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ABSTRACT

The overall aim of this study is to identify key implications arising from the analysis of employee perceptions of change management practices adopted by Signode during the recent restructure on 1st December 2005, through an analysis of the primary research, against a critical review of the background of change management theory and benchmark organisations.  

The primary research was conducted using a semi-structured questionnaire issued to a sample of administrators and managers in Signode.  All those responding were guaranteed complete anonymity.  This was followed by semi-structured formal interviews with an administrator and a manager, providing clarity and validation to any points raised during the questionnaire.  The opportunity to informally discuss the subject with a manager involved in the overall restructure later emerged, adding to the depth of the findings, and offered further explanations to issues highlighted in the formal primary research conducted.  

Generally the biographical characteristics did not show any significant trends.  Indeed, the only clear trend emerging from the overall results was a divergence between the perceptions of managers and administrators sampled on the restructure, for all areas investigated.  These were the common areas of influence on effective change management identified in the literature review, falling under the following interrelated headings: Communication; Participation, Involvement and Teamwork; Management and Leadership; and Organisational Culture.  

In evaluating the overall data, too much focus on management at the expense of gaining administrator support, a lack of attention to the people aspects of the restructure and not enough administrator involvement and participation were suggested as possible explanations for the opposing perceptions of Signode respondents.  In particular, the appropriateness of the management approach adopted during the restructure was questioned.  Overall, this had implications on creating shared support, vision, commitment and motivation towards the success of the restructure.   

Recommendations on how Signode can improve their change management practices, and people management strategies, as part of an on-going improvement initiative on the way the company effects change include developing both the change management and leadership competencies of management.  Higher emphasis on leadership qualities propose to ensure that change both in the short-term and long-term is carried out responsibly, and that people are put at the top of the list of considerations. Such improvements will also ensure that the workforce is well equipped to deal with repeated and unpredictable change in the 21st Century, and assist in creating a culture in which continuous change is the norm.  This capability has been identified as the weapon that determines whether the company is merely a survivor, or at the forefront of innovation.  
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CHAPTER 1.0: BACKGROUND TO THE STUDY

CHAPTER 1.0: BACKGROUND TO THE STUDY  

1.1 About Signode (an ITW Ltd company)

Signode is a multinational manufacturer of steel and plastic strapping, stretch film (consumables) and the application equipment and accessory products for each.  Products are supported by Signode’s own technical and engineering resources, operator training and maintenance and repair services.  Signode’s products are used throughout the world in a broad range of industries to secure everything from cotton bales and newspapers to steel coils and corrugated cartons.

Committed to research and development, Signode has earned a reputation for being at the forefront of packaging innovation.  Signode provides customers with advanced solutions that increase production efficiency, improve load integrity and reduce operating costs.  Products are constantly refined and new ones are created, taking advantage of evolving technologies.  This responsiveness has made Signode the industry leader in protective packaging systems.  

1.2 Background Information on recent restructures
Signode has undergone a number of structural changes over the last decade.  

Changes in the consumer market in 1993 highlighted the need for the large organisation to be more flexible in order to maintain market share.  Signode’s strategy involved the creation of Small Business Units (S.B.Us) focusing on each market segment to include the following divisions: Packaging, Construction, Containers, Metals and Machines.  The S.B.U’s were autonomous Commercial and Controlling units, with accounts, sales, marketing and personnel functions integrated.  Each unit became more responsive and focused to the market, and more accountable, driving efficiency (Appendix 7.1.1 Organisational Chart 1).  

1.2.1 Machines Division

Further restructuring of the Commercial and Controlling offices occurred within some of the S.B.Us.  Prior to 2002, the Machines Division consisted of three offices and one Machine Production site.  The sales offices were based in the UK, Dinslaken in Germany and France.  The Machine Production site was based in Bernpak, Germany.  The Consumable production sites were shared by all the S.B.U’s.  The decision was made in 1999 to close the Dinslaken and French centres. 
In order to minimise operating costs the French, German and UK sales offices merged to form Signode Machines Division Europe, in Swansea, also leaving the production site in Bernpak, Germany (Appendix 7.1.2 Organisational Chart 2).  This merge in 2002, along with the appointment of a new European Commercial Manager instigated a number of departmental changes, from how the office was managed, to how procedures were implemented.  

The changes were driven by the need to establish a shared vision for the department.  This entailed the joining of processes and procedures to become European, rather than individual French, German and UK practices pointing in different directions.

Initially when the merge took place, existing procedures remained for each country to ensure that customer service was not adversely affected by the restructure and relocation.  Once the initial teeth period had ended however, the challenges faced by the department next involved the joining of both operational and cultural forces. 

The joining of procedures and practices were not as straight forward as expected.  Some issues were anticipated including differences in legislation (e.g. this affected the procedure for debt collection).  Previous research indicated that administrators from the German and French desks felt that procedures were being ‘Britainised’ rather than ‘Europeanised’, neglecting the preferences of their customer’s culture.  Reasons for this lack of support identified included not enough consultation, communication and feedback by management, and the inopportunity taken by managers to understand the different cultures before deciding upon any procedural changes.  

1.2.2 Signode BVBA

The most recent restructure was announced in July 2005.  Signode, and ITW Ltd, had identified that, based upon an evolution of their proven existing euro company structure, they could achieve greater efficiency and further improve customer service by consolidating their separate S.B.Us, to form two new Shared Service Centres serving their core markets of Benelux, France, Germany and the UK, operating under the name Signode BVBA.  

The separate parts and service activities were merged to form the Parts and Service Centre based in Germany.  Consequently, a new Commercial and Controlling centre was created providing customer support for consumable sales, together with a combined accounting and administration activity, based in Belgium (Appendix 7.1.3: Organisational Chart 3).  

Along with the development of new opportunities, the restructure also lead to the closure of some the existing euro company units.  The sales and accounting units located in Swansea, Hoofddorp and Remscheid ceased operations on 30th November 2005 as the new centres began their activities on 1st December 2005, leading to a number of redundancies. 

The restructure was a direct result of strategic decision made by ITW Ltd and Signode who wish to position them self effectively in order to penetrate foreign markets (e.g. in the East).  Signode has also had to reposition themselves in light of changes within the consumer market.  More and more customers are crossing country boundaries, meaning Signode must adapt and be reactive enough to satisfy their needs, being able to offer them an overall European if not Global package.  

1.5 Rationale

Continual change is at the centre of today’s business model.  In fact, according to the Chartered Institute of Personnel Development (People Management, 9/12/04), UK companies are obsessed with reinventing themselves, carrying out a major restructuring every three years.  Mergers and acquisitions are hitting the headlines, with Safeway’s takeover by Morrisons, Philip Green’s pursuit of Marks & Spencer, and the integration of Granada and Carlton in the new ITV all making the headlines.  

Yet, research indicates that 56-70% of these changes fail to achieve their objectives (Atkinson, 2005:14).  Furthermore, the main cause of failure in the majority of cases is a lack of attention to people issues.  Even though its importance is recognised, it is still apparent in some cases that companies do not place the same emphasis on the people element of change, as they do on operational issues such as budgeting.  People need to be a core consideration during the earliest stages of a change, which should be done responsibly:

‘The re-engineering of corporations may sound progressive…but the apparent price workers pay is an undercurrent of anxiety and diminished loyalty and commitment, their morale eroded by a chaotic and often dysfunctional work environment in which individuals are devalued or discounted altogether.’
(Journal: The Lancet, 2004. Article: People Management, 9/12/04)
As Ulrich (1998) states, ‘the pace of change today, because of globalisation, technological innovation, and information access, is both dizzying and dazzling’.
In order to survive in an increasingly turbulent and aggressive environment, organisations need to learn to manage change.  Being adept at managing change is no longer a company’s biggest asset, if they wish to succeed.  Being able to reshape quicker than the competition is the challenge faced by companies in the 21st Century.  
More and more stress is now being placed on the idea of companies learning from change (Carnall, 2003).  One of the major downfalls for organisations is the lack of evaluation that takes place during and after a change.  The author, who is currently employed by Signode, has been requested by the European Commercial Manager (prior to 1st December 2005) to assess Signode’s effectiveness in its change management capabilities, with focus on the management of people during the restructure.  

