effective
communication is supported in the literature by many scholars such as Jos (2012),
Kunanbayeva (2013) and Noora (2013), who argue that providing truthful and
meaningful information to employees during change helps to reduce their

uncertainty.
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Theme 2: The impact of using ESN in the implementation phase

The second theme in this phase is the impact of using ESN in the implementation
phase. The participants from the middle management levels in organisations X
and Y declared some positive impacts of using ESN as an internal communication
channel to communicate the change in this phase. Four sub-themes were derived
from the interview under this main theme, which are encouraging participation,

building trust, increasing engagement, and reducing resistance to change.

Most of the participants in this phase (82%) agreed about the positive impact this
communication tool provides in terms of encouraging the participation of
employees during the implementation of change. For example, according to
participant X11, several employees shared in Yammer some valuable information
they had already gained from different workshops with regards to the change
project, which helped encourage others to participate and collaborate with the
change:

“Many employees participated in the change by sharing their ideas,
comments and opinions through Yammer. For example, some of the
employees started to post photos and summaries of workshops put on by
the management regarding the asset management programme. This
encouraged more employees to participate and collaborate in all

)

change discussions and workshops.’

When the organisations implemented the change, Yammer also played an
important role as a communication channel that encouraged participation between
employees. This was clear in the statement of participant Y7, who argued that
employees became more interested in participating in change activities because of

Yammer:
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“We found that some employees who were not interested before in
knowing about activities related to the happiness project became later
more attracted to participate and collaborate. This happened after they
saw their colleague’s photos of those activities which were posted in

Yammer, and read their positive posts about them.”

Furthermore, according to the literature, ESN as a new internal communication
technology is perceived to be more participative than traditional methods of
communication (Denyer, Parry and Flowers, 2011). That is why it helps to
encourage participation and collaboration among employees within an
organisation. Employee participation and involvement in change implementation

is considered as important factor in facilitating change (Sims, 2002).

With regards to the second sub-theme, which is the trust between management
and employees, most of the participants (78%) from both organisations argued
that using ESN to communicate about the change in the implementation phase
helped to build a trust environment. Participant X12 spoke about how the type of
interaction which happened when communicating through Yammer during the

implementation phase helped in building such an environment:

“During the implementation of the change, we shared with all
employees some reports about what had been done until now, what
were the issues facing us, and what we are going to do later. This kind
of interaction actually helped in building trust, because employees start

)

to feel that that they are part of the change.’

In addition to that, participant Y9 also supported the previous opinion about how
Yammer really helped in building a trust environment. She mentioned that
Yammer is a transparent platform where all employees can post their inquiries,
guestions or comments, and the management can always reply to them to show

that they value their fears and their contributions:
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“Yammer is a good feedback place where everybody can communicate
and comment without any concern about formality. The transparent
interaction and the quick responses from the management to the
employees’ questions or comments in Yammer give the impression that
we as management value our employees, value their efforts, value their
contributions, and care about their fears. This logically builds a trust

environment which supports change initiatives.”

The role that communication plays in developing trust is supported by many
scholars in the literature, such as Ellwardt et al. (2012), Rockmann and Northcraft
(2008) and Thomas et al. (2009). They all argue that when management
communicates effectively with employees during the implementation of change,
the trust between them will increase, especially when it is two-way and open
communication. Moreover, ESN is dominated by multiple ways, networking and
relationships, rather than hierarchical communication, and this kind of sharing
information with others increases employees’ trust in management (Sultan, 2013).
Regarding the engagement of employees during the implementation phase of the
change, most of the participants from both organisations (73%) agreed on the
positive impact that ESN provides in terms of increasing the engagement of
employees. For example, according to participant X10, many employees felt more
motivated towards the change and worked really hard to finish their tasks
according to their roles. This been improved because of positive and clear
communication from the beginning through Yammer, and because of the good

impression they got regarding the change, again through Yammer:

“From what we saw and read through Yammer, we feel that many
employees became more motivated and desiring of the task at hand. Not
only that, they provided significantly more discretionary effort to

engage more in the change project.”

136



Chapter 5: Analysis, Findings and Discussion

In the same context, participant Y8 also talked about the good views and the
positive effort employees showed on Yammer during the implementation of the
change, and how this was reflected in encouraging other employees to engage
more in the change project:

“I can confirm that most of the employees showed optimistic effort and shared
good views through Yammer about the change happening, and this had

encouraged others to work and engage more in the change programme. ”

The literature on communicating change supports the fact of increasing employee
engagement through communication. For example, Robb (2009) argues that
organisations which communicate effectively with their employees are four times
more likely have high levels of employee engagement than those that
communicated less. Also, Baumruk et al. (2006) outline five steps to increasing
engagement, and the fifth step is communication, which includes frequent and
scheduled interaction and sharing of information, feedback and ideas. In addition
to that, the literature on ESN also supports the same point through a survey done
by McAfee in 2009, and another one done by Linjuan in 2013. Both surveys
showed that ESN improves communication across silos, and increases inclusion
and engagement among employees. Besides, Nazaraian (2012) argues that ESN
improves employee engagement because people now have a platform where they
can literally see their ideas and the ideas of others influencing decision-makers in

the organisation.

With regards to resistance to change, many participants (66%) argued that using
ESN to communicate about the change in the implementation phase helped to
reduce employees’ resistance to change. Participant X1 talked about how Yammer
helped in figuring out who was somehow resisting the change, or was planning to

do so, by showing some negative posts from different employees. These posts
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guided the management to know who was against the change, and this encouraged

them to communicate more with those employees to convince them positively:

“Through the open communication platform of Yammer we saw
different views immediately in one place from different levels of
employees, and we focused on negative views and posts, which led us to
those who may plan to resist the change. We replied positively to those
posts, we communicated with them more, and we succeed in reducing

’

their fears and their personal concerns through Yammer.’

Similar to this, top management in organisation Y also benefitted from Yammer
by finding out some negative promoters who seemed unhappy with the change

and might resist it more. This was clear in the statement of participant Y2:

“When we read employees’ posts in Yammer, we can easily know who
is happy with the idea of the change and who is not. It was important
for us to know at least those employees who were promoting negative
things about the change project. We used Yammer to communicate
directly with them and tackle their initial views, and convince them to

accept the change.”

Individuals are likely to form resistance to change based on particular facts,
beliefs or values (Harvey and Broyles, 2010). If leaders can figure out and
understand where the resistance is coming from through effective and open
communication, then it can help them reduce employee resistance (Kanter, 2012).
Although the literature on ESN did not mention that ESN can have an impact on

reducing resistance to change, this study proves it empirically.
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Theme 1: Communication through ESN in the implementation phase

Sub-themes Number of participants out of 23 % of participants
Reporting Progress 18 78%
Gaining Feedback 17 73%

Reducing Uncertainty 16 69%

Theme 2: Impact of using ESN in the implementation phase

Sub-themes Number of participants out of 23 % of participants
Encouraging Participation 19 82%
Building Trust 18 78%
Increasing Engagement 17 73%
Reducing Resistance to 17 73%
Change

Table 5.2 Summary of themes and sub-themes in the implementation phase

Reducing resistance to change through effective communication is supported in
the literature by John (2011), who argues that managing change successfully
requires reducing resistance to change through good and open communication.
Also, Yates (2006) argues that organisations with effective two-way

communication experience less resistance. On the other hand, Allen et al. (2007)
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argue that an organisation which use a one-way communication strategy faces
problems in reducing resistance to change. ESN as a two-way communication tool
and as a collaborative platform helps to enhance internal communication and so

reduce resistance to change.

5.5.3 Stabilisation phase

Theme 1: Communication through ESN during the stabilisation phase

The first theme in this phase is communication through ESN during the
stabilisation phase. The participants in this phase were top level managers who
were involved in making the decision to change and planning for it in
organisations X and Y. According to the interview findings, three sub-themes
were derived under this main theme, which are publicising success, spreading

results, and appreciating employees.

In this phase, top level managers in both organisations used ESN to communicate
about the stabilisation of the change with employees, shared with them the real
results of implementing it, and appreciated all employees who helped it to be
achieved. Most of the participants in this phase (77%) stated that they used ESN
to publicise the success of the change to all employees. They used ESN to spread
the good news about achieving the initial goals they wanted from the change

project.

“Once we finished implementing the change and employees started to
get used to it, we used Yammer in addition to email to inform everybody

about the success of implementing the change project.”

Employees in both organisations received from the top management and through

Yammer communication on the achievement of implementing the change. The
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importance of this step is supported in the literature by Klein (1996), who argues
that leaders or managers who are responsible for decision-making and the
planning of change must inform all employees at the end about the achievements
of the implementation stage. Employees will then be much happier about the
achievement, since the top management shared with them the actual success, and

they will become more engaged in other future change projects.

With regards to the second sub theme, spreading the results of change, most of the
participants (88%) said that they used ESN to communicate about the change in
the stabilisation phase by spreading to all employees the initial results they got
from the change. Participant X4 spoke about Yammer and how it helped them as
senior managers to send a survey to all employees asking about their opinions
after implementing the change, and to then share with them the initial results

through the same software:

“In my opinion, any change project needs a period of time to feel and
see its real results. In our organisation, after three months we decided
to evaluate the outputs and benefits we gained from the change by
distributing a survey to all employees through Yammer, to gather their
opinions about it. We sent to them later through Yammer the results we
got from the survey as well as the initial overall results we got from

1

implementing the change.’

The phase of stabilisation requires supporting the new ways of working, which
means an organisation first needs to celebrate the change, as Klein (1996) argues,
so that all employees get the feeling of success. According to this study, the
support which management got from employees during the change process was
mainly because of the open and effective two-way communication that ESN

provided, which facilitated the overall change project. Employees then became
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more satisfied, since the top management shared with them the actual outputs and

celebrated the success.

The last sub-theme in this phase, which many of the participants (77%) spoke
about, is appreciating employees. The top management in both organisations used
Yammer as an additional communication channel to send their appreciation and
thanks to all employees across the organisation. Participant X5 mentioned that
they used Yammer even after implementing the change to send their appreciation
and their thankful statements to all organisation members, for their great support

from the first day of implementing the change:

“We used Yammer at the end of the change project to spread our great
thanks and our boundless appreciation to all employees around the
organisation, for their help and support from the early stages of the

change process.”

Change programmes in any organisation, according to the literature, will not be
successful without employee engagement and support. That’s why employees
always play a critical role during the change process, and that’s why they need to
be motivated even at the end of the project (Jenaibi, 2010). This study supports
the literature in that view, by validating the need to communicate recognition and
appreciation to all employees after implementing change. It also validates the use
of ESN in spreading top management appreciation to everybody in the
organisation for their support and their effort during the implementation of

change.

Theme 2: The impact of using ESN in the stabilisation phase

The second theme in this phase was the impact of using ESN in the stabilisation
phase. The participants in this phase were top level managers who are responsible

for announcing and deciding on the end of the change project, and responsible for
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appreciating all employees for their support and effort. According to the interview
findings, one main sub-theme was derived under this main theme, which is
increasing satisfaction. Most of the participants in this phase (77%) agreed about
how the communication with employees in this phase through Yammer helped
make them more satisfied about the change being implemented. For example,
according to participant Y5, several employees posted many thankful messages in

Yammer, which clearly showed the level of satisfaction with the change project.

“When we posted the initial outcomes of implementing the change and
publicising the overall success, we received from employees many
grateful messages and much appreciation, because we shared with
them the outcomes and we involved them until the end, and that made

them more satisfied.”

The literature on communication during change supports this finding, especially
White et al. (2010), who argue that the use of a variety of two-way
communication channels can enhance employee satisfaction. Furthermore, one of
the goals of effective communication during change using ESN technology is
making employees more satisfied about a change (McKinsey 2009). This study
confirms the improvement of employee satisfaction through good and clear
communication in the stabilisation phase using ESN technology, and this
satisfaction facilitates the overall process of planned change.
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Theme 1: Communication through ESN in the stabilisation phase

Sub-themes Number of participants out of 9 % of participants
Publicising success 7 7%
Spreading results 8 88%
Appreciating employees 7 7%

Theme 2: Impact of ESN in the stabilisation phase

Sub-themes Number of participants out of 9 % of participants

Increasing satisfaction 7 7%

Table 5.3 Summary of themes and sub-themes in the stabilisation phase

5.6 Revised Conceptual Model

The elements proposed in the conceptual framework in Chapter 3 have been
empirically validated through case studies X and Y. The empirical data presented
played a vital role in investigating the real role that ESN can play when it is used to
communicate change. It also helped to validate the overall impact of this new
communication technology in facilitating change. Based on the findings of this study,
which will be discussed accordingly in the coming sections, some modifications have
been made to the conceptual model proposed in Chapter 3, especially with regards to

the impact of ESN in all of the phases of planned change.
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5.6.1 Communication through ESN in the pre-implementation phase and its

impact

Participants from both cases in this study consider ESN to be a new
communication technology that can improve overall communication during the
change process, and can facilitate planned change. As discussed in the previous
sections of this chapter, there are many shared outcomes that were stated by the
participants from both organisations when validating the framework of the study
empirically. For example, with regards to communication in the pre-
implementation phase of planned change, participants from both organisations
demonstrated the use of Yammer to justify the change, to provide a rationale, and
to reassure employees about the change. The participants believed that they drew
a clear picture of the change for all employees from an early stage through ESN
communication technology. They proved how ESN really gave them the space to
open for employees a kind of transparent interaction platform, on which
everybody in the organisation can raise his or her voice or can post any inquiries
without following the traditional command chain. It appears that those elements of
communication in the pre-implementation phase which the participants used are
the same as described in the original framework of Chapter 3. With regards to the
impact of communication through ESN in the pre-implementation phase,
according to those participants ESN in this phase has a very positive impact on
employees, such as increasing their awareness and building a good impression of
the change, which logically facilitates the change. This is because when
employees become more aware of a proposed change and have a good impression
of it, they become more engaged and work towards supporting it. That is why
participants mentioned the importance of enhancing internal communication
within the organisation by choosing the best communication tool, which can reach
everybody easily and provide them with a good space to participate in change

communication or discussion. The two impacts of using ESN in this phase which
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were proved by participants were increasing awareness and building good
impressions. In the original framework, the impact on awareness was there, but it
was not clear if it would increase or decrease when ESN is used to communicate
change. Furthermore, it was not clear that it would be a direct output from the pre-
implementation phase specifically, as it appears now after the empirical
validation. Also, the second impact of ESN in the same phase, which is about
building good impressions, was not available in the original framework, so this
element will be added in the revised framework under this phase, and this is

considered a contribution of this study.