1.6 Aims of Study

1. To critically review the literature and information available on change management and examine benchmark companies.  

2. To identify key implications arising from the analysis of employee perceptions of change management practices adopted by Signode during the restructure.

3. To recommend how Signode can improve their change management practices, and people management strategies, as part of an on-going improvement initiative on the way the company effects change.  

The research focused on the challenges often faced during large-scale reorganisation, such as effective communication, participation, team working and training.  It is generally agreed that people are the most important asset and resource for a company.  Business performance is increasingly determined by how flexible human resources can be.  Appropriate and effective management and leadership styles have been suggested as a way of tapping into the talents of this resource.   Creating an environment in which the needs of the individual are aligned with the needs of the organisation, through appropriate structures and systems is the key to achieving a culture that is more conducive to change.
CHAPTER 2.0: LITERATURE REVIEW

CHAPTER 2.0: LITERATURE REVIEW

2.1 Change introduction

Change comes in many different shapes and sizes.  It can vary in scope, effecting the organisation as a whole, or just small parts, and can vary in depth, involving incremental changes, or complete overhauls. The process of change is identified by managers as one of the key obstacles to increasing the competitiveness of their organisation.  Beer and Nohria (2000) claim that nearly two thirds of change efforts fail. The speed and impact of change is ever increasing.  Change has become accepted as the only thing guaranteed, in fact it has ‘become both pervasive and persistent.  It is normality’ (Hammer and Champy, 1993:23). 
Change management refers to the process of managing large-scale organisational changes in business, and will be the focus of this review. It is suggested that the companies most likely to be successful in the implementation of change are those who engage all their employees in the strategic process (Kaplan and Norton, 2001).  Even for small change projects, people are required to discard long-held beliefs, and the project must be strong enough to survive even when times get tough. Ensuring that the approach to planning and implementing change is based on sound and appropriate theory is therefore crucial in order to succeed.  

The process of change management has been influenced widely by the school of thought adopted and the approach taken. There are three main schools of thought that underpin approaches to change management, namely the Individual perspective school, the Group Dynamics school and the Open Systems school.  This review will also critically evaluate various approaches to change, including the Planned approach and the Emergent perspective.  The practical aspects of change management are also considered in relation to the theory and approaches offered, along with a comparative analysis of benchmark companies.
2.2 The Individual Perspective school

This school of thought focuses on the concept that change can be achieved by influencing the behaviour of individuals.  All behaviour is learned, and results from a person’s interaction with their environment (Behaviourists theory), and expected consequences, meaning behaviour that is rewarded is usually repeated. Therefore, to bring about a behavioural change, the conditions that caused it must be changed (Skinner, 1974).  In some respects, this approach is comparable to that of the Classical school, which sees people as cogs in a machine, who only respond to external stimuli (Burnes, 2004:262).  
The Gestalt-Field theorists also take into account the individual’s interpretation of external stimuli (i.e. individual incentives) in explaining behaviour, rather than accepting that behaviour is a direct result of the stimuli alone. The Gestalt-Field theorists promote changes in behaviour through helping the individual learn and gain insight about themselves and the situation.   In doing this, the Gestalt-Field theorists enable individuals to develop a deeper understanding of the situation, which may in turn, help improve attitudes towards change (Carnall, 1995).  

This is the case with the Culture-Excellence School, who recommend the use of individual incentives (external stimuli) and gaining insights through discussion and involvement (interpretation of the reason for change) as a means of bringing about change.  Maslow (1943) also recognised the merits of combining extrinsic and intrinsic motivators as a way of influencing behaviour.  Maslow’s hierarchy of needs sees human motivation as being based on an ascending order of needs:  physiological, safety, social, esteem and self-actualisation needs.  Once a lower order need has been met, it is the next level of need that begins to motivate the individual.  

In acknowledging the role of the individual however the Human Relations movement (particularly the work of Maslow) highlights the importance of social groups in organisations.

2.3 The Group Dynamics school

According to the Group Dynamics school, the focus of change should be at the group level through the influencing the group’s norms, roles and values (French and Bell, 1984; Cummings and Huse, 1989).  It is useless to focus on individual behaviour as this itself is a function of the group environment, and pressures to conform.  Whereas norms and roles are more easily determined, values are more difficult to pin point, as group members may not be consciously aware of the aspects that influence their behaviour. 

Norms (which define how people should act in certain situations) can be both formal (explicit) and informal (implicit).  Roles within an organisation are formally defined by job description, although it must be recognised that individuals rarely have one role in work and in life, as is the situation for groups.  A group’s task may ultimately be to reach performance targets, but also be to pursue continuous improvement for example.  Group values are the beliefs about what is right or wrong. 

The Group Dynamics school has influenced both theoretical and practical developments in change management.  Organisations now consider themselves as consisting of groups and teams rather than collections of individuals (Mullins, 1989) and team building activities are one of the most important interventions in Organisational Development (see section 2.6).  

Others still argue however, that the emphasis should be placed on the organisation as a whole if change is to take place.  Rather than consisting of groups and teams, the organisation is considered to be composed of interconnected sub-systems.  The Open Systems school attempts to evaluate these sub-systems, and how they need to be changed to improve performance.   

2.4 The Open Systems school

A system is described by McCalman and Paton (2004:76) as:

‘An organised assembly of components which are related in such a way that the behaviour of any individual component will influence the overall status of the system.’

A system is not linear, but consists of complex networks of interrelationships (Senge, 1990).  Successful change therefore depends on an understanding and appreciation of the interconnectedness of a company in terms of its external environment and internal sub- systems (Open systems).  

The main objective of the Open Systems approach is to optimise performance through achieving overall synergy. Models such as the 7S are consistent with this line of thinking.  Waterman, Peters and Phillips (1980), who worked for the US McKinsey Management Consultancy firm, developed this approach based on the idea that seven aspects of an organisation need to be ‘harmonised’, i.e. pointing in the same direction to be considered as ‘organised’.  These aspects included Shared Values (as the central aspect) surrounded by Structure, Systems, Style, Staff, Skills and Strategy.  

The model highlights how changes in any of the Ss will impact on all of the others so if planned change is to work, then a change in one S must be followed by complimentary changes in the others.  The organisation should reflect this holistic view in their overall approach to change (Burke, 1980).   Training given alone for example is unlikely to lead to organisational change, as it concentrates on the individual.  Change should be approached from an organisational, rather than individual, perspective.  

The Open Systems school has been criticised for being over complex: managers could spend too much time attempting to sort out cause-and-effect relationships (Butler, 1985:345).   A basic understanding of the interconnectedness of systems within and external to the organisation should assist the manager in their role.   

Miller (1967) suggests that the managerial sub-system (Open Systems school) has the overall responsibility for directing the organisation (and all other sub-systems), so if this fails, so does the rest of the organisation.  Organisations such as the NHS routinely incorporate ‘whole systems thinking’ (Iles and Sutherland, n.d, p17) into their management activity.  With such complicated management structures, it is becoming necessary for change agents within the NHS to understand the complexity of change and the potential knock-on effects elsewhere in the organisation.  

The Open Systems school also considers the organisation as ‘open’ in terms of its external environment, as well as its internal systems. Accordingly, changes in the external environment will impact on internal systems and vice versa (Buckley, 1968).  For example, Globalisation and work-force diversity have impacted on the way an organisation operates at many different levels, creating more complex and dynamic environments.  

2.5 The evolving face of change: Globalisation & Workforce diversity 

Continued success is founded upon a constant review of the way companies do business in an ever-changing environment.  The end of the 1980s brought the blending of domestic and multinational companies.  Globalisation became the new buzz word, mutually reinforcing the steady dismantling of trade barriers, increasing availability of global capital, technological advancements, and merging of consumer tastes.  

As globalisation gathers momentum, contact between business people from other countries is becoming more frequent.  The set-up of the European Union has allowed trade to develop between what previously were country-specific markets. The worldwide integration of markets and cultures (Burnes 2004:599) brings more than benefits such as open trade however.  

The more national boundaries a company crosses, the greater the scope for misunderstanding and conflict.  The mobility of labour within Europe and the increase in International and Trans-national structures creates more complex environments in which managers need to develop new ways of managing a cross-cultural workforce effectively.  This amplifies the usual challenges of people management: effective motivation, clear communication avoiding misperceptions, and sensitivity, to name a few.  

Company restructuring is becoming a regular event, often involving the merging of departments or other companies.  Research indicates that 56-70% of mergers and acquisitions fail to achieve their objectives (Atkinson, 2005:14), mainly due to their inability to create a new culture.  In either case, unless managed correctly, it is only natural that the pre-merger ways prevail.  According to Ricks (1999:4), cultural differences are the most ‘significant and troublesome variables encountered by the multinational company.’  
Since the Industrial Revolution, the speed of change has reached an all time high.  Business managers of the 21st Century are not just expected to deal with change as we have known it: but more complex, cross cultural change, in volatile European and Global markets.  In fact, the most recent message of warning in the change management literature is that organisation-level change can no longer be seen as ‘planned, fixed or linear in nature’, but more or less ‘always contains an emergent element’ (Iles and Sutherland , n.d, p14).  Managers must be equipped to deal with change that is both planned and emergent in nature.  

2.6 The Planned Approach to change
The concept of planned change (conscious, deliberate change) is associated with the work of Kurt Lewin, who concentrated on the human side of the organisation and participative change programmes to achieve successful change, through various organisational development interventions.  Organisational development (OD) is interpreted in different ways and it encompasses a wide range of management theory and practice. 

Cummings and Worley (1997:1) define OD as:

‘A process by which behavioural knowledge and practices are used to help organisations achieve greater effectiveness, including improved quality of life, increased productivity, and improved product and service quality.  The focus is on improving the organisation’s ability to assess and to solve its own problems.  Moreover, OD is orientated to improving the total system – the organisation and its parts in the context of the larger environment that impacts upon them’.

French and Bell (1995:1-2) add that OD is about people and organisations, and people in organisations and how they function.  Lewin (1951) developed a three-phase model of planned change which can be used to identify and evaluate change, and implement the appropriate idea in the following stages:  ‘Unfreezing’; ‘Movement’; ‘Refreezing’.  

The Unfreezing stage attempts to reduce the ‘restraining forces’ (resistance to change), which maintain current behaviour.  Resistance to change occurs due to the desire to preserve personal or group interests, a misunderstanding of what the change involves leading to fears of loss, differing perceptions about the organisational needs and a low tolerance for change due to anxieties about not being able to cope (Kotter and Schlesinger, 1979).  
Potential barriers to the implementation of change (‘movement’) need to be anticipated through the cautious analysis of the change situation (Carnall, 1995; Grundy, 1993).  The use of analytical tools to evaluate change situations is suggested in much of the change literature, including a force-field analysis and TROPICS test proposed by McCalman and Paton (2004:18-19).  Scholes (1997) argues that the more radical the change, the more likely it will meet resistance.     

2.6.1 The importance of involving people in the change process 
It is suggested that a higher level of employee involvement is required depending on the impact of the change (Miles, 1971; Huse, 1980).  The conclusion drawn from the theories on employee involvement offered in the literature however (i.e. cognitive dissonance, the depth of intervention and the psychological contract) suggest that the involvement strategy should be considered more by how people are likely to react to the change proposed.  Each company is different.  A change may be readily accepted by one organisation, but strongly resisted in another. 

Green (2006) suggests that engaging people in the change process avoids difficulties in creating shared vision and ownership later on in the change.  In today’s complex organisations, it is not just the ‘select few’ (Beckhard and Harris, 1987) who have all the answers.  Involving and engaging people in the change process, including the decision making, not only harnesses creativity and intelligence, but aligns leaders and staff around a common purpose and shared values.  Rather than staff feeling like the change has been ‘done to them’, collaboration becomes the norm.  

More importantly however, managers need to evaluate how the organisation can overcome and manage resistance to change.  When people feel ownership of the change process, they are more likely to care about the company and the satisfactory accomplishment of the change.  Ownership is achieved by involving people.  Involvement is achieved by openness and communication. This in turn will show people how much their contribution is valued, gaining further commitment to drive the change process. Kotter and Schlesinger (1979) offer six strategies to deal with change:

· Education and communication

· Participation and involvement 

· Facilitation and support

· Negotiation and agreement

· Manipulation and co-operation 

· Coercion  

In particular, participation and involvement at all levels are recommended as part of the complete cycle of change, as well as the institutionalisation of the change (‘refreezing’), if the change is to be successful (Lewin, 1951; Carnall, 1995), as resistance can be expressed in many different ways throughout the change cycle.    

2.6.2 The role of communication 

Dunphy and Stace (1990) argue that there is a role for dictatorial transformation and forced evolution in change situations, as consultative methods of implementation result in conflicting views, and delays.  More participative and consultative approaches to change allow for open discussion, consultation and feedback, which are important for dealing with negativity towards change (Kanter, 1992).   This opens up communication channels, and allows for two way conversations to develop. A famous historian once said: ‘Communication merely reshuffles the cards; conversation creates new cards’ (People Management, 9/12/04).
Effective communication is central in any change initiative.  Failure to communicate openly and honestly adds to the development of uncertainty (Cascio, 2002; Senior, 2002:252), and potential reliance on the company grapevine, where gossip and assumptions thrive.  
Change projects have been known to fail purely because the right messages did not get across.  The person initiating the change needs to treat the change like a business presentation: sell it, put themselves in the stakeholder’s shoes, and make it worth their while (Hatton, 2005).  ‘Communication is what is received- not what is being sent’ (Atkinson, 2005:17).  As organisations become more complex, this becomes one of the major challenges for communicators.  More sophisticated communication strategies need to be employed – combining a wide range of formal and informal channels, allowing for two-way communication and feedback at every stage of the change, and at every level of the organisation.  

2.6.3 Coping with change

The stages of change and appropriate strategies to employ have been further developed since Lewin’s Three-Step model. Bullock and Batten’s (1985) four-phase model of planned change for example is based on over 30 models of planned change (For further detail on Bullock and Batten’s four-phase model, please refer to the Appendix 7.2).  As with Lewin, the focus on Bullock and Batten’s (1985) model is at individual and group level.  Gradually, OD has adopted an Open Systems approach, considering the organisation as a whole, as part of the wider environment.

It is more recognised now that there is no longer a ‘sequential’ set of phases an organisation goes through during change.  Organisations are being reinvented, and the rules of the market place are being rewritten.  The planned change models have been criticised for giving the impression that change is linear and can be dealt with in an orderly process. In reality, change is chaotic.  The emergent element of change presents challenges unforeseen during the planning stages, leading to unexpected combinations of events and outcomes (Dawson, 1996). 
This underlines the need for a highly developed and skilled workforce, able to make decisions and deal with the unexpected emergent elements of change. Individuals at all levels should be given power to influence decisions; information about the organisation's operations and performance; and be trained so that they can operate with a good understanding of the business.  This is achieved through education and participation at all levels, again drawing attention to the importance of involving people through appropriate strategies during change (Kotter and Schlesinger, 1979).