Communication through ESN in the

Proposed Conceptual

Revised Conceptual

Reassuring employees

pre-implementation phase Model Model
e Justifying the change v v
e Providing a rationale v v
. v v

The impact of using ESN

Proposed Conceptual

Revised Conceptual

Model Model

e Increasing awareness v v
e Building a trust environment v x
e Increasing engagement v X
e Increasing satisfaction v X
e Encouraging participation v X
e Building a good impression X v

X X

¢ Reducing resistance to change

Table 5.4 Revised conceptual model for communication through ESN in the pre-

implementation phase

5.6.2 Communication through ESN in the implementation phase and its

impact

Furthermore, both cases demonstrated communication being done through ESN in

the implementation phase, which includes reporting on the progress of the change
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project, gaining feedback from many employees, and reducing all kinds of
uncertainty among employees. Most of the participants in this phase believed that
ESN as a collaboration platform really helped to spread continually exactly what
was happening while implementing the change, thus keeping all of the employees
updated all of the time. Also, many participants stated that the feature of two-way
and real-time communication which ESN technology provides helped
management to gain employee feedback and concerns about implementing the
change, which meant they could easily reply accordingly. According to these
findings, it is clear that the participants confirmed the elements of communication
through ESN in the implementation phase, which are the same as the ones

proposed in the original framework.

However, explaining the effect, which was in the conceptual model, has been
removed from the revised model, since it was not mentioned by any participants.
With regards to the impact of communication through ESN in the implementation
phase, and according to the participants from both organisations, the impact of
using ESN in this phase was clear. For example, it encourages the overall
participation and engagement of employees during a change project. In addition to
that, it reduces the level of resistance and builds a kind of trust environment
between management and employees, because of the two-way semi-formal feature
of ESN communication technology. These positive impacts played key roles in
facilitating change and making it happen. As can be seen from the interview
responses and the arguments in the literature, when resistance to change is high
among most of the employees in an organisation, then leaders will face difficulties
in implementing any change. In the same way, the level of trust between
management and employees should be good enough to push for and facilitate

change.
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According to the responses of the participants, it appears that some of the impacts
of using ESN to communicate change in this phase have been already proposed in
the conceptual model in Chapter 3, but not specifically in this phase. In this study,
and according to the responses of the participants, the positive impacts of ESN,
such as encouraging participation, building trust and increasing engagement, were
confirmed to be valuable impacts that can facilitate change, and therefore they
will be added to the revised model under the implementation phase. In addition to
that, the participants also confirmed reducing resistance to change as one new
impact of using ESN to communicate change in the implementation phase.

Consequently, reducing resistance to change has been added to the revised model.

Communication through ESN Proposed Conceptual | Revised Conceptual Model
in the implementation phase Model
e Reporting progress v v
e Explaining the effect v X
e Gaining feedback v v
e Reducing uncertainty v v
The impact of using ESN Proposed Conceptual | Revised Conceptual Model
Model
e Increasing awareness v x
e Building trust v v
e Increasing engagement v v
e Increasing satisfaction v X
e Encouraging v v
participation
e Building a good X X
impression
e Reducing resistance to X v
change

Table 5.5 Revised conceptual model for communication through ESN in the

implementation phase.
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5.6.3 Communication through ESN in the stabilisation phase and its impact

With regards to the final phase of the planned change process, many participants
from both organisations believed that employees in this phase should be
committed to the change and should get used to it, but the management should
encourage employees through good communication in this phase. Therefore,
based on the interview responses regarding the stabilisation phase, the top
managers used ESN to publicise the success of implementing the change, in
addition to sharing with employees the initial results they got from implementing
the change. Moreover, in the same phase the top managers from both
organisations sent their appreciation and their recognition to all employees for
their great support and their excessive effort during the implementation of the
change. As an impact of this, and according to most of the participants, employees
became more satisfied about the change when they received thankful messages
from the top management, and when the top management shared with them the
initial outputs of the change. Employees felt that they were still part of the change,
and the change could not be achieved without their support. This kind of feeling
and satisfaction, which came because of clear communication through ESN,

helped in facilitating the overall change initiatives.

With regards to the revised model, it appears from the findings of the empirical
study that communication in the stabilisation phase contains publicising success,
spreading results, and appreciating employees, which are similar to what was
proposed in the conceptual model in Chapter 3. Most of the participants confirmed
those elements, and therefore the revised model has covered them. In relation to
the impact of using ESN to communicate the change in the stabilisation phase,
participants in this study agreed that using this new communication tool in this

phase to communicate change increased the satisfaction with the change among
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employees. Although this impact was already mentioned in the conceptual model
in Chapter 3, it was not validated empirically and was not related to this specific
phase of the change process. This study, and the participants, confirmed the
impact of using ESN in this phase, and proved that the satisfaction of employees
had increased because of communication through ESN. Therefore, this impact has

been added to the revised model specifically under this phase.

Communication through ESN in the Proposed Conceptual Model Revised Conceptual
stabilisation phase Model
e Publicising success v v
e Spreading results v v
e Appreciating employees v v
The impact of using ESN Proposed Conceptual Model Revised Conceptual
Model
e Increasing awareness v X
e  Building a trust environment v X
e Increasing engagement v X
e Increasing satisfaction v v
e  Encouraging participation v X
e  Building a good impression X X
e Reducing resistance to change X X

Table 5.6 Revised conceptual model for communication through ESN in the stabilisation

phase
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Pre implementation

Implementation Stabilizing
Communication using Enterprise Sodal Networks (ESN)
P1 P2 P2

lustifyingthe change

Providing a rational

Reassuring employess

Reporting the progress

Gaining feedback

Reducing Uncertainty

Publicising the success

Spreading the results

Apprecistingemployees

The impact of using ESN to communicate the change in each phase

Increasing awarenass
(P4)

Building goodimpresion

(P5)

* Encouraging partidpation (P6)
¢  Building trust environment (P7)

* Increasing engagement (PS)

¢ Reducingresistanceto change [P9)

* |ncreasing satisfaction [P10)

P11

3

Facilitating organisational change

Figure 5.1 Revised conceptual model
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5.7 Chapter Summary

Content analysis was used to analyse the 32 interviews conducted in organisation
X in Oman and organisation Y in UAE, using Nvivo software to help organise the
themes and sub-themes. The participants involved in the interviews were coded as
X and Y according to their organisation. The analysis of the results has been
categorised into three phases, called the pre-implementation phase, the
implementation phase, and the stabilisation phase. Analysis revealed eight themes,
two to three from each phase. Each theme derived some sub-themes, which

reflected the impact of communication in each of those phases.

In this chapter, the elements proposed in the conceptual model presented in
Chapter 3 have been empirically validated through both case studies (X and Y).
The empirical results found in this study played a vital role in investigating the real
role that ESN can play when it is used to communicate change effectively. Also, this
helped to validate and confirm the overall impact of this new communication
technology in facilitating change, such as increasing awareness and engagement.
Also, the findings showed some new impacts, such as reducing resistance to
change and building a good impression, which can be considered as a contribution

to the original model, and these have been added to the revised model.

The next chapter will discuss the conclusions of this research, presenting the main
findings, the theoretical and practical contributions, and finally some
recommendations and future suggestions for leaders, change agents and

practitioners.
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Chapter 6: Conclusion

6.1 Introduction

The purpose of this research was to investigate the role of ESN in facilitating
organisational change. The study provides a communication model for leaders,
change agents and academics on how to communicate through ESN during
planned change. This chapter will conclude the study, and is a discussion on the
theoretical and practical contributions of the study, and its limitations. Also, the
researcher in this chapter will suggest and discuss some recommendations for
leaders, change agents and practitioners, with suggestions for future research in

the area of communicating change.

6.2 Research Overview

According to the literature on organisational change and communication during
change, as discussed in Chapter 2, it has been noticed that a focus on the contents
of communication, and the existence of a suitable tool that can be used to
communicate change, has been neglected. There is still a need for research that
aims to improve internal communication within organisations in order to facilitate
organisational change. Moreover, investigating the role of new communication
technology tools such as ESN that can be used to communicate planned change is

considered to be another gap which needs to be covered. Generally, there is a lack
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of studies associated with the communication needs in each phase of planned
change, which could facilitate the change. Consequently, this research addresses
the aspects above by focusing on investigating the impact of ESN as internal
communication technology in facilitating organisational change. Moreover, the
study provides a couple of recommendations in addition to a communication
change model for leaders, change agents and academics. Through revising the
current literature and earlier studies related to organisational change and
communication during the process of change, the objectives have been achieved.
The literature which was reviewed and the issues which have been raised helped
guide the researcher of this study to propose the conceptual model and conduct
interviews with two different organisations to help develop and validate the
model.

6.3 The Main Findings

The literature review showed that most of the available studies on organisational
change management focus on how to manage change projects successfully in general,
without examining what needs to be done in each stage of the change process,
particularly in terms of communication (Zareen, 2013). In addition to that, although
the change management literature commonly agrees that communication is essential to
the change process, and that poor communication is considered as one of the main
reasons behind many failures of change initiatives, there is still a dearth of empirical
studies that focus on improving communication before and during the process of
change (Lewis et al., 2013). Both case studies in this research confirmed the
applicability of the revised conceptual model for a better understanding of the
communication needs in each phase of planned change, and the positive impacts

behind the use of ESN in this communication to facilitate change.
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The findings of this study indicate a strong recommendation for using ESN to
communicate a change project, because of its features and its positive impacts,
which can help in to improve internal communication and so facilitate change.
This is supported in the literature on ESN by Thom et al. (2011) and Riemer &
Richter (2013), who argue that ESN can be beneficial in improving internal
communication during projects. Moreover, the findings in this study show that
participants recommend the continuous use of ESN as an additional
communication channel to communicate a change project, in particular in relation
to positive change. This is mainly because negative change naturally provides a
huge domain of resistance within employees, and the availability of an open
communication platform such as ESN, which can be used by negative promoters,
can enhance the resistance domain rather than reduce it. Therefore, participants in
this study did not recommend using ESN effectively in a negative change project,
because it can encourage employees to work against the change. The literature on
communicating organisational change and the literature on ESN did not cover
how effective internal communication can facilitate or hinder a negative change
project. However, the participants in this study indicated that effective
communication through ESN during a negative change project is not

recommended.

6.4 Implication and Contributions

The findings of this study have created a novel contribution to the subject of
communicating planned change, and have expanded the overall knowledge of it.
The theoretical and practical contributions provided by the novelty of this study

are explained in the next sections.
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6.4.1 Theoretical contributions

This research makes a number of theoretical contributions to the available
literature. First of all, the integrative conceptual model built in this study was
based on the theoretical model of communication needs during planned change,
proposed by Klein (1996), and this was linked to the literature on new
communication technology tools called ESN, which had not been done before.
Moreover, all of the communication which occurred between the management and
the employees through ESN in each phase of a planned change have been
empirically examined for the first time, in addition to the impacts of

communication through ESN.

In addition to that, the benefits of ESN presented in the literature in relation to
change communication have been confirmed, in addition to some new benefits as
shown in the revised model, all of which helped to facilitate organisational
change. The empirical findings have been presented, and the impacts of
communicating change through ESN are an increase in employee awareness,
engagement, participation, satisfaction and trust. In addition to that, ESN helps to
build a good impression of a change, and helps reduce resistance to change. All of
these positive impacts can facilitate change. This study has clarified how ESN as a
new communication tool can facilitate organisational change, through its effective
use to communicate change in the pre-implementation phase, the implementation

phase, and finally the stabilisation phase

6.4.2 Practical contributions

The main practical contribution of this study is the novel model that has been

built, which can be applied as a tool for leaders, managers and change agents who
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are responsible for communicating change to employees. The model addresses the
communication needs in each phase of a planned change, using ESN as an
alternative communication channel. As this model identifies several positive
impacts of using ESN to communicate change, it encourages the top management
in any organisation to use it effectively to facilitate positive change initiatives.
The model also improves the two-way transparent communication channel during
the process of change, as ESN provides an open interaction platform, on which it

IS not necessary to follow the hierarchy communication flow.

The novel model of this study expands the knowledge of using ESN in
organisational change projects to improve communication during the change, thus
facilitating the change. Therefore, both researchers and change management

practitioners can benefit from such a model.

6.5 Research Limitations

As with any other research, there are some limitations to this study. Firstly, this
research is based on only 32 participants, which is a suitable number for
qualitative studies, but should not be considered as final proof of the actual role of
ESN in facilitating organisational change. However, the findings can be
considered as a basis for future studies on communicating change through ESN.
Secondly, due to the qualitative narrative approaches that were used to analyse the
findings of this study, the possibility of bias can be considered as a limitation.
Therefore, the researcher put effort into interpreting the real meanings of the
participants’ interviews. Thirdly, usually a qualitative study depends on the
perceptions and views of the participants. Although the researcher of this study

encouraged the participants to contribute in more detail within the interviews,
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most of those participants answered the questions briefly. Therefore, the lack of

detail limited a full exploration and also the accuracy of the findings.

6.6 Recommendations for Future Research

The approved suitability regarding the use of ESN to communicate change
effectively thus facilitating change was built according to the findings from two
organisations in the GCC region. Although this study can be generalised within
the GCC region, it might not be suitable to use or generalise it for other regions.
Therefore, it will be worth in a future study improving the generalisation of the
study model to cover other regions. Cultural factors were not considered in this
study, since all GCC countries have almost the same culture. Extending the
applicability of using ESN in the change environment within a different cultural
context could be a worthwhile future study, which might add some further

contributions to the field and the literature on organisational change.

The reviewed model of this research improves communication during planned
change by providing positive impacts on employees when it is applied to
communicating positive change. As a suggestion for future researchers, it might
be useful for the revised model to be validated for negative change projects. Also,
future researchers might conduct a descriptive study with large samples of
participants, in order to understand the scope of the role that ESN can play to
facilitate change.

Since this study focused on the perspective of management regarding the role of
ESN in facilitating organisational change, it might be worth future researchers

investigating the same concept from point of view of lower level employees. As a

158



Chapter 6: Conclusion

final recommendation for future research, quantitative comparative research could
be conducted to compare organisations that have used ESN to communicate
change with those which have not used it. This kind of comparison could provide
more evidence on how effective or ineffective the real use of ESN is in a change

context.

159



References

References

Aaltonen, P. and lkavalko, H (2002). Implementing strategies successfully.
Integrated Manufacturing Systems. VVol.13, No.6, pp.415-418.

Aaron, S. and Nelson, K. (2008). The Eight Constants of Change: What Leaders
Need to Know to Drive Change and Win. Change Guides LLC.

Abraham, M., Crawford, J. and Fisher, T. (1999). Key factors predicting
effectiveness of cultural change and improved productivity in implementing total
quality management. International Journal of Quality & Reliability Management.
Vol. 16, No. 2

Agarwal, R., Gupta, A.K. and Kraut, R. (2008). Editorial Overview - The
Interplay Between Digital and Social Networks. Information Systems Research.
Vol.19, No.3, pp.243-252.