Employee involvement has been defined by Lawler (1986, 1992) as consisting of four critical organisational processes: information sharing, training, decision-making, and rewards. According to Lawler (1992) the real basis for success lies in the management systems that create and sustain an environment in which these processes can be achieved, by developing complimentary structures and systems integrating the needs of the individual into the organisational needs.  The Emergent approach also highlights the importance of an holistic approach when dealing with change, through developing effective structures, managerial behaviour and organisational learning processes that encourage a culture that is conducive to change.
2.7 The Emergent Approach to Change

The increasingly dynamic and uncertain nature of the business environment may be the case that undermines the Planned Approach, and underlines the appropriateness of the Emergent Approach (Wilson 1992).  For the Emergent Approach, change is considered as an on-going and dynamic process of organisational transformation, taking an Open systems perspective.  

The Emergent approach also recognises the power of politics in change.  This originates from the contextual approach to change which focuses on the interrelatedness of individuals, groups, organisations and society (Dawson, 2003; Pettigrew, 1985; 1987). Lee and Lawrence (1991:143) argue that:
‘There is much more power in being able to affect the political context, often more, and with longer-term effects, than possessing strong power bases and adopting effective strategies within the context.’  
There are many advocates of Emergent change with different focus, but that place the same emphasis on certain interrelated features of organisations that promote (or obstruct) success:  organisational structure, managerial behaviour, organisational learning and organisational culture (Dawson, 1996; Wilson, 1992).   

2.7.1 Organisational Structure

Effective structures are those that facilitate innovation and creativity, and allow for intensive communication and feedback. Continuous innovation is essential for ensuring survival in highly competitive markets.  In some cases, the organisation is created around the people, anything less is ‘sub-optimal…and does not guarantee high performance’ (McCalmon & Paton, 2004:145).  

Software Futures adopted this strategy when faced with priority and culture conflicts further to a takeover (Grulke, 2005). The company was rebuilt around three key areas:  radical innovation, breakthrough implementation and thought leadership.  This strategy is most appropriate in industries where customers have a lot of choice, meaning the company has to work a lot harder to create value for their customers and differentiate themselves.  

Even though Software Future’s new structure increased value for customers, it meant the business was built on a different model, and with very different people.   It also meant a potential management mind field.

2.7.2 Management behaviour and attitudes

Today, it is more usual for staff to challenge the rules and think and act independently.  Traditionally, people stayed in their ‘cattle pen’ (Grulke, 2005) and got on with their expected role, associated with the tradition Western management style and the work of Taylor (1911). Nonaka (1991) argues that the belief of creating knowledge based on tapping into the intuition of employees (management or not) is the greatest strength of Japanese companies.  Industries such as IT require a new calibre of talent to keep up in the market.  These people are professionals, who have a choice of who they want to work for.  Despite their effectiveness, these people can be very difficult, if not impossible to manage.  Grulke (2005) describes how:

‘If managing an industrial-age business was similar to herding cattle, then managing individuals with a bent for radical innovation is the equivalent of herding cats’. 

If it is done correctly however, the effective management of ‘cats’ can reap great rewards, as it allows these people to express their unique qualities.  This level of freedom may not be viable in other industries however. Less specialised industries such as Manufacturing do not actively employ high-level intellects to perform administrative/ operational tasks.  Also, companies such as Transet take a different approach to delegation (Grulke, 2005) as the stakes of failure are high in the South African’s transport conglomerate, so authority is delegated cautiously.  Mafika Mkwanazi, the Managing Director of Transet, does still recognise that people need space to explore, even when the business is essentially ‘herding cattle’.  Mkwanazi believes that people who are allowed to roam will develop their own networks, instead of hierarchies, in which the power of relationships will prevail.    

Recently, more emphasis has been placed on locating the ‘power’ (capability and support) within networks as a means of increasing the energy behind the change.  

This includes the mapping out of informal networks (based on friendship, trust and communication), often ignored by companies, and could be as simple as identifying who meets for coffee (Krackhardt, 2005).  The main power source is at the centre of the network.  Grulke (2005) adds that ‘tomorrow’s business will be based on networks where relationships, not people, are a company’s best asset’.  

It is difficult to suggest the most appropriate management approach, as it is often case-specific.  What managers need to understand is that it is no longer appropriate to adopt a one dimensional approach to management that is top-down and processed in nature.  Throughout the literature, it seems that the definition of the manager’s role continues to evolve. The terms ‘manager’ and ‘leader’ have so far been used loosely throughout this review.  Managers are traditionally considered as those with the expertise and knowledge whereas leaders are those that align people with these goals, and inspire them to make it happen (Kotter, 1996:25, Yuki, 1994).  The reality is that managers are often required to be all of these things, depending on the circumstances.  

The Emergent approach argues that a radical management role change is required, to include both the characteristics of the manager and the leader.  Kakabadse and Kakabadse (2005) argue further that a new generation of ‘discrete’ leaders in groups (rather than individuals) are required in companies to address the many issues faced in business today.  The ‘Discretionary’ leader is one that possesses the qualities of both the typical transactional and transformational leader.  For example, the Discretionary leader is adept at planning, organising and control (transactional), but also provides focus, stimulates and inspires (transformational), thus changing mindsets and co-creating differentiation (discretionary).  

It is therefore important that companies recognise the need to develop their management appropriately, in line with the needs of not just the organisation, but also the individual.  This may involve changing the attitudes and behaviour of management.  Learning and problem solving in groups not only assists in bringing about change, but also builds relationships which helps the organisation to improve existing operations (Pedler, 1996:9).  This is known as Action Learning.  Some argue that this management development process should go hand in hand with change projects (Burnes, 2004).  This is not always the case however: organisational change can be a daunting process in itself, without having to incorporate management development initiatives (Crainer, 1998:259).
In any case, management need to ensure that they posses the necessary skills to co-create futures with others, through involvement and continuous evaluation of ways forward.  This is very much in line with the concept of organisational learning, which plays a key role in preparing people to deal with change effectively themselves.  

2.7.3 Organisational Learning 

‘The pace of reorganisations is accelerating, in both private and public sectors.  In this culture and atmosphere, organisations are unlikely to succeed by simply trying to pick the best organisational structure ‘off the shelf’.  Nor is it enough to hire in one or two change management experts who carry all the information and knowledge in their heads.  The truly successful organisation is developing new capabilities to handle and absorb this kind of repeated change’.  

(Robinson, n.d, CIPD, 12/09/05)

Organisational learning emphasises the need to prepare people so that they are able to detect and correct errors, and seek new insights, enabling them to make choices and improve their outcomes (Martin, 2000:463), through collective learning, rather than individual learning (Pettigrew and Whipp, 1993:18).  It is important that managers familiarise staff with aspects of the organisations, such as performance, the market, competition, developing their understanding of the business, and therefore their understanding for change (Probst and Buchel, 1997).  Studies by Gopinath and Becker (2000) have shown that employees who understand the reason for change are more positive as they are able to justify it.  

The concept of organisational learning is increasingly popular as organisations need to be more adaptable and responsive to change, meaning more reactive and innovative structures, and effective leadership, tapping into the talents of the workforce.  These characteristics are consistent with that of the ‘Learning Organisation’ described by Ackerman (1997) as transformational, characterised by a culture of continuous emergent change, at all levels.  According to the Emergent Approach, the learning organisation will theoretically encourage a more conducive culture to change that promotes openness, creativity and experimentation.  

2.7.4 Organisational Culture

Continuous transformation is reflected in some of the strategies of the best and biggest retailers, where fast-moving sectors mean that the ability to change rapidly and continuously is not just a core competence, but the culture of the organisation.  For firms such as Wal-Mart, 3M and Gillette, change is considered as endemic, not episodic and predictable (Brown and Eisenhardt, 1997:1), keeping them tightly aligned with their environment.  

There is now great belief in the importance of understanding organisational culture for successful change to be achieved.  An organisation’s culture is made up of basic assumptions and values.  These assumptions and values influence the behaviour of the members in the organisation, and determine the norms. Organisational culture encompasses the company’s overall approach to change, and therefore binds the core elements of change management solutions suggested by the Emergent approach discussed above (structures, management, collective learning).  

A survey carried out by The Sunday Times (5.3.06) on ‘100 Best Small Companies to work for’ (McCall 2006) revealed a number of common traits shared by each of the most successful small companies, such as consistent and appropriate recognition and reward, training and personal growth, high emphasis on staff contribution, and inspirational leadership.  

Companies who recognise that an overall approach to change creates more energy and therefore driving force behind the change can be seen to share similar characteristics to the ‘learning organisation’. Creating an environment in which the needs of the individual are aligned with the needs of the organisation, through appropriate structures and systems is the key to achieving desirable working conditions, along with staff dedication and commitment.  Attending to the needs of the people involved in the change is a source of motivation.  Kotter (1995) explains that ‘without motivation, people won’t help and the effort goes nowhere’.  This is supported by evidence for the failure of many change management programmes.  Reasons given often include poor communication, lack of planning and preparation, lack of clear vision, and goals set too far ahead in the future (McCalman and Paton, 2004:142).  
2.8 Case Studies

2.8.1 Grampian Health (Adapted from: McCalman and Paton, 2004:250)

These were some of the issues also highlighted in a survey done by Price Waterhouse Consultants involving the attitudes of over 1000 members of staff in the NHS, Grampian Health.  Other problems included wasted creativity, unwillingness to teamwork, and lack of training and learning.  On the positive side, the review identified that people within the organisation were devoted, capable and enthusiastic, but mixed up in a bureaucratic system of indecision.  

The motivators for change included external pressures (government legislation), internal pressures (staff complaints), new standards, and a new General Manager.  To instigate the culture change, tackling the issues highlighted in the survey, OD interventions and tools were used including Process Consultation; Survey Feedback; Change of structure; Team building and Inter-group development.

Further workshops were held to develop vision, mission, management approach and the desired future culture.  The change programme developed included a mixture of long-term and short-term plans to achieve goals, along with team-building workshops, revamping of the in-house magazine, and the devising of a quality programme.  Reward through performance related pay and appraisal were introduced and various steps were taken to develop the management programme.

Grampian’s culture was reviewed via a repeat survey two years later.  Results showed a difference in the perception of management (senior and middle), and basic/supervisory grades.  Management had the definite view that there had been a cultural change, whereas lower grades were less sure.  

2.8.2 Bell Atlantic (Adapted from: McCalman and Paton, 2004:140)

The culture at Bell Atlantic had previously developed from a centralised organisational structure, with a long-standing monopoly, encouraging competitiveness between departments which increased costs and prevented new initiatives.  

Raymond Smith (CEO of Bell Atlantic), upon identification of the need for change, recognised that people are an important asset, and that the success of Bell Atlantic depended on a number of people-related elements: 

· How managers perceive the individual, and how individuals relate to one another. This was resolved through seminars, defining core values such as respect and trust.  

· The maximisation of contribution.   Organisational structure was reorganised to create innovation and quality through teamwork and accountability.  All employees were communicated the business problems and strategies made to resolve them (to include related departmental goals and individual objectives).  Rewards were based on team and individual results. 

· How to achieve the desired situation.  The re-education of managers through ‘The Obligations of leadership’ document ensured the need and reason for change was clear.  The overall effort lead to the design of the Bell Atlantic Way: an organised, participative method of working together.
The management seminars created the opportunity for any questions to be raised, issues resolved and reassurances made.  Any resistance to change would therefore be minimised at this level by good planning, and the encouragement of open communication indicates that this approach would have also been filtered to the line-staff.  The seminars also acted as an open debate for defining the ‘culture’ of the new organisation, creating shared values and meaning. It would have also provided an opportunity to share knowledge.  Knowledge, if shared effectively, can be a source of competitive advantage (Evans et al, 2002:35).  

Smith recognised that the culture change through the new design was a long-term goal, however, effectively used shorter-term objectives (and reward) in order to achieve the vision step-by-step.  Individual goals were satisfied through the ‘Champion Programme’ (allowing staff to be trained and their ideas developed into potential commercial products) empowering departments to create the most efficient environment according to their ideas.  

2.8.3 The Royal Mail (Roberts, 2005, People Management, 2/6/05)
Poor results and low morale instigated the start of the biggest culture change programme in over half a century at the Royal Mail (RM) in 2002.  Over the last 12 months, they have reported improved figures (revenue, absenteeism, strikes etc).  Recently, the deregulation of the letters business, anticipated to take place in 2006 opening up competition, has accelerated the pace of change for the RM.  

Tony McCarthy (RM’s group people and OD director) began the challenge by developing centralised experts to support business partners, integrating the Ulrich model, starting at the Human Resources (HR) department, placing individual competencies and organisational capabilities at centre stage.

David Ulrich, University of Michigan professor, set out four roles for HR in the late 1990s: strategic partner, administrative expert, change agent, and employee champion.  Employee champion, or employee advocate, is particularly important as it ‘contributes to building the human infrastructure from which everything else in the organisations flows’ (Ulrich and Brockbank, n.d).  

To make clear the changes proposed McCarthy held a series of road shows expressing the opportunities the changes would offer. Following the HR department reshuffle, a best-practice event was held involving presentations, internal stands and networking, including a dinner and awards ceremony, to show his thanks, and present the difference the changes had made to the business. 

The changes to HR happened alongside RM’s three-year business renewal programme, integrating development and literature from HR on issues such as ‘How to involve and engage your people’.  Monthly ‘Talk About’ meetings were held to enable open discussion between managers and staff, and the information was used to resolve problem areas highlighted, e.g. the new pay deal.  

The new Royal Mail way of working has been piloted at their Chester branch with great success.  The culture has been transformed from one of command and control, to one of participation where the work force develop and implement their ideas on how to improve performance and service to customers. This was previously unheard of in the RM, but the new approach has demonstrated that staff care about the business as much as managers care.  

This new culture has been achieved by improving the credibility of the managers, through benchmark companies demonstrating alternative management styles and developing ‘communication cells’, where staff and managers discuss any issues at the start of the shift, making them more visible and approachable (an approach similar to that of Action Learning, as described in section 2.7.2).  This also made a big difference to how managers could cope with change: sharing responsibility with the rest of the team has given ownership to the staff as well as the managers.  

2.8.4 Case Studies review

Each case study places management support at the top of their prerequisites for successful change.  Management are heavily invested in and supported in each case, to ensure they have the desired capabilities to deal with the change.  The need for top management commitment is always placed at number one or two in the lists offered on key success factors for major change programmes.  The commandments for executing change as suggested by Kanter (1992:382-3) and Kotter (1995) are an example of this, summarising much of what has been described throughout this review (please refer to the Appendix 7.3 for further information on these commandments).  

Management commitment is vital but must also be used effectively to inspire change at all levels.  In the case of Grampian Health, it is suggested that too much attention may have been paid to higher management levels, at the expense of winning the support of lower grades, and not enough done to develop the leadership skills (McCalman and Paton, 2004:252), which lead to the divergence in perceptions on the change.  This could have also lead to the development of a ‘them and us’ situation as too much stress may have been placed on skill developing rather than enhancing Grampian’s actual management processes.