Agboola, A.A. and Salawu, R.O. (2011). Managing deviant behaviour and
resistance to change. International Journal of Business and Management. Vol. 6,
pp.235-242.

Agocs, C. (1997). Institutionalised resistance to organisational change: Denial,
inaction and repression. Journal of Business Ethics. Vol. 16, pp.917-931.

Alas, R. (2007). Reactions to Organisational Change from the Institutional
Perspective: The Case of Estonia. Problems and Perspectives in Management.
Vol. 5, pp.19-31.

Aldag, RJ., and Stearns, T.M. (1991). Management, 2" edn. Cincinnati, OH:
South-Western Publishing.

Alexander, J., Lindsay-Smith, S. and Joerin, C. (2009). On the Quest for World-
Class Internal Communication. Strategic Communication Management. Vol. 13,
No.4, pp.32-35.

Alizadeh, R., Peymani Zad, H., Moakher, E.P. and Soltani, M. (2013).
Relationship between Organisational Climate and Resistance to Change Process
of Physical Education Experts: Case Study. Journal of Basic and Applied
Scientific Research. Vol. 3, pp.265-269.

Allen, J., Jimmieson, N.L., Bordia, P. and Irmer, B.E. (2007). Uncertainty During

160



References

Organisational Change: Managing Perceptions through Communication. Journal
of
Change Management. VVol.7, No.2, pp.187-210.

Andersen, E. (2008). Rethinking Project Management. An Organisational
Perspective. Essex, UK: Pearson Education Limited.

Aoun, C. and Vatanasakdakul, S. (2012). Social Media in the Workplace: Key
Drivers for Inclusive Innovation. In Proceedings of the Americas Conference on
Information Systems (AMCIS). Paper 13, Seattle, USA.

Aral, S., Dellarocas, C. and Godes, D. (2013). Introduction to the Special Issue -
Social Media and Business Transformation: A Framework for Research.
Information Systems Research. VVol.24, No.1, pp.3-13.

Armenakis, A.A. and Harris, S.G. (2002). Crafting a change message to create
transformational readiness. Journal of Organisational Change Management.
Vol.7, No.1

Applebaum, S. H., Everard, A. and Hung, L. (1999). Strategic Downsizing.
Management Decision. VVol.37, pp.535-552.

Argenti, P.A. (1996). Corporate communication as a discipline: Toward a
definition. Management Communication Quarterly. VVol.10, pp.73-79.

Arnott, M. (1987). Effective Employee Communication. In: Hart, N. (ed.)
Effective Corporate Relations. London: McGraw-Hill.

Ashforth, B. E. and Humphrey, R. H. (1995). Emotions in the Workplace: A
Reappraisal. Human Relations. VVol.48, pp. 97-126.

Attaran, M. (2004).Exploring the relationship between information technology
and business process reengineering. Information & Management. Vol.41, No.5,
pp.585-596.

Aubert, B. and Kelsey, B. (2003). Further Understanding of Trust and
Performance in Virtual Teams, Small Group Research, VVol.34, No.5, pp.575-618.

Axley, S.R. (2000). Communicating change: questions to consider. Industrial
Management. VVol.42, No.4, pp.18.

Axelrod, R.H. (2000). Terms of Engagement: changing the way we change
organisations. San Fransisco. Berret-Kochler.

161



References

Ba, S. and Wang, L. (2013) Digital health communities: the effect of their
motivation mechanisms. Decis Support Syst. VVol.55, No.4, pp.941-947

Bharadwaj, A., El Sawy, O.A., Pavlou, P.A. and Venkatraman, V. (2013). Visions
and Voices on Emerging Challenges in Digital Business Strategy. MIS quarterly,
Vol.37, No. 2, pp.633-661.

Baker, S.L. (1987). Managing Resistance to Change. Library Trends, Vol. 38,
pp.53-61. University of Illinois.

Balogun, J. and Hope Hailey, V. (2003).Exploring strategic change, FT/Prentice
Hall, London.

Baumruk, R., Gorman, B. and Gorman, R.E. (2006). Why Managers Are Crucial
to Increasing Engagement. Strategic HR Review, Vol. 5, No. 2, pp.24-27.

Barrett, D. (2002). Change Communication: Using Strategic Employee
Communication to Facilitate Major Change. Corporate Communications: An
International Journal, VVol.7, No.4, pp.219-231.

Barrier, M. (1998). Managing Workers in Times of Change. Nation’s Business,
No0.86, p21.

Barnett, W.P. and Carroll, G.R. (1995). Modeling internal organisational change.
Annual Review of Sociology, Vol.21, pp.217-236.

Bates, B., Botha, M., Botha, S., Goodman, S., Ladzani, W., Vries, C. et al.,
(2005). Business Management. Fresh Perspectives. Cape Town, South Africa:
Maskew Miller Longman (Pty) Ltd.

Baxter, G. and Connolly, T. (2014). Implementing Web 2.0 tools in organisations:
feasibility of a systematic approach. The Learning Organisation, Vol.21, No.1,
pp.6-25.

Beckhard, R., and Harris, R. (1987). Organisational transitions: Managing
complex change. Reading, MA: Addison-Wesley Publishing Company.

Beer, M., and Nohria, N. (2000). Cracking the code of change. Harvard Business
Review, Vol.78, pp.133-141.

Beer, M., Eisenstat, R.A. and Spector, B. (1990). Why Change Programs Don’t
Produce Change. Harvard Business Review, VVol.68, No.6, pp.158-166.

162



References

Benton, J.M., Cantrell, S., and Vey, M.A. (2004). Making the right investments in
people. Outlook, Vol.3, pp.64-73.

Bennebroek Gravenhorst, K. M., Werkman, R. A. and Boonstra, J. J. (2003). The
Change Capacity of Organisations: General Assessment and Five Configurations.
Applied Psychology: An International Review, Vol. 52, pp.83-105.

Bennebroek Gravenhorst, K.M., Elving, K. and Werkman, R. (2006). Test and
application of the communication and organisational change questionnaire. Paper
presented at the annual meeting of the International Communication Association,
Dresden, Germany, pp.1-31.

Bharadwaj, A., El Sawy, O.A., Pavlou, P.A. and Venkatraman, V. (2013). Visions
and Voices on Emerging Challenges in Digital Business Strategy. MIS quarterly,
Vol.37, No.2, pp.633-661.

Bisel, R. S. and Barge, J. K. (2011). Discursive positioning and planned change in
organisations. Human Relations, Vol. 64, pp.257-283.

Blundel, R. (2004). Effective Organisational Communication. Perspectives,
Principles and Practices (2nd edn). London: Prentice Hall.

Blundel, R. and Ippolito, K. (2008). Effective Organisational Communication.
Perspectives, Principles and Practices (3rd edn). London: Prentice-Hall.

Bond, R. (2010). Virtual worlds, social networks, and business. Intermedia, Vol.
38, No.1, pp.34-37.

Boohene, R. and Williams, A.A. (2012). Resistance to organisational change: A
case study of OtiYeboah Complex Limited. International Business and
Management, Vol. 4, pp.135-145.

Bordia, P., Hobman, E., Jones, E., Gallois, C. and Callan, V.J. (2004). Uncertainty
during organisational change: Types, consequences, and management strategies.
Journal of Business and Psychology, Vol.18, No.4, pp.507-532.

Bordia, P., Jones, E., Gallois, C., Callan, V. and DiFonzo, N. (2006). Management
Are Aliens! Rumors and Stress during Organisational Change. Group &
Organisation Management, VVol.31, No.5, pp.601-621.

Bottazzo, V. (2005). Intranet: A Medium of Internal Communication and
Training. Information Services and Use, Vol.25, No.2, pp.77-85.

163



References

Bourne, M. and Bourne, P. (2002). Change management in a week. London:
Hodder & Stoughton.

Bovée, C.L. and Thill, J.V. (2000). Business Communication Today, 6th edn.
Prentice-Hall, Upper Saddle River.

Bovey, W.H. and Hede, A. (2001). Resistance to organisational change: the role
of defence mechanisms. .Journal of Managerial Psychology, Vol.16, pp.534-548.

Boyle, D. (2007). Managing Change, Select Knowledge Limited.

Boyd, D. M. and Ellison, N. B. (2007). Social network sites: Definition, history,
and scholarship. Journal of Computer-Mediated Communication.VVol.13, pp.210-
230.

Bregman, P. (2009). How to Counter Resistance to Change. Harvard Business
Review. http://blogs.hbr.org/2009/04/how-to-counter-resistance-to-c/  Accessed
on: 12-06-2014.

Bridge, C. (2012). The business case for employee engagement and
communication. http://bridgecnslt.com/documents/Business Case Bridge.pdf
Accessed on: 20-8-2014.

Brown, M. and Cregan, M. (2008). Organisational change cynicism: The role of
employee involvement. Human Resource Management, VVol.47, pp.667—686.

Buckingham, M. and Coffman, C. (1999). First, break all the rules: What the
world’s greatest managers do differently. Simon & Schuster, New York, NY.

Bull, M. and Brown, T. (2012). Change Communication: The impact on
satisfaction with alternative workplace strategies. Facilities. Vol.30, No.3/4,
pp.135-151

Burke, W.W. (2011). A perspective on the field of organisation development and
change: the Zeigarnik effect. The Journal of Applied Behavioral Science, Vol.47,
pp.143-167.

Burke, W. W. (2008). Organisation change: Theory and practice. London: Sage
Publications.

164


http://blogs.hbr.org/2009/04/how-to-counter-resistance-to-c/
http://bridgecnslt.com/documents/Business_Case_Bridge.pdf

References

Brunninge, O. (2009). Using History in Organisations: How Managers Make
Purposeful Reference to History in Strategy Processes. Journal of Organizational
Change Management, VVol.22, pp.8-26.

Burnes, B. (2005). Complexity theories and organisational change. International
Journal of Management Reviews, Vol.7, pp.73-90.

Bryman, A. and Bell, E. (2007). Business Research Methods, USA: Oxford
University Press.

Cameron, E. and Green, M. (2013). Making Sense of Change Management. A
complete guide to the models, tools & techniques of organisational change.
London, UK: Kogan Page Limited.

Cantrell, S. and Benton, J.M. (2005). Harnessing the power of an engaged
workforce. Outlook, VVol.1, pp.55-65.

Cao, J., Gao, H., Erran Li, L. and Friedman, B. (2013). Enterprise Social Network
Analysis and Modeling: A Tale of Two Graphs. Proceedings IEEE INFOCOM.

Carleton, J. R. and Lineberry, C. S. (2004). Achieving post-merger success. San
Francisco, CA: John Wiley & Sons.

Carlisle, K. E. and Murphy, S. E. (1996). Practical motivation handbook.
Hoboken, NJ: Wiley.

Carnall, C. (1997). Strategic change, Butterworth, Oxford.

Carr, A. (2001). Understanding emotion and emotionality in a process of change.
Journal of Organisational Change Management, VVol. 14, pp.421-434.

Carter, E. (2008). Successful change requires more than change management. The
Journal for Quality and Participation, VVol.31, pp.20-23.

Cavana, R., Delahye, B.L. and Sekaran, U. (2001). Applied Business Research:
Quialitative and Quantitative Methods. Wiley, Milton, Australia.

Chawla, A. and Kelloway, E. K. (2004). Predicting openness and commitment to
change. The Leadership and Organisational Development Journal. Vol.25,
pp.485-498.

Chen, J., Silverthorne, C. and Hung, J. (2006). Organisational Communication,
Job Stress, Organisational Commitment, and Job Performance of Accounting

165



References

Professionals in Taiwan and America. Leadership & Organisation Development
Journal, Vol.27, No.4, pp.242-249.

Cheney, G., Christensen, L.T., Zorn Jr, T.E. and Ganesh, S. (2004).
Organisational Communication in an Age of Globalization: Issues, Reflections,
Practices. Waveland, Long Grove, Illinois.

Chia, J. (2005) Measuring the immeasurable.

http://www.prismjournal.org/fileadmin/praxis/files/journal files/evaulation issue/chia

article.pdf. Accessed on: 20-01-2015.

Chirico, F. and Salvato, C. (2008). Knowledge integration and dynamic
organisational adaptation in family firms. Family Business Review, Vol. 21,
pp.169-81.

Chonko, L.B. (2004). Organisational readiness for change, individual fear of
change, and sales manager performance: an empirical investigation, Journal of
Personal Selling and Sales Management, Vol. 24, No. 1, pp.7-17.

Christensen, M. (2014). Communication as a Strategic Tool in Change Processes,
International Journal of Business Communication, VVol.51, No. 4, pp.359 — 385.

Cinite, 1., Duxbury, L.E. and Higgins, C. (2009). Measurement of perceived
organisational readiness for change in the public sector. British Journal of
Management, VVol.20, pp. 265-277.

Clampitt, P.G. and DeKoch, R.J. (2001).Embracing Uncertainty. The Essence of
Leadership. London: M.E. Sharpe.

Clampitt, P.G., Berk, L.R. and Williams, M.L. (2002). Leaders as Strategic
Communicators. Ivey Business Journal, Vol. 66, No.5, pp.50-55.

Clampitt, P.G. (2010). Communicating for Managerial Effectiveness: Problems,
Strategies and Solutions, 4th (ed). London: Sage.

Clampitt, P.G. and DeKoch, R.J. (2011). Transforming Leaders into Progress
Makers. Leadership for the 21st Century. London: Sage.

Coch, L. and French Jr, J. R. P. (1948). Overcoming Resistance to Change.
Human Relations, Vol.1, pp.512-532.

166


http://www.prismjournal.org/fileadmin/praxis/files/journal_files/evaulation_issue/chia_article.pdf
http://www.prismjournal.org/fileadmin/praxis/files/journal_files/evaulation_issue/chia_article.pdf

References

Coetzee, C.J.H. and Stanz, K.J. (2007). Barriers-to-change in a governmental
service delivery type organisation. Journal of Industrial Psychology, Vol. 33,
pp.76-82.

Cohen, M. B. (1994). Overcoming Obstacles to Forming Empowerment Groups.
Social Work, Vol.39, pp.742-749.

Cohrs, J.C., Abele, A.E. and Dette, D.E. (2006). Integrating situational and
dispositional determinants of job satisfaction: findings from three samples of
professionals. Journal of Psychology, Vol. 140, No.4, pp.363-395.

Connor, D.R. (1993). Managing at the Speed of Change: How Resilient Managers
Succeed and Prosper Where Others Fail. New York: Villard Books.

Cook, N. (2008). Enterprise 2.0 — How Social Software Will Change the Future of
Work. Gower Publishing Limited, pp.43-82.

Cornelissen, J. (2008). Corporate communication. A guide to theory and practice,
2nd Edn, SAGE Publications Ltd.

Coulson-Thomas, C. (1997). Strategic vision or strategic con? Rhetoric or reality.
Carnall, C.A. (Ed.).

Courpasson, D. and Clegg, S. (2012). The Polyarchic Bureaucracy: Cooperative
Resistance in the Workplace and the Construction of a New Political Structure of
Organisations. Research in the Sociology of Organisations, VVol.34, pp.55-79.

Cross, J. (2011). Working smarter in the enterprise (Web log post).
http://www.jaycross.com/wp/2011/05/working-smarter-intheenterprise-2/
Accessed on: 24-11-2014.

Cummings, J.N. and Kiesler, S. (2005). Collaborative Research across
Disciplinary and Organisational Boundaries, Social Studies of Science, Vol.35,
No.5, pp.703-722.

Cummings, T. and Worley, C. (2009). Organisational Development and Change.
Canada: South-Western Cengage Learning.

Cutlip, S.M., Center, A.H. and Broom, G.M. (2006). Effective public relations.
9th edn, Prentice Hall, London,

Daft, R. and Marcic, D. (2008).Understanding Management. 6th edn. Cengage
Learning.

167


http://www.jaycross.com/wp/2011/05/working-smarter-intheenterprise-2/

References

David, F.R. (2006). Strategic Management: Concepts and Cases. 11th edn. Upper
Saddle River, NJ: Prentice-Hall.

David, K., Doug, P., Anh, N.P. and Robert, B. (2013). Social Business: Shifting
out of First Gear. Mit Sloan Management Review, Cambridge, Ma, USA.

De Jager, P. (2001). Resistance to Change: New View of an Old Problem. The
Futurist, Vol.35, pp.24-27.

De Vries, R.E., Bakker-Pieper, A. and Oostenveld, W. (2010). Leadership =
Communication? The relations of leaders’ communication styles with leadership
styles, knowledge sharing and leadership outcomes. Journal of Business
Psychology, Vol.25, pp.367-380.

Deloitte (2013). Technology, Media & Telecommunications Predictions.
http://www.deloitte.com/assets/DcomBruneiDarussalam/Local%20Assets/Docum
ents/TMT%20Predictions%202013.pdf. Accessed on: 7-Oct-2014

Dent, E. B. and Goldberg, S. G. (1999). Challenging resistance to change. Journal
of Applied Behavioral Science, Vol.35, pp.25-41.

Denning, S. (2005). Transformational Innovation. Strategy & Leadership, Vol.33,
pp.11-16.

Denstadli, J.M., Julsrud, T.E. and Hjorthol, R.J. (2012). Videoconferencing as a
Mode of Communication: A Comparative Study of the Use of Videoconferencing
and Face-to-Face Meetings. Journal of Business and Technical Communication,
Vol.26, No.1, pp.65-91.

Denyer, D., Parry, E. and Flowers, P. (2011). Social, Open and Participative?
Exploring Personal Experiences and Organisational Effects of Enterprise 2.0 Use.
Elsevier Ltd, pp.375-396.

Derya, Y. and Gokhan, K. (2013). Resistance to change and ways of reducing
resistance in educational organisations. European Journal of Research on
Education, Vol.1, pp.14-21.

DeVito, J. (2001). The Interpersonal Communication. New York: Longman.

168



References

DeWwitt, R. (2004). Managing change is managing  people.
http://www.cioupdate.com/insights/article.php/3348041/Managing-Change-Is-
Managing-People.htm. Accessed on: 13-11-2014.

DiFonzo, N. and P. Bordia. (1998). A tale of two corporations: managing
uncertainty during organisational change. Human Resource Management, Vol. 37,
pp.295-304.

DiMicco, J. M., Millen, D. R., Geyer, W., Dugan, C., Brownholtz, B. and Muller,
M. (2008).Motivations for Social Networking at Work. Proceedings of the 11th
Conference on Computer Supported Cooperative Work, San Diego.

DiMuicco, J. M., Geyer, W., Millen, D. R., Dugan, C. and Brownholtz, B. (2009).
People Sense Making and Relationship Building on an Enterprise Social Network
Site. Proceedings of the 42nd Hawaii International Conference on System
Sciences.

Dirks, K.T. and Ferrin, D.L. (2002). Trust in Leadership: Meta-Analytic Findings
and Implications for Research and Practice. Journal of Applied Psychology, Vol.
87, No.4, pp.611-628.

Dolphin, R.R. (2005). Internal communications: today’s strategic imperative.
Journal of Marketing Communications, Vol. 11, No. 3, pp.171-190.

Doyle, M., Claydon, T. and Buchanan, D. (2000). Mixed results, lousy process:
the management experience of organisational change. British Journal of
Management, Vol.11, pp.59-80.

Drakos, N., Mann, J. and Gotta, M. (2013). Magic Quadrant for Social Software
in theWorkplace.

http://www.gartner.com/technology/reprints.do?id=11JL TT2P&ct=130910&st=sb
Accessed on: 14-02-2015.

Dubrin, A. J. and Ireland, R. D. (1993). Management and organisation. 2nd edn.
Cincinnati, OH: South-Western Publishing.

Edmonds, J. (2011). Managing successful change. Industrial and Commercial
Training, Vol. 43, No. 6, pp.349-353.

Elving, W.J. (2005). The Role of Communication in Organisational Change.
Corporate Communications: an International Journal. Vol. 10, pp.129-138.

169


http://www.cioupdate.com/insights/article.php/3348041/Managing-Change-Is-Managing-People.htm
http://www.cioupdate.com/insights/article.php/3348041/Managing-Change-Is-Managing-People.htm
http://www.gartner.com/technology/reprints.do?id=11JLTT2P&ct=130910&st=sb

References

Ellwardt, L., Wittek, R. and Wielers, R. (2012). Talking about the Boss: Effects
of Generalized and Interpersonal Trust on Workplace Gossip. Group &
Organisation Management, VVol.37, No.4, pp.521-549.

Epstein, M. J. (2004). The drivers of success in post-merger integration.
Organisational Dynamics, Vol. 33, pp.174-189.

Erickson, P.W. (1992). Planned communication about information as a
competitive tool. Malmo: Liber-Hermods.

Eriksson, B. (2004). The effects of change programs on employees’ emotions.
Personnel Review, Vol. 33, pp.110-126.

Erkama, N. (2010). Power and resistance in a multinational organisation:
discursive struggles over organisational restructuring. Scandinavian Journal of
Management, Vol. 26, pp.151-165.

Erwin, D.G. and Garman, A.N. (2010). Resistance to organisational change:
linking research and practice. Leadership &Organisation Development Journal,
Vol.31, pp.39-56.

Ezzamel, A., Willmott, H. and Worthington, F. (2001). Power, control and
resistance in the factory that time forgot. Journal of Management Studies, Vol.38,
pp.1053-1079.

Fernandez, S. and Rainey, H.G. (2006). Managing Successful Organisational
Change in the Public Sector. Public Administration Review. VVol. 66, pp.168-176.

Fiedler, S. (2010). Managing resistance in an organisational transformation: A
case study from a mobile operator company. International Journal of Project
Management, VVol.28, pp.370-383.

Fisher, D. (1993).Communication in Organisations. New York: West Publishing
Company.

Flanagin, A.J., Pearce, K. and Bondad-Brown, B.A. (2009). The Destructive
Potential of Electronic Communication Technologies in Organisations. In Lutgen-
Sandvik, P. and Sypher, B.D. (eds) Destructive Organisational Communication.
Processes, Consequences and Constructive Ways of Organizing (pp. 229-251),
London: Routledge.

Ford, J.D. and Ford, L.W. (2009). Decoding resistance to change. Harvard
Business Review, Vol.87, pp.99-103.

170



References

Ford, J.D. and Ford, L.W. (2010). Stop blaming resistance to change and start
using it. Organisational Dynamics, VVol.39, pp.24-36.

Frahm, J. and Brown, K. (2005). First steps: Linking change communication to
change receptivity. Journal of Organisational Change Management, Vol. 20,
No.3, pp.370-387.

Frank, A. and Brownell, J. (1989).Organisational communication and behaviour:
Communicating to improve performance. Orlando, FL: Holt, Rinehart and
Winston.

Freddy, C. and Mbohwa C. (2013). Ways to overcome employee resistance in
change initiatives. International Conference on Law, Entrepreneurship and
Industrial Engineering. South Africa.

Furnari, F. (2010). Social Media and Enterprise 2.0. In Ruck, K. (edn) Exploring
Internal Communication (pp. 123-137), Essex: Pearson Education

Furst, S. A. and Cable, D. M. (2008). Reducing employee resistance to
organisational change: managerial influence tactics and leader-member exchange.
Journal of Applied Psychology, VVol.93, pp.453-462.

Gagen MacDonald and APCO (2012). Internal social media: A business driver.
http://www.gagenmacdonald.com/downloads/ISM_infographic_r2.pdf.
Accessed on: 12-12-2014

Garcia-Morales, V.J., Matias-Reche, F. and Verdd-Jover, A. (2011). Influence of
internal communication on technological proactivity, organisational learning, and
organisational innovation in the pharmaceutical sector. Journal of
Communication, VVol.61, No.1, pp.150-177.

Gardner, B. (2013). Making sense of Enterprise 2.0. The journal of information
and knowledge management systems, VVol.43, No.2, pp.149-160.

Giangreco, A. and Peccei R. (2005). The nature and antecedents of middle
manager resistance to change: evidence from an Italian context. International
journal of Human Resource Management, VVol.16, pp.1812-1829.

Gill, R. (2003). Change Management or Change Leadership. Journal of Change
Management, Vol. 3, pp.307-321.

171



References

Gilley, A., Gilley, JW. and McMillan, H.S. (2009). Organisational Change:
Motivation, Communication, and Leadership Effectiveness. Performance
Improvement Quarterly, VVol.21, pp.75-94.

Gilley, A., Godek, M. and Gilley, J. (2009). The university immune system:
Overcoming resistance to change. Contemporary Issues in Education Research,
Vol. 2, pp.1-6.

Gold, Raymond L. (1958). Roles in sociological field observations, Social Forces,
Vol. 36, pp.217-223.

Goodman, J. and Truss, C. (2004). The medium and the message: communicating
effectively during a major change initiative. Journal of Change Management,
Vol.4, No.3, pp.217-228.

Green, J. and Thorogood, N. (2008). Qualitative methods for health research.
London: Sage.

Greenberg, J. and Baron, R.A. (2002). Behaviour in Organisations, Prentice Hall,
New Jersey.

Greenberg, J. and Baron, R.A., (2007). Behaviour in Organisations. 9th edn.
Prentice Hall, New Jersey.

Grensing, P. (2000). Talk to Me. Human Resource Magazine, Vol.45, pp.66-74.
Griffin, R. W. (1993). Management. 4th edn. Boston: Houghton Mifflin.
Griffin, R.W. (2007). Fundamentals of Management. 5th edn. Cengage Learning.

Grosser, T.J., Lopez-Kidwell, V., Labianca, G. and Ellwardt, L. (2012). Hearing it
Through the Grapevine: Positive and Negative Workplace Gossip. Organisational
Dynamics, Vol.41, No.1, pp.52-61.

Groysberg, B. and Slind, M. (2012). Leadership is a conversation: How to
improve employee engagement and alignment in today’s flatter, more networked
organisations. Harvard Business Review, pp.76-84.

Gu, B. and Jarvenpaa, S. (2003). Online Discussion Boards for Technical Support:
The Effect of Token Recognition on Customer Contributions. In Proceedings of
the International Conference on Information Systems (ICIS). Paper 10,
Washington, USA.

172



References

Habeck, M.M., Kroger, F. and Tram, M.R. (2000). After the Merger: Seven Rules
for Successful Post-Merger Integration. Harlow, UK: Financial Times/Prentice-
Hall.

Haberman, M. (2010). Resistance to change: Does it doom us to failure?
Available at: http://omegahrsolutions.com/2010/01/resistance-to-change-does-it-
doom-us-to-failure.html

Harcourt, J., Richerson, V. and Wattier, M. J. (1991). A National Study of Middle
Managers Assessment of Organisation Communication Quality. Journal of
Business Communication, VVol.28, No.4, pp.348-365.

Hargie, O. (2006). Training in Communication Skills: Research, Theory and
Practice. In Hargie, O. The Handbook of Communication Skills. 3rd edn, London:
Routledge.

Hargie, O. and Tourish, D. (2009). Auditing Organisational Communication. A
Handbook of Research, Theory and Practice (eds). London: Routledge.

Hargie, O. (2011). Skilled Interpersonal Communication. Research, Theory and
Practice. 5th edn, London: Routledge.

Harkness, J., in Theaker, A. (2004). The Public Relations Handbook. Routledge.

Harrington, H. (2006). Change Management Excellence: The Art of Excelling in
Change Management. Book 3 of 5-part series. Chico, California.

Hartel, C.EJ. and Fujimoto, Y. (2014). Human Resource
Management. 3rd ed. Frenchs, NSW Australia: Pearson Education.

Haveman, H.A. (1993). Organisational Size and Change: Diversification in the
Savings and Loan Industry after Deregulation. Administrative Science Quarterly,
Vol. 38, pp.20-50.

Hayase, L.K.T. (2009). Internal communication in organizations and employee
engagement. UNLV Theses.

Hayes, J. (2014). The Theory and Practice of Change Management. 4th edn,
Palgrave Macmillan.

Heath, R.L. and Bryant, J. (2000). Human Communication Theory and Research,
Concepts, Contexts, and Challenges. 2nd edn, London: Lawrence Erlbaum
Associates.

173


http://omegahrsolutions.com/2010/01/resistance-to-change-does-it-doom-us-to-failure.html
http://omegahrsolutions.com/2010/01/resistance-to-change-does-it-doom-us-to-failure.html

References

Hebda, J. M., Vojak, B. A., Griffin, A. and Price, R. L. (2007). Motivating
Technical Visionaries in Large American Companies. IEEE Transactions on
Engineering Management. Vol. 54, pp.433-444.

Heller, F., Drenth, P., Koopman, P. and Rus, V. (1988). Decision in
organisations: A three country comparative study. London: Sage.

Hendrickson, S. and Gray, E.J. (2012). Legitimizing resistance to organisational
change: A social work social justice perspective. International Journal of
Humanities and Social Science. Vol. 2, pp.50-59.

Herscovitch, L. and Meyer J.P. (2002). Commitment to organisational change:
Extension of a three-component model. Journal of Applied Psychology. Vol. 87,
pp.474-487.

Herzog, C., Richter, A., Steinhuser, M., Hoppe, U. and Koch, M. (2013). Methods
and Metrics For Measuring The Success Of Enterprise Social Software - What We
Can Learn From Practice And Vice Versa. In Proceedings of the Twenty-first
European Conference on Information Systems (ECIS), Utrecht, Netherlands.