More recently, research conducted by the Said Business School (CIPD Press Office, 12.09.05) identified issues including the failure to manage the ‘people aspects’ of the change process, namely communication, training and development could have all been improved.  The study involved eleven reorganisations taking place in the UK, including Cadbury-Schweppes and Lewisham Borough Council. 

These issues are similar to those identified in the case studies described above.  Strategies adopted to combat these areas focused on employee involvement (as suggested by Kotter and Schlesinger, 1979), and included the redesigning of structures, systems and process (e.g. reward systems).  Grampian also used external consultants to assist with the culture change.  External change agents are often used to assist with a change as the company may not posses all the skills required to achieve the change themselves.  Although some argue that this function should be performed as part of the manager’s role (Clarke, 1994), others stress that sometimes the manager is often too close to the problem to deal with the task (McCalman and Paton, 2004: 163).  Internal change agent support must still be visible when using external agents to create a shared vision during the change at all levels.  This may not have been the case for Grampian, offering another reason for the divergence in perceptions between the grades in this case. 

The alignment of perceptions and purpose between staff and management means collaboration becomes the norm (Green, 2006).  This does ask more from managers: they have to listen, communicate effectively and be more approachable.  Kotter (1995) argues that too much emphasis is placed on managing change, and not enough on leading change.  The scale of change for each case above was that of radical corporate transformation, which means it is more likely to meet resistance (Scholes, 1997) and therefore requires a participative and transformational leadership style (Dunphy and Stace, 1990).  

The high engagement of staff in the case of Bell Atlantic and RM harnessed creativity and intelligence, making any business issues a shared problem, relieving pressure off managers, and giving ownership and responsibility to the staff.  This was achieved by reorganising the work and reward structures, opening up communication and information sharing through team working (e.g. RM ‘communication cells’).  The first step to achieving this was educating managers on alternative approaches, which in turn, adjusted their attitudes and behaviours towards their subordinates.  The implications of managerial attitudes on staff performance are highlighted in McGregor’s (1987) study of the X and Y theory relating to how managers perceive their subordinates.  

McGregor put forward two suppositions of managerial attitudes towards people and assumptions about human nature and behaviour, based on Maslow’s hierarchy of needs.  Managers applying the X style believed that the average person must be controlled and coerced, directed and threatened in order to achieve the organisational objectives.  People avoid responsibility and lack ambition so motivation only occurs at the psychological and security levels. Theory Y is consistent with current research, acknowledging that people are capable of self-direction, self-control and are committed to objectives.  Motivation occurs at all levels.   Meaningful contribution and feedback from managers throughout this process has been identified as a source of motivation for employees (Lawler, 1969), along with appropriate rewards.  

As with Grampian, the RM admit that some lower levels are still not sure about the new ideas implemented.  This may be just down to the timing of the evaluation as culture tends to seep down through the levels.  The setting of objectives and new work processes in each case, complimented by the involvement of staff at every level throughout the change process demonstrate how the Planned and Emergent approaches should be used together, to achieve the desired state.  Furthermore, the case studies demonstrate similar characteristics of the ‘learning organisation’, paying attention to the cultural aspects of change, with heavy emphasis on creating a culture of collective learning and development, constituting an open-ended and evolutionary approach.

2.9 Literature Review summary
Organisations are approaching a new era, which requires a new response, incorporating insightful thinking (Burdett, 1998:28-29).  Corporate winners will have the desire to succeed through progressive, dynamic and challenging initiatives.  Strategies and cultures that manage change this way will continue to succeed.  

Adaptability is the most important factor to survival.  Being able to reshape quicker than competitors is the challenge faced by companies in the 21st Century.  Organisations are urged to develop structures, processes and cultures that allow people to participate, and speak up about the way things are done.  In dealing with change, the approach and solutions have to be holistically managed.  

There is no road map for change however.  In looking at the three schools that form the back bone of change management theory (Individual, Group Dynamics and Open Systems Perspectives), it could be argued that the conflicting theories means they are of little use to the manager in terms of practical solutions.  In the final analysis, it is the change in behaviour of groups and individuals (that make up the organisation) that allow for new structures, systems and procedures to be realised.

In summarising the Planned and Emergent approaches to change, even though there are a number of distinct strengths, both are flawed in that they are only partial approaches to change.  Despite the large amount of literature and techniques available on change management, there is little agreement regarding the most appropriate approach.  It is clear that neither approach is suitable in isolation for all situations and circumstances. 

The difficult, but crucial task, for the manager therefore involves choosing the most appropriate tools and techniques to deploy the change required.  Throughout the literature, these seem to be those tools that encourage shared learning through co-cooperation (teamwork and participation), encouraging creative and innovative solutions through group involvement and ownership of the change process.  Management development in line with the needs of both the individual and the organisation is therefore crucial in achieving this environment, and developing a culture in which collaboration is the norm (Green, 2006).    

In reality, large-scale changes do not always offer any opportunities for the people involved.  Effective management is required in order to maintain staff commitment and motivation levels, particular if a change results in redundancy.  As Reilly, Brett and Stroh (1993) stress however, in a redundancy situation, individuals become more loyal to their own personal development than to their organisation.  

What managers need to understand is that it is no longer appropriate to adopt a one dimensional approach to management that is top-down and processed in nature.  The new era demands that they are skilled in every aspect that surrounds their role which requires both transactional and transformational qualities.  This becomes more apparent during change: managers not only need business competencies (i.e. industry knowledge/ strategic visioning), and change management competencies (i.e. consultation and communication, group facilitating, network building, learning transfer) but must also have leadership competencies (i.e. value shaper, adaptability, creator of learning culture) to drive the change.  These Human Resource competencies are pre-requisites for successful reorganisation e.g. international joint ventures (Storey, 2001).  
This will enable managers to get closer to their staff allowing them to develop a better understanding of the interrelatedness of the groups and organisation itself and in turn, identify and exploit the power sources that exist within the informal networks (Krackhardt, 2005).   It has long been accepted that people are the firm’s most important asset.  In a fragmented and interconnected world however, it is relationships (and networks) that are the biggest assets. 

The challenge faced by organisations today is summed up by Rosabeth Moss Kanter, in her article on ‘Execution: the Un-idea’.  It means having the flexibility (mentally and organisation-wide) to make things happen even if it goes against current practices.  No matter how good the strategy is the key to success lies in the execution of the plan.  Management should focus on the organisational tools that already exist in order to achieve execution, instead of waiting for the next ‘bullet to come along’.  

Theories and ideas on change management will continue to evolve.  Throughout the review, each perspective, approach and technique puts itself forward as the most effective.  In essence, there is no perfect approach.  The most appropriate solution is multi-dimensional, using both the planned and emergent perspectives as complimentary approaches. Throughout this review, the common areas of influence on effective change management seem to fall under the following interrelated areas:

· Communication

· Participation, Involvement and Teamwork

· Management and Leadership

· Organisational Culture

These areas will form the structure and basis of a study on the employee perceptions of change management techniques adopted during an organisational restructure of a manufacturing company.

CHAPTER 3.0: RESEARCH METHODOLOGY

CHAPTER 3.0: RESEARCH METHODOLOGY

3.1 Introduction

The aim of the research was to collect enough data to evaluate the perceptions of employees and managers on the change management practices adopted during the company restructure in December 2005.  The results will be analysed, and conclusions drawn, leading to the production of recommendations for improving future change management practices within Signode.    The collection of perceptions requires that the researcher is able to effectively interpret the data collected, so that it has true meaning, and an understanding of the phenomena is developed.  

The management of people during change is not a straightforward procedure.  It involves a great deal of planning, preparation, communication, sensitivity, consultation, involvement and feedback.  This emphasises the iterative nature of change, which should be reflected in the research process. 