Hickins, M. (1998). Running the Change Gauntlet. Management Review. Vol. 87,
pp.7.

Hodges, J. and Gill, R. (2015). Sustaining Change in Organisations. SAGE
Publications Ltd.

Holt, D. T., Armenakis, A. A., Feild, H. S. and Harris, S. G., (2007). Readiness
for organisational change: The systematic development of a scale. The Journal of
Applied Behavioural Science. Vol. 43, pp.232-255.

Holtz, S. (2003). Corporate Conversations: A Guide to Crafting Effective and
Appropriate Internal Communications. Saranac Lake, NY, USA: AMACOM.

Holtz, S. (2004). Corporate Conversations. A Guide to Crafting Effective and
Appropriate Internal Communications. New York, New York: AMACOM.
American Management Association.

Holtz, S. (2005).The Impact of New Technologies on Internal Communication.
Strategic Communication Management, VVol.10, No.1, pp.22-25.

Holtzblatt, L.J., Damianos, L.E. and Weiss, D. (2010). Factors Impeding Wiki
Use in the Enterprise. In CHI '10 Extended Abstracts on Human Factors in
Computing Systems, Atlanta, GA.

174



References

Hon, A.H.Y., Bloom, M. and Crant, J.M. (2014). Overcoming Resistance to
Change and Enhancing Creative Performance. Journal of Management, Vol. 40,
pp. 919-941.

Hoover, G. (2005). Maintaining employee engagement when communicating
difficult issues. Communication World- San Francisco, Vol. 22, No. 6, pp.25.

Huddle (2013). Communication & Collaboration in the Enterprise 2.0 World.
http://www.huddle.com/files/white-papers/Huddle white paper

Collaboration - Communication and collaboration.pdf. Accessed on: 26-02-
2014.

Hultman, K.E. (1995). Scaling the wall of resistance. Training and Development,
Vol. 49, pp.15-18.

Hultman, K.E. (2003). Resistance to change, managing. Encyclopedia of
Information Systems. Vol. 3, pp.693-705.

Hume, J. (2010). Internal Communication Toolkit.
http://www.docstoc.com/docs/33374563/Internal-Communication-Toolkit
Accessed on: 21-01-2015

Husain, Z. (2013). Effective communication brings successful organisational
change. The Business & Management Review. VVol.3, No. 2, p.43.

Hussey, J. and Hussey, R. (1997). Business Research: A practical guide for
undergraduate and postgraduate students. Palgrave, New York.

Huy, Q. N. (2001). Time, temporal capability and planned change. Academy of
Management Review. Vol. 26, pp.601-623.

Hyo-Sook, K. (2003). Internal communication as antecedents of employee
organization relationship in the context of organizational justice: A multilevel
analysis. Asian Journal of Communication. Available at:
http://www.amic.org.sg/ajvc13n2.html.

Ip, R.K.F. and Wagner, C. (2008). Weblogging: A Study of Social Computing
and Its Impact on Organisations. Decision Support Systems. Vol.45, No.2,
pp.242-250.

175


http://www.huddle.com/files/white-papers/Huddle_white_paper_%20_Collaboration_-_Communication_and_collaboration.pdf
http://www.huddle.com/files/white-papers/Huddle_white_paper_%20_Collaboration_-_Communication_and_collaboration.pdf
http://www.docstoc.com/docs/33374563/Internal-Communication-Toolkit

References

Jablin, F.M. and Putnam, L.L. (2001). The new handbook of organisational
communication: Advances theory, research and methods. Thousand Oaks,
California, CA: Stage Publications.

Jacobs, G., van Witteloostuijn, A. and Christe-Zeyse, J. (2013). A theoretical
framework of organisational change. Journal of Organisational Change
Management, VVol.26, pp.772-792.

Janes, S., Patrick, K. and Dotsika, F. (2014). Implementing a social intranet in a
professional services environment through Web 2.0 technologies. The Learning
Organisation, Vol.21, No.1, pp.26-47.

Jansoon, N. (2013). Organisational change as practice: a critical analysis. Journal
of Organisational Change Management. Vol. 26, pp.1003-1019.

Jenaibi, B.A. (2010). Job Satisfaction: Comparisons among Diverse Public
Organisations in the UAE. Management Science and Engineering, Vol. 4, No. 3,
pp.60-79.

Joffe, M. and Glynn, S. (2002). Facilitating change and empowering employees.
Journal of Change Management. Vol. 2, No. 4, pp.369-379.

Johansson, C. and Heide M. (2008). Speaking of change: three communication
approaches in studies of organisational change. Corporate Communications: An
International Journal. VVol.13, No.3, pp.288-305.

Johnson, G. and Scholes, K. (2002). Exploring corporate strategy. 6th edn,
FT/Prentice Hall, London.

Jones, E., Watson, B., Gardner, J. and Gallois, C. (2004). Organisational
communication: Challenges for the new century. Journal of Communication.
Vol.54, No.4, pp.722-750.

Bateh, J., Castaneda, M.E., Farah, J.E. (2013). Employee resistance to
organisational change. International Journal of Management and Information
Systems. Vol. 17, pp.113.

Kalla, H.K. (2005). Integrated internal communications: a multidisciplinary
perspective. Corporate Communications: An International Journal, Vol. 10, No.
4, pp. 302-314.

Kalla, H.K. (2005). Integrated Internal Communications: A Multidisciplinary
Perspective. Corporate Communications. VVol. 10, No. 4, pp.302-314.

176



References

Kane, G., Ransbotham, S. and Boynton, A. (2012). Is High Performance
Contagious among Knowledge Workers? In Proceedings of the 33rd International
Conference on Information Systems (ICIS), Orlando, USA.

Kane, A. (2013). How to communicate organisational change. http://www.the-
happy-manager.com/how-to-communicate-organisational-change/ Accessed on:
09-12-2015

Kankanhalli, A., Tan, B.C.Y. and Wie, K-K. (2005). Contributing Knowledge to
Electronic Knowledge Repositories: An Empirical Investigation. MIS Quarterly.
Vol.29, No.1, pp.113-143.

Kanter, R.M. (2000). The enduring skills of change leaders, lvey Business
Journal, pp.31-36.

Kanter, R.M., Stein, B.A. and Jick, T. D. (1992). The challenge of organisational
change: How companies experience it and leaders guide it. NewYork: The Free
Press.

Karanges, E., Beatson, A., Johnston, K. and Lings, I. (2014). Optimizing
employee engagement with internal communication: A social exchange
perspective. Journal of Business Marketing Management, VVol.7, pp.329-353.

Kark, R. and Van Dijk, D. (2007). Motivation to lead, motivation to follow: The
role of the self-regulatory focus in leadership processes. Academy of Management
Review. Vol. 32, pp.500-528.

Karim, A. and Kathawala, Y. (2005). The Experience of Manufacturing Firms
with the Implementation of Different Production Philosophies: A United States
Survey. International Journal of Management. Vol. 22, pp.351-365.

Karin, S. (2013). Knowledge Sharing Tools and Practices. Available at:
http://www.bsrstars.se/wp-content/uploads/2012/10/Report-Knoweldge-sharing-
tools.pdf. Accessed on: 07-06-2016

Kazmi, S. (2011). HR Has a Key Role to Play in Internal Communication.
Available at: http://www.acu.ac.uk/member_services/professional _
networks/human_resources_management_network/conference_papers/kazmi
Accessed on: 15-11-2014

Kegan, R. and Lahey, L. (2001). The Real Reason People Won’t Change.
Harvard Business Review. Vol. 79, pp.84-93

177


http://www.the-happy-manager.com/how-to-communicate-organisational-change/
http://www.the-happy-manager.com/how-to-communicate-organisational-change/
http://www.bsrstars.se/wp-content/uploads/2012/10/Report-Knoweldge-sharing-tools.pdf
http://www.bsrstars.se/wp-content/uploads/2012/10/Report-Knoweldge-sharing-tools.pdf

References

Kennan, W. R. and Hazleton, V. (2006). Internal public relations, social capital,
and the role of effective organisational communication. In Botan, C.H. and
Hazleton, V. (Eds.). Public relations theory Il (pp. 311-338). Mahwah, NJ:
Lawrence Erlbaum Associates.

Kennedy, J. (2009). The Dynamics of Business Communication. Abergele:
Studymates.

Kerzner, H. (2009). Project Management: A Systems Approach to Planning,
Scheduling, and Controlling. 10th edn. John Wiley and Sons.

Keyton, J. (2005). Communication and organisational culture: A key to
understanding work experiences. Thousand Oaks, CA: Sage.

Kimberley, N. and Hartel, C.E. (2007). Building a climate of trust during
organizational change: The mediating role of justice perceptions and emotion.
Research on emotion in organizations: Functionality, intentionality and morality.
3, pp.237-264.

Kitchen, P.J. and Daly, F. (2002). Internal communication during change
management. Corporate Communications: An International Journal. Vol. 7, No.
1.

Klie, L. (2011). The enterprise integrator. Customer Relationship Magazine,
Vol.15, No.8, pp.29.

Klein, S.M. (1996). A management communication strategy for change. Journal
of Organisational Change Management. VVol. 9, No. 2.

Kotter, J. and Cohen, D. (2002). The Heart of Change. Boston, MA: Harvard
Business School Press.

Kotter, J.P. and Heskett, J.L. (1992). Corporate culture and transformation. The
Free Press, New York, NY.

Kotter, J. P. (1995). Leading change: Why transformational efforts fail. Harvard
Business Review. Vol. 73, pp.59-67.

Kotter, J. P. and Schlesinger, L. A. (1979). Choosing strategies for change.
Harvard Business Review. Vol. 57, pp.106-114.

178



References

Kotter, J.P. (1996). Successful change and the force that drives it. The Canadian
Manager. Vol. 21, pp.20-23.

Kotter, J.P. (1999). Leading Change: The 8 Steps to Transformation. In Conger,
J.A., Spreitzer, G.M. and Lawler, E.E. (Eds.). The leaders change handbook: An
essential guide to direction and taking action. San Francisco: Josey Bass
Publisher.

Kramer, M. W., Dougherty, D. S. and Pierce, T. A. (2004). Managing uncertainty
during a corporate acquisition: A longitudinal study of communication during an
airline acquisition. Human Communication Research. VVol.30, pp.71-101.

Kreitner, R. and Kinicke, A. (2004).Organisational Behaviour. 6th Edn. McGraw
Hill, Boston.

Kreitner, R. (1992). Management. 5th Edn. Cincinnati: Houghton Mifflin Co.
Kroth, M. (2007). The Manager as Motivator. Westport, CT: Praeger.

Kumar, B.P. and Giri, V.N. (2009). Examining the Relationship of Organisational
Communication and Job Satisfaction in Indian Organisations. Journal of Creative
Communications. Vol.4, No.3, pp.177-184.

Kunanbayeva, D. and Kenzhegaranova, M. (2013). Resistance to change in
organisations of the republic of Kazakhstan: Country-specific reasons and ways to
overcome it. World Applied Sciences Journal. VVol. 28, pp.223-232.

Kupritz, V.W. and Cowell, E. (2011). Productive Management Communication:
Online and Face-to-Face. Journal of Business Communication. Vol.48, No.1,
pp.54-82.

Larson, G. and Tompkins, P. (2005). Ambivalence and resistance: A study of
management in a concretive control system. Communication Monographs. Vol.
72, pp.1-21.

Lawrence, P. R. (1954). How to Overcome Resistance to Change. Harvard
Business Review. Vol. 32, pp.106-114.

Lee, S.M., Olson D.L. and Trimi, S. (2012). Co-innovation: converge, omics,
collaboration, and co-creation for organisational values. Management Decisions.
Vol.50, No.5, pp.817-83L1.

179



References

Leidner, D., Koch, H. and Gonzalez, E. (2010). Assimilating Generation Y IT
New Hires into USAA’s workforce: The Role of an Enterprise 2.0 System. MIS
Quarterly Executive.\VVol.9, No.4, pp.229-242.

Leonardi, P. M. (2011). When Flexible Routines Meet Flexible Technologies:
Affordance, Constraint, and the Imbrication of Human and Material Agencies.
MIS Quarterly. Vol.35, No.1, pp.147-167.

Leonardi, P. M. (2013). When Does Technology Use Enable Network Change in
Organisations? A Comparative Study of Feature Use and Shared Affordances.
MIS Quarterly. Vol.37, No.3, pp.749-775.

Leonardi, P.M., Husman, M. and Steinfield, C. (2013). Enterprise Social Media:
Definition, History, and Prospects for the Study of Social Technologies in
Organisations. Journal of Computer-Mediated Communication. Vol.19, pp.1-19.

Levy, M. (2009). Web 2.0 implications on knowledge management. Journal of
Knowledge Management. VVol.13, No.1, pp.120-134.

Lewin, K. (1947). Frontiers in Group Dynamics: Concept, Method and Reality in
Social Science; Social Equilibria and Social Change. Human Relations, Vol.1,
pp.5-41

Lewin, K. (1951). Field theory in social science. New York: Harper Row.

Lewis, L. and Seibold, D. (1999). Reconceptualising organisational change
implementation as a communication problem: A review of literature and research
agenda. In Roloff, M.E, (Edn.). Communication yearbook 21. Thousand Oaks,
CA: Sage.

Lewis, L.K., Schmisseur, A.M., Stephens, K.K. and Weir, K.E. (2006). Advice on
communicating during organisational change: The content of popular press books.
Journal of Business Communication. VVol.43, No.2, pp.113-137.

Lewis, L.K. (2007). An organisational stakeholder model of change
implementation communication. Communication Theory. Vol.17, No.2, pp.176—
204.

Liebhart, M. and Garcia-Lorenzo, L. (2010). Between Planned and Emergent
Change: Decision Maker’s Perceptions of Managing Change in Organisations.
The International Journal of Knowledge, Culture and Change Management.
Vol.10, No. 5, pp.214-225.

180



References

Lines, R. (2004). Influence of participation in strategic change: resistance,
organisational commitment and change goal achievement. Journal of Change
Management. Vol. 4, pp.193-215.

Lippitt, R., Watson, J. and Westley, B. (1958). The Dynamics of Planned
Change. Harcourt, Brace, New York, NY.

Longenecker, C.O. and Fink, L.S. (2001). Improving management and
performance in rapidly changing organisations. Journal of Management
Development. Vol. 20, pp.7-18.

Lubkin, 1. and Larsen, P. (2006).Chronic Illness, Impact and Interventions.
Sudbury, Massachusetts: Jones and Barlett Publishers.

Lussier, R. (2009). Management Fundamentals. Mason, Ohio: South-Western
Cengage.