The formulation of a research topic involves both the delineation of a content area and a choice of an appropriate design and data collection methods.  The entire process is selective, as it is impossible to study everything within such a broad sphere: change management is a wide subject area.  The focus remained on the people aspect of change management, from the perspective of the participant, and does not go into detail about any technical aspects of the change (e.g. Information Technological implications).

There are varying views within the research arena on how research should be conducted.  This is reflected by the numerous texts available on the subject, by a number of different authors, offering their own philosophies and suggestions.  Bearing in mind the vast literature available on the subject and the array of opinions, the process of research is rarely rational and straightforward, the reality being considerably messy and complex (Saunders, Lewis et al, 2003:5).
3.2 Data Collection Methods

In most texts, qualitative and quantitative research methods are set against each other as ‘polar opposites’ (Crotty, 1999:19; Ticehurst and Veal, 2000:18), and are often linked inadvertently with philosophical perspectives.  The ‘positivism’ perspective, for example, is designed around the concept that the world can be measured and explained through objective methods, which can be controlled (Easterby-Smith et al, 2002:28).  This suggests that only knowledge, which is observational, is valid, which relates to numerical evidence following a ‘natural science’ approach through quantitative methods.

Researchers may be led to believe that there is a neat divide when it comes to justifying the choice of methods depending on their philosophical stance. This split is further enhanced by the association of deduction with quantitative methods and induction with qualitative methods.  Deductive research is where a theory is developed and then tested by empirical observation, whereas inductive research is where a theory is developed from the observation of empirical reality (Collis and Hussey, 2003:15).  However, the use of both of these approaches is important in research methods that incorporate ‘Grounded Theory’ for example, where data is derived systematically to develop an inductively grounded theory about a phenomenon (Glaser and Strauss, 1967), as the process has an iterative nature. 

By following these rigid rules of divide, the researcher is in danger of neglecting potentially creative and useful data collection methods.  More importantly, being constrained to one philosophical stance to methods and approaches, may negatively affect the credibility, validity and relevance of the research.  It would therefore be more appropriate to distinguish between philosophies, and then develop methods and collection tools accordingly.  

Philosophical pluralism is generally not accepted, although methodological pluralism should ensure that the mixture of methods chosen are suited to an individual research study, and generate sufficient data allowing the researcher to achieve their goals.  

3.3 Case Study Approach

The research was based on Signode Ltd alone and focused on understanding the dynamics present during the recent restructure on 1st December 2005.  The examination of a single instance or unit of analysis can be described as a case study. This would generally fall under the ‘phenomenological paradigm’ or philosophy (Collis and Hussey, 2003:53), which is concerned with understanding human behaviour, focusing on the meaning, rather than the measurement of social phenomena.  Valsiner (1986:11) claims that ‘the study of individual cases has always been the major strategy in the advancement of knowledge about human beings’. 

This approach is the polar opposite of the ‘positivist paradigm’ (Collis and Hussey, 2003:52), which seeks facts and causes of a phenomena through systematic procedures and measurements, with little regard to the perceptions of the individual.  This method has been used with great success in the natural sciences, however it has been criticised for having an overly high structured research design that ignores relevant findings, and attempting to put a misleading numeric value on complex phenomena, for example, on a person’s intelligence (Collis and Hussey, 2003:54).
In neglecting the individual’s perception of their activity, the positivist philosophy views the world as objective and external to the researcher.   In reality, the subjective experience of both researcher and participant will tend to impinge on the data collection process at almost every level.  From the ontological assumption, the nature of this study is subjective, examining people within their social context (Creswell, 1994:5).  Although the researcher can distance themselves from the participants, this type of research is epistemologically based on the belief that the researcher will always have some influence on the study, bringing their own values and opinions.  It is far easier to recognise that bias can creep in than to eliminate it altogether.  

The methodological assumption is concerned with the actual process of the research, once the research paradigm has been chosen.  The methodology indicates the overall approach to the research process.  Yinn (1994) identifies that during a case study, multiple methods for collecting data is used, including both quantitative and qualitative.  Data tends to be rich and subjective, gathered from small samples.  

3.3.1 The Questionnaire

The use of surveys is a popular method of gathering data in a structured and systematic way, thereby increasing knowledge of a certain situation or phenomena.  Surveys that can be used vary from postal questionnaires, face to face interviews and telephone interviews.  A semi-structured postal questionnaire, containing both quantitative and qualitative elements, was chosen as the most effective way of gathering primary data on the perceptions of employees on the management of people during the restructure.  Respondents are allowed to think about their reply, and if they are performed well, questionnaires can help reduce experimental bias.  

The postal questionnaire offered the benefits of a structured survey, i.e. consistency of questions, anonymity of respondent, ease of comparison, but also combined the benefits of a more open survey style, i.e. people were able to comment further adding meaning to their answers. Difficulty in deciphering written comments was anticipated, and could have been avoided by sending the survey by email.  Email usage within Signode is monitored however, which then threatens the anonymity guarantee.  

The promise of anonymity through surveys was an important factor before and throughout the research.  During the restructure people became uncertain about their job security, and were not willing to participate in the research unless guaranteed full anonymity, as they did not trust the reasons why the research was being carried out.  This was overcome by issuing a covering letter of explanation, emphasising this promise, and that the results of the questionnaire would not be published or shown to any other Signode personnel.  

The use of questionnaires alone means that there is only one chance to collect the data, so time must be spent planning precisely what data are required, how it is to be analysed and that the question responses will be sufficient to meet the research objectives.  This limitation can be minimised through the use of face to face interviews which allow further probing and exploration of questions when necessary.  

3.3.2 Interviews

The results from the questionnaire were reviewed prior to the interviews to highlight any areas for further investigation.  Unfortunately, due to location and unavailability, interviews with any ‘French’ or ‘German’ colleagues were unable to take place within the time restriction issued for the project.  The ideal choice for the interviewee group would have consisted of a mixture of nationalities (a different French, German and UK administrator), and an overall European manager, in order to avoid cultural bias.  

The interviewees were selected by availability, and consisted of one male administrator, and one European Manager, both of which were British.  Both individuals have had several years of experience working within an European environment. Telephone interviews were considered but ruled out as they do not allow for interaction and relationship building, which can maximise interviewee responses.  In general, the disadvantages of telephone interviews outweighed the benefits in this case. 

The interviews were semi-structured allowing for probing and conversation to develop, building a trusting rapport between the interviewee and researcher.  The interviews were allowed to develop depending on the participant’s experience of the restructure, which was more than likely influenced by their job types.  It was therefore difficult to stick to a rigid set of questions, as comments made prompted further questions to be asked, providing more in-depth answers. The questions did however cover the same areas as the questionnaire (section 3.4), allowing for the checking of data and comparison of answers.  The transcripts from the interviews were used to find supporting evidence for the survey results to increase the validity of the research (section 3.7).  

At a later stage of the research, the opportunity to informally discuss the subject area with a manager involved at both a strategic and practical level throughout the restructure emerged.  The transcript was not formally documented however information that was previously unavailable due to timing and confidentiality was offered (including details on the use of external consultants and techniques adopted by Signode during the planning stages).  The manager has been through the last two major reorganisations.  This added to the depth of the findings, and offered further explanations to issues highlighted in the formal research conducted.

3.4 Design of Questionnaire

The design of the questionnaire is crucial in order to maximise the response rate and ensure that the questions are accurate and completed correctly, to provide an adequate amount of data needed to achieve the research goals.  Collis and Hussey (2003:178) note that the questionnaire design should be optimised by ensuring that the respondents understand the purpose of the study.  Questions should be as simple as possible and avoid jargon.  This was crucial in this case due to the added issue of the language barrier.  