MacLeod, D. and Clarke N., (2009). Engaging for Success: Enhancing
performance through employee engagement. London: BIS

Manning, C.A., Waldman, M.R., Lindsey, W.E., Newberg, A.B. and Cotter-
Lockard, D. (2012). Personal Inner Values: A Key to Effective Face-to-Face
Business Communication. Journal of Executive Education. Vol.11, No.1, pp.37-
65.

Marks, M.L. (2006). Work place recovery after mergers, acquisitions, and
downsizing: Facilitating individual adaptation to major organisational
transformations. Organisational Dynamics. VVol.35, pp.384-398.

Matejka, K. and Murphy, A. (2005). Making Change Happen. On Time, On
Target, On Budget. Mountain View, California: Davies-Black Publishing.

Mathews, M. and Illes, K. (2015). Leadership, Trust and Communication: Building
Trust in Companies through Effective Communication.

Matos Marques Simoes, P. and Esposito, M. (2014). Improving change management:
How communication nature influences resistance to change. Journal of Management
Development. VVol. 33, No. 4, pp.324-341.

Maurer, R. (1996). Beyond the wall of resistance: Unconventional strategies that
build support for change. Austin, TX: Bard Books, Inc.

181



References

McAfee, A. (2009). Enterprise 2.0: New Collaborative Tools for Your
Organisation’s Toughest Challenges. McGraw-Hill Professional, Boston, MA.

McCallum, J. S. (1997). The Face behind Change. Ivey Business Quarterly. Vol.
62, pp.73-75.

McKenna, E. (2000). Business psychology and organisational behaviour. 3 edn,
Psychology Press.

McKinsey (2009). http://www.mckinseyqguarterly.com/home.aspx. Accessed on:
10-01-2015

McKinsey Global Institute (2012). The Social Economy: Unlocking Value and
Productivity through Social Technologies.

McKinsey (2014). Transforming the business through social tools.
http://www.mckinsey.com/insights/high tech telecoms internet/transforming the
business through social tools Accessed on: 02-01-2015

McLuhan, M. (2006). The Medium is the Message. In Durham, M.G. and Kellner,
D.M. (eds). Media and Cultural Studies (pp. 107-116). Oxford: Blackwell
Publishing.

Mdletye, M.A., Coetzee, J. and Ukpere, W.I. (2014). The Reality of Resistance to
Change Behaviour at the Department of Correctional Services of South Africa.
Mediterranean Journal of Social Sciences. VVol.5, No. 3, pp.458.

Men, R.L. (2013). Engaging Employees: Effectiveness of Traditional vs. New
Media Channels. Available at: http://www.instituteforpr.org/engaging-employees-
effectiveness-traditional-vs-new-media-channels/ Accessed on: 07-08-2014

Meng, J. and Berger, B.K. (2012). Measuring return on investment (ROI) of
organisations’ internal communication efforts. Journal of Communication
Management. Vol. 16, pp.332-354.

Michel, A., Todnem By, R., and Burnes, B. (2013). The limitations of
dispositional resistance in relation to organisational change. Management
Decision, Vol. 51, pp.761 — 780

Michelson, G., van lIterson, A. and Waddington, K. (2010). Gossip in
Organisations: Contexts, Consequences, and Controversies. Group and
Organisation Management. \VVol.35, No.4, pp.371-390.

182


http://www.mckinseyquarterly.com/home.aspx.%20Accessed%20on:%2010-01-2015
http://www.mckinseyquarterly.com/home.aspx.%20Accessed%20on:%2010-01-2015
http://www.mckinsey.com/insights/high_tech_telecoms_internet/transforming_the_business_through_social_tools
http://www.mckinsey.com/insights/high_tech_telecoms_internet/transforming_the_business_through_social_tools
http://www.instituteforpr.org/author/linjuan-rita-men/
http://www.instituteforpr.org/engaging-employees-effectiveness-traditional-vs-new-media-channels/
http://www.instituteforpr.org/engaging-employees-effectiveness-traditional-vs-new-media-channels/

References

Mills, C. (2010). Experiencing Gossip: The Foundations for a Theory of
Embedded Organisational Gossip. Group and Organisation Management. VVol.35,
No.2, pp.213-240.

Mintzberg. H. (2009). Rebuilding companies as communities. Harvard Business
Review. http://hbr.harvardbusiness.org/2009/07/rebuilding-companies-as-
communities/ar/1. Accessed on: 31-03-2015.

Moqgbel, M. (2012). The effect of the use of social networking sites in the
workplace on job performance: A dissertation. A&M International University,
Texas.

Morgan, G. (1997). Images of Organisation. Sage Publications, Thousand Oaks.
Moss, R. (2012).Ten Reasons People Resist Change. Harvard Business Review.

http://blogs.hbr.org/2012/09/ten-reasons-people-resist-chang/ Accessed on: 14-02-
2015.

Muller, M., Ehrlich, K., Matthews, T., Perer, A., Ronen, I. and Guy, I. (2012).
Diversity among Enterprise Online Communities: Collaborating, Teaming, and
Innovating through Social Media. Austin, Texas, USA.

Mullins, L. J. (2005). Management and organisational behavior. Harlow, England,;
New York: Prentice Hall/Financial Times.

Mullins, L. (2007). Management and Organisational Behaviour. London, UK:
Pearson Education Limited.

Mustonen, M. (2009).
Strategiaviesinnankaytannot.Henkildstostrategiaviestinnanyleisona. Helsinki
School of Economics. A-353.

Nadler, D.A. and Tushman, M.L. (1989). Organisational Frame Bending:
Principles for Managing Reorientation. Academy of Management Executive. Vol.
3, pp.194-204.

Napas, S. (2013). Managing Employee Engagement in Thailand through Times of
Change. HR Connect Asia Pacific. Vol.7, No.6.

Naslund, A. (2010). Social media from the inside out. Communication World.
Vol.27, No.5, pp.36-39.

183


http://hbr.harvardbusiness.org/2009/07/rebuilding-companies-as-communities/ar/1
http://hbr.harvardbusiness.org/2009/07/rebuilding-companies-as-communities/ar/1
http://blogs.hbr.org/2012/09/ten-reasons-people-resist-chang/

References

Nazarian, V. (2012). Utilizing and implementing an internal social media system.
http://www.business2community.com/social-media/utilizing-and-implementing-
an-internal-social-media-system-0129174. Accessed on: 25-10-2015.

Nicholls, S. (2012). 10 social media tips to improve internal communication
within your company. http://socialmediainbusiness.com/10-social-media-tips-to-
improve-internal-communication-within-your-company. Accessed on: 12-8-2015.

Nickerson, J.A. and Zenger, T.R. (2002). Being efficiently fickle: a dynamic
theory of organisational choice. Organisation Science. VVol.13, No.5, pp.547-566.

Nolan, M. (2009). 5 tips for creating an employee community.
http://www.articledashboard.com/Article/5-Tips-For-Creating-An
EmployeeCommunity/923048. Accessed on: 31-03-2015

Nordin, E.J. (2014). Communicating Organisational Change:
Strategies for Communicating Change. The Clute Institute International Academic
Conference.

O’Kane, P., Palmer, M. and Hargie, O. (2007). Workplace Interactions and the
Polymorphic Role of E-mail. Leadership & Organisation Development Journal.
Vol.28, No.4, pp.308-324.

Oreg, S. (2006). Personality, context and resistance to organisational change.
European Journal of Work and Organisational Psychology. Vol. 15, 73-101.

Ott, J. S. (1996). Classic Readings in Organisational Behavior. 2nd edn. CA,
Wadsworth Publishing Company.

Paper, D. and Chang, R. (2005). The state of business process reengineering: A
search for success factors. Total Quality Management. VVol.16, pp.121-133.

Palmer, I., Dunford, R. and Akin, G. (2009). Managing organisational change: A
multiple perspectives approach. 2nd edn. New York: McGraw-Hill Irwin.

Pardo del Val, M. and Fuentes, C.M. (2003). Resistance to change: a literature
review and empirical study. Management Decision. Vol. 41, pp.148 — 155.

Patel, N. and Jasani, H. (2010). Social media security policies: guidelines for
organisations. Issues Information Systems. VVol.11, No.11, pp.628-634

Paton, R.A. and McCalman, J. (2000). Change management: a guide to effective
implementation. London: Sage.

184


http://www.business2community.com/
http://socialmediainbusiness.com/10-
http://www.articledashboard.com/Article/5-Tips-For-Creating-An%20EmployeeCommunity/923048
http://www.articledashboard.com/Article/5-Tips-For-Creating-An%20EmployeeCommunity/923048

References

Peccei, R., Giangreco, A. and Sebastiano A. (2011). The role of organisational
commitment in the analysis of resistance to change: Co-predictor and moderator
effects. Personnel Review. Vol. 40, pp.185-204.

Pervaje, A. (2011). Resource-based view of social media as a source of sustained
competitive advantage.
http://dspace.mit.edu/bitstream/handle/1721.1/67567/761729574.pdf?sequence=1
Accessed on: 14-10-2014.

Petrillo, A. (2007). Make Your Email Matter. Office Solutions. Vol.24, No.3,
pp.30-32.

Piderit, S.K. (2000). Rethinking resistance and recognizing ambivalence: a
multidimensional view of attitudes toward an organisational change. Academy of
Management Review. Vol. 25, pp.783-794.

Pieterse, J.H., Caniéls, M.C.J. and Homan, T. (2012). Professional discourses and
resistance to change. Journal of Organisational Change Management, Vol. 2,
pp.798 — 818.

Plowman, D.A., Beck, T.E., Kulkarni, M., Solansky, S.T. and Travis, D.V.
(2007). Radical change accidentally: The emergence and amplification of small
change. Academy of Management Journal. VVol. 50, pp.515-543.

PMTI’s Pulse of the Profession In-Depth Report (2013). The Essential Role of
communications. Project Management Institute.
http://www.pmi.org/~/media/PDF/Business-Solutions/The-High-Cost-Low-
Performance-The-Essential-Role-of-Communications.ashx. Accessed on: 15-01-
2015.

PMI’s Pulse of the Profession In-Depth Report (2014). Enabling Organisational
Change Through Strategic Initiatives.
http://www.pmi.org/~/media/PDF/Publications/Enabling-Change-Through-
Strategic-Initiatives.ashx. Accessed on: 12-02-2015.

Pugh, L. (2007). Change management in information services. Aldershot, UK:
Ashgate Publishing Limited.

Prosci (2013). Best practices in managing change. Benchmarking Report.

185


http://dspace.mit.edu/bitstream/handle/1721.1/67567/761729574.pdf?sequence=1
http://dspace.mit.edu/bitstream/handle/1721.1/67567/761729574.pdf?sequence=1
http://www.pmi.org/~/media/PDF/Publications/Enabling-Change-Through-Strategic-Initiatives.ashx
http://www.pmi.org/~/media/PDF/Publications/Enabling-Change-Through-Strategic-Initiatives.ashx

References

Quinn, R.E. and Kimberly, J.R. (1984). Paradox, planning, and perseverance:
Guidelines for managerial practice. Managing organizational transitions. Vol. 2,
No. 9, pp.5-13.

Quinn, R.E. (2004). Building the bridge as you walk on it: A guide for leading
change. San Francisco: Jossey-Bass.

Rachna, T. (2010). Enhancing creativity for organisational change. Asian Journal
of Management Research. ISSN 2229 — 3795

Ramanathan, T. (2009). The Role of Organisational Change Management in
Offshore Outsourcing of Information Technology Services: Qualitative Case
Studies from a Multinational Pharmaceutical Company. Boca Raton, Florida:
Dissertation.com.

Ranchhod, A., Gurau, C. and Lace, J. (2002). On-line Messages: Developing an
Integrated Communications Model for Biotechnology Companies. Qualitative
Market Research: An International Journal. VVol.5, no.1, pp.6-18.

Rayton B.A. (2006). Examining the interconnection of job satisfaction and
organisational commitment: an application of the bivariate probit model.
International Journal of Human Resource Management, Vol.17, No.1, pp.139-
154,

Razmerita, L., Kirchner, K. and Nabeth, T. (2014). Social Media in Organisations:
Leveraging Personal and Collective Knowledge Processes. Journal of
Organisational Computing and Electronic Commerce. Vol. 24, No. 1, pp.74-93.

Rees, G. and French, R. (2013). Leading, Managing and Developing People.
Published by the CIPD.

Rensen, R. (2004). Internal communication during processes of change.
University of Amsterdam, Amsterdam.

Ribiere, V., Haddad, M. and Wiele P. (2010). The impact of national culture traits
on the usage of web 2.0 technologies. The Journal of Information and Knowledge
Management Systems. VVol.40, pp.334-361.

Richter, A. and Riemer, K. (2009). Corporate Social Networking Sites — Modes of
Use and Appropriation through Co-Evolution. Proceedings of the 20th
Australasian Conference on Information Systems (ACIS 2009), Melbourne, 10 p.

186



References

Richter, A., Stocker, A., Muller, S. and Avram, G. (2012). Knowledge
management goals revisited. A cross-sectional analysis of social software
adoption in corporate environments. The Journal of Information and Knowledge
Management Systems. VVol.43, No.2, pp.132-148.

Richter, A. and Riemer, K. (2013). The Contextual Nature of Enterprise Social
Networking: A Multi Case Study Comparison, Proceedings of the 21st European
Conference on Information Systems, Utrecht, 12 p.

Riemer, K., Overfeld, P., Scifleet, P. and Richter, A. (2012). Oh, SNEP! The
Dynamics of Social Network Emergence — the case of Capgemini Yammer.
Business Information Systems Working Paper, Sydney, Australia.

Riemer, K. and Richter, A. (2012). S.O.C.1LA.L. — Emergent Enterprise Social
Networking Use Cases: A Multi Case Study Comparison. BIS Working Paper,
The University of Sydney, 18 p.

Roberg, R. (1978). An Analysis of the Relationships among Higher Education,
Belief Systems, and the Job Performance of Patrol Officers. Journal of Police
Science and Administration. Vol .6, pp. 336-344.

Robson, P.J.A. and Tourish, D. (2005). Managing Internal Communication: An
Organisational Case Study. Corporate Communications. Vol.10, No.3, pp.213-
222.

Rockmann, K.W. and Northcraft, G.B. (2008). To Be or Not To Be Trusted: The
Influence of Media Richness on Defection and Deception. Organisation Behavior
and Human Decision Processes. VVol.107, No.2, pp.106-122.

Rogers, E.M. (2003). Diffusion of Innovations. 5th edn. New York: The Free
Press.

Rosenberg S. and Mosca J. (2011). Breaking Down the Barriers to Organisational
Change. International Journal of Management and Information Systems. Vol.15,
pp.139.

Ruck, K. (2010). Communication Theory. In Ruck, K. (ed). Exploring Internal
Communication. pp. 36-53, Essex: Pearson Education.

Ruck, K. (2015). Exploring Internal Communication: Towards Informed
Employee Voice. Gower Publishing Limited.

187



References

Saiyadain, M.S. (2003). Human Resources Management. New Delhi, India: Tata
McGraw-Hill Publishing Company Limited.

Salas-Fumas, V. and Sanchez-Asin, J.J. (2013). Information and trust in
hierarchies. Decis Support Syst. VVol.55, No.4, pp.988—999.

Salem, P. (2008). The seven communication reasons organisations do not change.
Corporate Communications: An International Journal. VVol.13, No.3, pp.333-348.

Saunders, M., Lewis, P. and Thornhill, A. (2015). Research Methods for Business
Students. Great Britain: Pearson Education.

Santos-Vijande, M.L., Gonzalez-Mieres, C. and Lopez-Sanchez, J.A. (2013). An
assessment of innovativeness in KIBS: implications on KIBS’ co-creation culture,
innovation capability, and performance. Journal of Business and Industrial
Marketing. Vol.28, No.2, pp.86-102.

Schermerhorn Jr, J.R. (1989). Management for productivity. 3rd edn. New York:
John Wiley.

Schermerhorn Jr, J.R., Hunt, J. G. and Osborn, R. N. (2005). Organisational
behaviour. Ninth edn. United States of America: John Wiley & Sons Inc.

Schnake, M. (2007). An integrative model of effort propensity. Human Resource
Management Review. Vol. 17, pp.274-289.

Schultz, J.R. (2007). Eight steps to sustain change. Quality Progress. Vol. 40,
pp.25-31.

Schutta, J. (2006). Business Performance through Lean Six Sigma. Linking the
Knowledge Worker, the Twelve Pillars, and Baldrige. Milwaukee, Wisconsin:
American Society for Quality Press.

Scholes, E. (1999). Guide to Internal Communication Methods. Hampshire:
Gower.

Self, D.R., Armenakis, A.A. and Schraeder, M. (2007). Organisational change
content, process and context: A simultaneous analysis of employee relations.
Journal of Change Management. VVol.7, No. 2, pp.211-229.

Sias, P. (2009). Social Ostracism, Cliques, and Outcasts. In Lutgen-Sandvik, P.
and Sypher, B.D. (eds). Destructive Organisational Communication. Processes,

188



References

Consequences and Constructive Ways of Organizing.(pp.145-163. London:
Routledge.

Sims, R.R. (2002). Employee Involvement is Still the Key to Successfully
Managing Change. In Sims, S.J. and Sims, R.R. (Eds.). Changing the Way we
Manage Change. pp. 33-54. Wesport, CT: Quorum.

Sinclair, A. (2005). Doing Leadership Differently. Melbourne, Australia:
Melbourne University Press.

Singh, D. and Kriel, D. (2004).Resistance to Change. In Berning,J., Beer, A., Tolit,
D., Kriel, G., Kriel, J., Louw, H. et al. Focus on Management Principles. A
Generic Approach. pp. 81-86. Lansdowne.

Smollan, R. K. and Sayers. J. G. (2009). Organisational culture, change and
emotions: A qualitative study. Journal of Change Management. Vol.9, pp.435-
457.

Smollan, R. K., Sayers, J. G. and Matheny, J. A. (2010). Emotional responses to
the speed, frequency and timing of organisational change. Time and Society. Vol.
19, pp.28-53.

Smelzer, L. R. and Zener, M. F. (1992). Development of a Model for Announcing
Major Layoffs. Group & Organisation Management: An International Journal,
Vol. 17, No. 4, pp.446-472.

Smith, L. and Mounter, P. (2005). PR in Practice. Effective Internal
Communication. London: Kogan Page.

Smythe, J. (1996). The changing role of internal communication in tomorrow’s
company. Managing Service Quality: An International Journal. Vol. 6, No. 2,
pp.41-44.

Smythe, J. (2004). Confused Communications. Personnel Today. Vol. 3, pp.27-
28.

Smythe, J. (2007). The CEO: The Chief Engagement Officer. London: Gower.
Soda, G. and Zaheer, A. (2012). A network perspective on organisational

architecture: Performance effects of the interplay of formal and informal
organisation. Strategic Management Journal. VVol.33, No. 6 pp.751-771.

189



References

Soderqvist, T. (2013). Is Yammer really an appropriate communication tool for
universities? Medical Museion. http://www.museion.ku.dk/2013/05/is-yammer-
really-an-appropriatecommunication-tool-for-universities. Accessed on: 05-02-
2015.

Stankovi¢, M. and Jovanovi¢, J. (2010). Tag Fusion: A system for integration and
leveraging of collaborative tags. In Web 2.0 & Semantic Web, pp. 3-23. Springer,
us.

Stanley, D. J., Meyer, J. P. and Topolnytsky, L. (2005). Employee cynicism and
resistance to organisational change. Journal of Business and Psychology. Vol. 19,
pp.429-459.

Stieglitz, S., Riemerl, K. and Meske, C. (2014). Hierarchy or Activity? The Role
of Formal and Informal Influence in Eliciting Responses from Enterprise Social
Networks. Proceedings of the European Conference on Information Systems
(ECIS), ISBN 978-0-9915567-0-0.

Stocker, A., Richter, A. and Riemer, K. (2012).A Review of Microblogging in the
Enterprise. IT information technology. VVol.54, No.5, pp.205-211.

Strebel, P. (1996). Why do employees resist change? Harvard Business Review on
Change. Boston: Harvard Business School Press.

Sultan, N. (2013). Knowledge management in the age of cloud computing and
Web 2.0: experiencing the power of disruptive innovations. International Journal
Information Management. \VVol.33, pp.160-165.

Szabla, D. (2007). A multidimensional view of resistance to organisational
change: Exploring cognitive, emotional, and intentional responses to planned
change across perceived change leadership strategies. Human Resource
Development Quarterly. Vol.18, pp.525-558.

Tanner, R. (2015). Leading Change — Develop a Change Vision and Strategy.
https://managementisajourney.com/leading-change-step-3-develop-a-change-
vision-and-strategy/ Accessed on: 23-05-2016.

Tapscott, D. and Williams, A.D. (2006). Wikinomics: How Mass Collaboration
Changes Everything. Portfolio Trade.

Therkelsen, D. J. and Fiebich, C. J. (2003). The supervisor: The linchpin of
employee relations. Journal of Communication Management. Vol.8, No. 2,
pp.120-129.

190


http://www.museion.ku.dk/2013/05/is-yammer-really-an-appropriatecommunication-
http://www.museion.ku.dk/2013/05/is-yammer-really-an-appropriatecommunication-
https://managementisajourney.com/leading-change-step-3-develop-a-change-vision-and-strategy/
https://managementisajourney.com/leading-change-step-3-develop-a-change-vision-and-strategy/

References

Thom-Santelli, J., Millen, D.R. and Gergle, D. (2011). Organisational
Acculturation and Social Networking. In Proceedings of the ACM 2011
Conference on Computer Supported Cooperative Work. Hangzhou, China.

Thomas, G.F., King, C.L., Baroni, B., Cook, L., Keitelman, M., Miller, S. and
Wardle, A. (2006). Reconceptualising E-Mail Overload. Journal of Business and
Technical Communication. Vol.20, No.3, pp.252-287.

Thomas, G.F., Zolin, R. and Hartman, J.L. (2009). The Central Role of
Communication in Developing Trust and its Effect on Employee Involvement.
Journal of Business Communication. VVol.46, No.3, pp.287-310.

Thomas, R. and Hardy, C. (2011). Reframing resistance to organisational change.
Scandinavian Journal of Management. Vol. 27, pp.322-331.

Tichy, N.M. and Sherman, S. (1993). Control Your Destiny or Someone Else
Will: How Jack Welch is Making General Electric the World’s Most Competitive
Corporation. Published by New York Currency & Doubleday.

Togna, G. (2014). Does internal communication to generate trust always increase
commitment? A study at Micron Technology. Corporate Communications: An
International Journal. Vol. 19, No. 1, pp.64-81.

Torben, R. (2013). Change is not the problem — resistance to change is the
problem. Available at: http://www.torbenrick.eu/blog/change-
management/change-is-not-the-problem-resistance-to-change-is-the-problem/
Accessed on: 10-07-2014.

Torben, R. (2014). Improving organisational change management through social
media. http://www.torbenrick.eu/blog/change-management/change-management-
through-social-media-strategies/ Accessed on: 01-04-2015.

Tourish, D., Paulsen, N., Hobman, E. and Bordia, P. (2004). The Downsides of
Downsizing: Communication Processes Information Needs in the Aftermath of a
Workforce Reduction Strategy. Management Communication Quarterly. Vol. 17,
No. 4, pp.485-516.

Tourish, D. and Hargie, O. (2004). Key issues in organisational communication.
Routledge, London.

Towers Watson (2014). Towers Watson Change and Communication ROI Survey
(2013), http://www.towerswatson.com/en/Press/2013/05/just-over-half-of-

191


http://www.torbenrick.eu/blog/change-management/change-is-not-the-problem-resistance-to-change-is-the-problem/
http://www.torbenrick.eu/blog/change-management/change-is-not-the-problem-resistance-to-change-is-the-problem/
http://www.torbenrick.eu/blog/change-management/change-management-through-social-media-strategies/
http://www.torbenrick.eu/blog/change-management/change-management-through-social-media-strategies/
http://www.towerswatson.com/en/Press/2013/05/just-over-half-of-employers-using-social-media-tools-for-internal-communication

References

employers-using-social-media-tools-for-internal-communication.  Accessed on:
26-02-2015.

Trader-Leigh, K.E. (2002). Identifying Resistance in Managing Change. Journal
of Organisational Change Management. VVol. 15, pp.138-156.

Turban, E., Liang, P. and Wu, S. (2011). A Framework for Adopting
Collaboration 2.0 Tools for Virtual Group Decision Making. Group Decision and
Negotiation. VVol.20, No.2, pp.137-154.

Vaara, E. and Tienari, J. (2011). On the narrative construction of multinational
corporations: an ante narrative analysis of legitimation and resistance in a cross-
border merger. Organisation Science. Vol. 22, pp.370-390.

Van Dam, K., Oreg, S. and Schyns, B. (2008). Daily work contexts and resistance
in organisational change: The role of Leader-Member Exchange, development
climate and change process characteristics. Applied Psychology: An International
Review. Vol. 57, pp.313-334.

Van Dijk, R. and van Dick, R. (2009). Navigating organisational change: Change
leaders, employee resistance and work-based identities. Journal of Change
Management. VVol.9, pp.143-163.

Van Osch, W., Steinfield, C.W. and Balogh, B.A. (2015). Enterprise Social
Media: Challenges and Opportunities for Organisational Communication and
Collaboration. Hawaii International Conference on System Sciences.

Van Tonder, C.L. (2004). Organisational Development — Purposefully engaging
change. Part I. Management Today, 20(10)/Yearbook 2005, 51-53, 57.

Van Tonder, C.L. (2009). Organisation identity as managerial concern. In
Delener, N., Fuxman, L., Victor Lu, F., Putnova, A. and Rivera-Solis, L.E. (Eds.).
Readings book: Eleventh International Conference of the Global Business and
Technology Association (GBATA), 1171-1177.

Vance, A. (2011). Trouble at the virtual water cooler. Bloomberg Business Week.
Vol.4227, pp.31-32.

Verhulst, E., Boks, C. and Stranger, M. M. (2007). The Human Side of Eco-
design for the Perspective of Change Management. In Takata, S., and Yasushi, U.
(Eds.). Advances in Life Cycle Engineering for Sustainable Manufacturing
Businesses, pp. 107-113.

192


http://www.towerswatson.com/en/Press/2013/05/just-over-half-of-employers-using-social-media-tools-for-internal-communication

References

Visagie, J.C. and Botha, C.J. (1998). Contextual and empirical approach to social
change and social responsibilities. Management Decision. Vol. 26, pp.694-701.

Vithessonthi, C. (2007). Perceptions affecting employee reactions to change:
evidence from privatization in Thailand. Journal of American Academy of
Business. Vol. 12, pp.248-255.

Von Krogh, G. (2012). How does social software change knowledge
management? Toward a strategic research agenda. Journal of Strategic
Information Systems. Vol.21, pp.154-164.

Wadman, L. (2006). Showing leaders the impact of comms. Strategic
Communication Management. Vol. 10, No. 4, p.6.

Washington, M. and Hacker, M. (2005). Why change fails: Knowledge counts.
Leadership & Organisation Development Journal. Vol. 26, pp.400-411.

Watson Wyatt Worldwide (2004). Connecting organisational communication to
financial performance: 2003/2004 communication ROI study (Catalog No. w-
698).

Weinbach, R. (1994). Implementing Change: insights and strategies for the
supervisor. Social Work. Vol. 29, pp.282-286.

Welch, M. & Jackson, P.R. (2007). Rethinking internal communication: A
stakeholder approach. Corporate Communications: An International Journal.
Vol.12, No.2, pp.177-198.

Welch, M. (2012). Appropriateness and Acceptability: Employee Perspectives of
Internal Communication. Public Relations Review. VVol.38, No.2, pp.246-254.

Wells, M. and Coronado, G. (2013). From competing commitments to work think
as a tactic of resistance. Organisational Cultures. Vol. 12, pp.33-43.

Werkman, R.A. (2009). Understanding Failure to Change: A Pluralistic Approach
and Five Patterns. Leadership & Organisation Development Journal. Vol.30,
pp.664-684.

White, C., Vanc, A. and Stafford, G. (2010). Internal Communication,
Information Satisfaction, and Sense of Community: The Effect of Personal
Influence. Journal of Public Relations Research. Vol.22, No.1, pp.65-84.

Wiggers, S. (2004). Effective change communication. University of Amsterdam,
Amsterdam.

193



References

Wikoff, D. (2013). How to communicate effectively within the change
process.http://www.reliableplant.com/Read/23535/communicate-effectively-
change-process Accessed on: 01-04-2015

Williams, M.L. and Clampitt, P.G. (2003). How Employees and Organisations
Manage Uncertainty: Norms, Implications and Future Research. Paper presented
at the International Communication Association Convention, Organisational
Communication Division, San Diego, California.

Wood, J. (1999).Establishing Internal Communication Channels that Work.
Journal of Higher Education Policy and Management. VVol.21, No.2, pp.135-149.

Wu, L. (2013). Social Network Effects on Productivity and Job Security:
Evidence from the Adoption of a Social Networking Tool. Information Systems
Research. Vol.24, No.1, pp.30-51.

Yammer (2014). About us. https://www.yammer.com/about/about. Accessed on:
10-10-2014.

Yates, K. (2006). Internal communication effectiveness enhances bottom-line
results. Journal of Organisational Excellence. pp.71-79.

Yin, R. K. (2013). Case study research: Design and methods. Sage publications.

Zafar, F. and Naveed, K. (2014). Organizational Change and Dealing with
Employees' Resistance. International Journal of Management Excellence. Vol. 2,
No. 3, pp.237-246.

Zander, A. F. (1950). Resistance to change - Its analysis and prevention.
Advanced Management Journal. Vol. 4, pp.9-11.

Zorn, T.E., Christensen, L.T. and Cheney, G. (1999). Do We Really Want
Constant Change? San Francisco: Berrett-Koehler.

Zhang, J., Qu, Y., Cody, J. and Wu, Y. (2010). A Case Study of Microblogging in
the Enterprise: Use, Value, and Related Issues. Proceedings of the 28th annual
SIGCHI conference on human factors in computing systems, New York, pp.123-
132.

Zikmund, W. G., Babin, B. J., Carr, J. C. and Griffin M. (2010). Business
Research Methods. Canada: South-Western, Cengage.

194


http://www.reliableplant.com/Read/23535/communicate-effectively-change-process
http://www.reliableplant.com/Read/23535/communicate-effectively-change-process
https://www.yammer.com/about/about

Appendix A

Appendix A

Interviews Agenda

The interview agenda is to investigate the role of Enterprise Social Networks -
when used as an additional communication channel to communicate a planned
change — in facilitating change, and to provide a set of recommendations for
decision makers, leaders, change agents and academics.

The agenda contains five parts, which are as follows:

1- Part A: Background Information.

2- Part B:  Communication through Yammer in the pre-implementation
phase, and its impact on employees.

3- Part C: Communication through Yammer in the implementation phase, and
its impact on employees.

4- Part D: Communication through Yammer in the stabilisation phase, and its
impact on employees.

5- Part E: The future use of Yammer to communicate new changes.
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Participants’ Personal Information Sheet

Participant’s name (Optional):

Organisation name:

Participant’s job title:

Years of experience in the organisation:

Email:

Phone no. (Optional):
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University
London

Consent Form

Organisation Confidentiality

This is to confirm that Waleed Al Rawahi is a full time PhD student at
Brunel Business School, Brunel University London. The focus of his
research is on the role of Enterprise Social Networks in facilitating
organisational change, and since your organisation has used the social
software Yammer in a change project, it represents a very relevant research
case for his study.

We would be very grateful if you could consider providing Waleed with
suitable permission to conduct a number of interviews with senior managers
and middle managers in your organisation.

You will have the opportunity to review all of the questions to be used in the
interviews, which will be non-intrusive, and data collected will be
anonymous and treated with total confidentiality. Moreover, Waleed’s
research conforms to the university’s ethical research conduct rules, and has
been approved accordingly by the Brunel Business School.

Date:
Signature of contact person in the organisation:
Signature of student:

Signature of supervisor:
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Information Sheet

| am pursuing a PhD in Management Studies Research at Brunel

University London.

My research explores the role of Enterprise Social Networks - as a new
communication technology tool - in facilitating organisational change. The
main aim is to find out how this new communication tool can help to
facilitate the success of an organisational change project when it is used to
communicate before and during the implementation process of a change.
With this in mind, | would like to request your participation by answering

the interview questions.

| would really appreciate your cooperation in this regard. Please note that it
is not compulsory for anyone to take part, and that you can withdraw at any

time without consequence.

Also, | ensure you that all of your personal details will be kept anonymous
and confidential, and all other gathered data or documents will be for

research purposes only, and will not be used without your permission.
Your participation will be highly appreciated. Thanking you in anticipation.
Kindest Regards,

Waleed Al Rawahi
PhD student
Brunel University London

UK, London, Email: Waleed.Al-Rawahi@brunel.ac.uk
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Appendix A

Participants’ Consent Form

Please answer all the questions

YES NO
1. Ihave read the Research Participant Information Sheet. I [
2. | have had an opportunity to ask questions and discuss - |—
this study.
3. lunderstand that | am free to withdraw from the study:
- atany time (Please note that you will unable to
withdraw once your data has been included in any - [
reports, publications, etc).
- without having to give a reason for withdrawing. I [
4. | agree to my interview being recorded. [ [
5. lunderstand that I will not be referred to by name in any o .
reports/publications resulting from this study.
6. |agree that my comments can be quoted as long as they
do not directly identify me when the study is written up or [ I
published.
l_ [

7. lagree to take part in this study.

Research participant’s name:

Research participant’s signature:

Date:
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Samples of Participants’ Consent Form

CONSENT FORM

Please answer all the questions

7. |agree to take part in this study

YES | NO
1. | have read the Research Participant Information Sheet. I"/ Ll
2. | have had an opportunity to ask questions and discuss this study. 4 |
3. |understand that | am free to withdraw from the study:
at any time (Please note that you will unable to withdraw once your data B r
has been included in any reports, publications etc)
- without having to give a reason for withdrawing [
- without it affecting my future care F
4. |agree to my interview being recorded =
5. |understand that | will not be referred to by name in any report/publications w7 r
resulting from this study g
6. |agree that my comments can be quoted as long as they do not directly identify ~ r
me when the study is written up or published
7 ¥

Research Participant Name:

Research Participant signature: \-— \Gerkta

Date: 7\ ANE. XY "O\S

Principal Investigator name: /A} I,(JU»{( /4[ f,(u/v/u'

Principal Investigator signature: %Afb

Date: 7 /(/ le/s
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CONSENT FORM

Please answer all the questions

YES | NO
1. | have read the Research Participant Information Sheet. r
2. | have had an opportunity to ask questions and discuss this study. I'V 3
3. lunderstand that | am free to withdraw from the study:
- atany time (Please note that you will unable to withdraw once your data f/ -
has been included in any reports, publications etc)
- without having to give a reason for withdrawing l"/ r
L
- without it affecting my future care P/ r
4. |agree to my interview being recorded V/ r
5. lunderstand that | will not be referred to by name in any report/publications IT/ -
resulting from this study
6. |agree that my comments can be quoted as long as they do not directly identify r
me when the study is written up or published /
7. 1agree to take part in this study (7/ Ig

Research Participant Name:

Research Participant signature:

7 —

Date: ? /{a //b/

Principal Investigator name: l/l/ M /[ /Z,Lw,g//z-(

Principal Investigator signature: %fb

Date: 7/4/1,/5'
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CONSENT FORM

Please answer all the questions

7. |agree to take part in this study

YES NO
1. | have read the Research Participant Information Sheet. = |
2. | have had an opportunity to ask questions and discuss this study. o =
3. lunderstand that | am free to withdraw from the study:
- at any time (Please note that you will unable to withdraw once your data r,/ -
has been included in any reports, publications etc)
- without having to give a reason for withdrawing el |
- without it affecting my future care cagilll I
4. |agree to my interview being recorded = =
5. lunderstand that | will not be referred to by name in any report/publications = r
resulting from this study
6. 1agree that my comments can be quoted as long as they do not directly identify - -
me when the study is written up or published
el 5

Research Participant Name:

Research Participant signature: ( éb

Date: e3> /06 /2019

Principal Investigator name: /ifzz[(fl//( /[ /(Aa/ﬁ%h '

~

Principal Investigator signature:

Date: $/é/20/5
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CONSENT FORM

Please answer all the questions

YES L NO
1. |have read the Research Participant Information Sheet. / =
2z
2. | have had an opportunity to ask questions and discuss this study. P/ -
3. lunderstand that | am free to withdraw from the study:
- atany time (Please note that you will unable to withdraw once your data / r
has been included in any reports, publications etc)
- without having to give a reason for withdrawing V r
- without it affecting my future care P’{ r
4. |agree to my interview being recorded 7/ C
5. |understand that | will not be referred to by name in any report/publications 7/ r
resulting from this study
6. |agree that my comments can be quoted as long as they do not directly identify / -
me when the study is written up or published
7. lagree to take part in this study P/ r
Research Participant Name:
r
Research Participant signature: w>
Date: C\I?l2"/s

Principal Investigator name: [ /l/& 141 /? [ pﬁ“/d/ih \

Principal Investigator signature: ,%2/

Date: 1/@/ 2e/s
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CONSENT FORM

Please answer all the questions

YES | NO
1. | have read the Research Participant Information Sheet. 17
2. | have had an opportunity to ask questions and discuss this study. = r
3. lunderstand that | am free to withdraw from the study:
- atany time (Please note that you will unable to withdraw once your data = r
has been included in any reports, publications etc)
- without having to give a reason for withdrawing =~
- without it affecting my future care rel
4. |agree to my interview being recorded 7
5. |understand that | will not be referred to by name in any report/publications 2 -
resulting from this study
6. |agree that my comments can be quoted as long as they do not directly identify % r
me when the study is written up or published
7. 1agree to take part in this study 7 i
Research Participant Name:
Research Participant signature: /@_
Date: 9 7%[oF 20\ 5

Principal Investigator name: WW&L{{ /[ Kﬁﬂ/w/\'

Principal Investigator signature: %fﬁ (7

ote: 27 /17 / 04/5
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Interview Questions

Part A. Background Information

1. What is your role in the organisation generally, and in the change project
specifically?

o W hy hasyour -c;g-]:anisation implemented the change project?
;mnml:l;\-/\-/-;l-a-;/;l:r-(-)rganisation implemented the change?
4Whohasbeen|nvolved in the change?

-5-““““\;\-/;;(-)-;:;-3--b-;r-]-affected by this organisational change?

60veral| “;“)-/ou think that you and your employees have received

sufficient information about the change project? If no, then why?
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7. Has there been any resistance from employees regarding the change
project? If yes, then why? How have management dealt with the resistance?

Part B. Communication through Yammer before implementing the change,
and its impact

8. Before the change project was implemented, how did you perceive
Yammer’s overall communication regarding the change? What kind of
information had been communicated at this stage?

9. At this stage, do you think that any additional information needs to be
communicated through Yammer? If so, what information would you like to
receive? Why do you think that this information is important?

10. Do you think that using Yammer to communicate about the change prior
to its implementation had any impact on employees (in terms of awareness,
engagement, and trust)? If yes, could you explain how Yammer affected
employees’ feedback and views with regards to the change?
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Part C. Communication through Yammer during implementation of the
change, and its impact

11. From your experience, what do you think about Yammer’s overall
communication of the change during the implementation of the change project?
What kind of information had been communicated at this stage?

12. At this stage, do you think that any additional information needs to be
communicated by Yammer? If so, what information would you like to receive?
Why do you think that this information is important?

13. Do you think that using Yammer to communicate about the change during
its implementation had any impact on employees (in terms of awareness,
engagement, and trust)? If yes, could you explain how Yammer affected
employees’ feedback and views with regards to the change?

Part D. Communication through Yammer during stabilisation of the change,
and its impact

14, Once the change been implemented and stabilised, how did you perceive
Yammer’s overall communication about the change? What kind of information
had been communicated at this stage?
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15. In this stabilisation stage, do you think that any additional information
needs to be communicated through Yammer? If so, what information would you
like to receive? Why do you think that this information is important?

16. Do you think that using Yammer to communicate about the change in this
final stage had any impact on employees (in terms of awareness, engagement, and
trust)? If yes, could you explain how Yammer affected employees’ feedback and
views with regards to the change?

Part E. The future use of Yammer to communicate new changes

17. Do you think that the organisation should continue using Yammer or any
other ESN tool to communicate information about change projects? Why, or
why not?

18. Do you think that communicating about change through Yammer or any
other ESN tool has any limitations or disadvantages? If so, what are they?

19. Do you think that using Yammer or any other ESN tool as a
communication channel can facilitate organisational change? If so, could you
explain why and how?
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Appendix B

Strategies for facilitating organisational change

Strategies - S
e = S
< o = g < (@)
g = % = (O] &
S > - ] < © @
£ IS = N 2 S e
E |8 |® |8 |2 |5 |2
O S S g 5 5 |3
(@) o= [<5) o (5]
2 g |8 | |2 |2 |%
Author / Year g |5 |3 | g | £
= £ L = o | &
w E =
>
Lewin /1947 Vv Vv
Coch & French / 1948 v \'
Lawrence / 1954 \'
Rogberg / 1978 v
Kotter & Schlesinger / 1979 v v Vi v
Baker / 1987 \' ' v
Bernerth / 2004
Schermerhorn / 1989 ' v Vv
Aldag & Stearns / 1991 v v v
Kreitner / 1992 Vv Vv Vv
Griffin / 1993 Vv v V'
Dubrin & Ireland / 1993 Vv Vv Vv
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Author / Year

Strategies

Effective Communication

Participation & Involvement

Education & Training

Management Support

Motivation

Clear Vision and Goals

Managing Resistance to Change

Cohen / 1994

Weinbach / 1994

Carlisle & Murphy / 1996

Kotter / 1996

Ott / 1996

McCallum / 1997

Barrier / 1998

DiFonzo & Bordia / 1998

<| <] <] «

Hickins / 1998

Applebaum et al. / 1999

Lanning / 1999

Turner / 1999

Grensing / 2000

McKenna / 2000

Herscovitch & Meyer, 2002

Sims / 2002

Hultman / 2003
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Strategies

Author / Year

Effective Communication

Participation & Involvement

Education & Training

Management Support

Motivation

Clear Vision and Goals

Managing Resistance to Change

Elving / 2005

<.

Giangreco & Peccei / 2005

Washington & Hacke /
2005

Oreg / 2006

Sergio & Hal / 2006

Rafferty et al. / 2006

Griffin / 2007

Hebda et al. / 2007

Kark & VVan/ 2007

Kroth / 2007

Schnake / 2007

< < £ <

Schultz / 2007

Vithessonthi / 2007

Brown & Cregan / 2008

Burke / 2008

Carter / 2008
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Strategies
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Chirico & Salvato / 2008 \'
Daft & Marcic / 2008
Susanto / 2008
Weiner et al. / 2008
Ann et al. / 2009 \'i
Ford & Ford / 2009 \' \' \'
Gilley et al. / 2009 v v v
Kerzner / 2009
Peter / 2009 \' \'
Fiedler / 2010 \' \'
Peccei et al. / 2011 v
Edmonds / 2011 \'
Clampitt / 2011
Boohene & Williams / 2012 Vv
Jos etal. /2012 Vv
Moss / 2012 Vv v
Rafferty / 2012
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Strategies

Author / Year

Effective Communication

Participation & Involvement

Education & Training

Management Support

Motivation

Clear Vision and Goals

Managing Resistance to Change

Groysberg & Slind / 2012

Cameron & Green, 2013

Deria & Gokhan / 2013

Freddy & Mbohwa /2013

Gabriele et al. / 2013

Kunanbayeva / 2013

Noora /2013

<| <] <] «

Torben /2013

Zareen / 2013

Alice et al. / 2014

Matos & Esposito / 2014

Zafar & Naveed /2014

Robert / 2015

< L] LK) <
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