In order to rule out any ambiguities before the main research was conducted, a pilot survey was distributed to one female manager, and four administrators of the following nationalities to avoid cultural bias:

· German administrator x 1

· German and UK administrator x1

· French administrator x 1

· UK administrator x 1

The pilot sample aimed to replicate the mix of nationalities targeting in the main sample, however due to the small number of people available for the main research, it was impossible to ensure that other criteria were similar during the pilot, namely the biographical details: sex, age, length of service.  

During the pilot survey, distributing the questionnaire in the relevant language depending on the participant was considered (French and German in addition to English).  This was to ensure that there were no language barriers, therefore maximising the response rate, and clarity of questions and answers.  The cost of organising translations, which can actually lead to misinterpretation during the process, and the time limitation assigned to the study outweighed these benefits.  It was also suggested by the administrator of German nationality during the pilot survey that ‘English is the accepted business language after all’.    

The questionnaire was compiled of quantitative style questions, involving a Likert scale to give a range of choice (six choices were given to avoid any ‘middle’ decisions).  Room for comments was available for each question, and also at the end of the questionnaire, to allow for further explanation.  Clear and concise instructions were given on how the survey should be completed. 

The questionnaire design was inspired by the daily conversations and observations indicating how people were feeling during the restructuring of Signode.  Questions were also generated from case studies based on the management of change, adapted from McCalman and Paton (2004:140-142), namely:

· Bell Atlantic and participative change – Kanter (1991)
· A new telecoms enterprise and dictatorial transformation – Dunphy and Stace (1990)
The subject areas for investigation were inspired further by the Price Waterhouse survey conducted within the NHS covering communication, creativity, motivation, strategy, teamwork and training (McCalman and Paton, 2004:251).  

Following the pilot, the questionnaire was improved, through the process of iteration, which ruled out any ambiguous terminology used, and irrelevant questions.  Consequently, the questionnaire was formatted into sections linking with the literature review (Chapter 2.0, section 2.9) undertaken for ease of analysis, mainly covering the following areas: 

	Subject Area
	Question range

	Communication 
	1-7

	Participation, Teamwork & Training
	8-15

	Management and Leadership
	16-21

	Organisational Culture 
	22-26


These headings were not stated in the main survey issued however to avoid misleading the respondent.  The main survey was distributed by post on 8th February 2006 (deadline 24th February 2006), including covering letter and self-addressed returns envelope (Appendix 7.4).  

Biographical details (A-H) were also requested for analysis and comparison purposes, including:

· Job type

· Sex

· Nationality 

· Age

· Length of service at Signode 

The accessing of these variables allows for comparisons to be made in an attempt to identify any consistent and relevant patterns, for example cultural differences; opinion depending on length of service, and most importantly, managerial Vs administrator response.  

Respondents were also asked to state details about their work situation, including where they are based (e.g. home or office), the number of Signode centres they have worked for (e.g. Swansea, Germany, France), and the affect of the restructure on their current role (e.g. redundancy, no change, promotion).  This data may also provide explanations to responses, i.e. a person who has been made redundant may generally respond more negatively than a person who has received a promotion as a result of the restructure. 

The selection of an unbiased sample is a very important task, and may hinder the development of a true picture of the situation if it is not representative of the population (e.g. if only those made redundant were to participate).  The sampling frame consisted of a list of administrators and managers within Signode, but did not include the sales or engineering teams, or factory and warehouse workers.   Structural change has minimum impact on these teams who operate ‘external’ to the Signode offices.  

The sampling frame consisted of 12 potential managerial respondents and 30 potential administrative staff respondents. This list has not been provided in the Appendix for anonymity and privacy reasons.  

Questionnaires were sent to the following, chosen at random from each segment:

· 8/12 managers.

· 22/30 administrative staff.

· Total sample = 30 employees.

Robson (1993:139) suggests that the sample size needs to be considered in terms of what will be done with the data during the analysis stage.  As the research objectives focus on employee perceptions, the emphasis during analysis will be the quality of the data generated, with some reference to any statistical patterns identified.  The qualitative data collected through the comments section will provide a more ‘real’ basis for analysis and interpretation, rather than a purely statistical analysis that requires high sample numbers.  

3.5 Ethics

A number of ethical issues need to be considered before any type of research is conducted, as it is difficult to do so without ‘running into ethical arguments’ (Coolican, 1992:249).  It is often difficult to gain access to a suitable organisation to carry out this type of research.  Authorisation was given to carry out the research on the basis that it remained private and confidential, and was conducted in a sensitive manner. Employment for over five years with Signode provides the researcher with an understanding of the history (and ideas on the future) which otherwise could have influenced the understanding of the present (Collis and Hussey, 2003:70).   

3.6 Limitations

In any survey it would be hoped that a response rate of 100 per cent could be achieved but this is unrealistic in practice, and even with the optimal questionnaire design and communication process, a degree of non-response to the study will be highly likely.  Non-response may be reduced by making sure that the topic being covered is of interest to the participant and that the outcome is viewed as important (Kervin, 1992).  

In reality, the response rate may also be affected by other factors, such as the timing of the research.  A low response rate from the ‘managerial’ participants was anticipated due to the pressures involved at the time of year the research was conducted.  Not only was it an important time in the company financial year, but it was also a critical point during the restructure. A follow-up Survey Response form (Appendix ref 7.6) was distributed one week after the questionnaire in an attempt to prompt response.  

During past projects, the survey sample was made up of colleagues who were directly affected by the subject, which brought about commitment to the research. The random sampling process means that not all employees will have participated in previous research studies and may be reluctant to take part. 

The data generated from the interviews conducted will be used to build upon, and check the questionnaire results, however the lack of ‘European’ input for this collection method must be accounted for.  This triangulation of data should nevertheless add to the reliability and validity of the conclusions.

3.7 Generalisability, Validity and Reliability 

The quality of the research was evaluated using the following criteria as suggested by Lincoln and Guba (1985):

· Credibility (i.e. use of different sources of data)

· Transferability (i.e. generalisability)

· Dependability (i.e. structured research process)

· Confirmability (i.e. flow of data from results)

Strategies to help achieve reliability and validity include methodological triangulation, which is described by Easterby-Smith et al (2002) as the mixture of quantitative and qualitative data collection techniques.  Denzin (1970:297) adds that if the results lead to the same conclusions, triangulation can add to the validity and reliability of the research.    The researcher’s own experience and results generated from past research studies within Signode were also used to support or refute any findings.  

Bonoma (1985) argues that phenomenological methodologies such as case studies tend to be higher in ‘results currency’ than positivistic methodologies, due to the ‘contextual relevance across measures, methods, paradigms, settings and time’ (Collis and Hussey, 2003:57).  The results currency refers to the ‘generalisability’ of results (the ability to apply research results to cases beyond that studied).  

A case study is concerned with explaining and understanding what is going on in a particular business, so external generalisability (beyond the setting studied) is not important.  On the other hand, conclusions and theories generated from a case study may help explain other similar cases (Ragin, 1987; Yin, 1994).  Similar cases were in fact studied in the Literature Review (Chapter 2.0) to provide further explanations and recommendations for improvement for Signode (e.g. Bell Atlantic, Grampian Health, Royal Mail).  
The focus for this research is on Signode however, which puts emphasis on achieving internal generalisability (Maxwell, 1992:1996:96), creating a true picture generating accurate conclusions, in order to produce useful recommendations for future improvement. Robson (1993:310) highlights two potential threats to realising this:  subject error and subject bias.  

When studying the perceptions of an occurrence, it may be that a questionnaire completed at a later date (or a different time of the week or the day) may generate different results (subject error).  The restructure at Signode took place only three months prior to the data collection period.  Typically, during the initial stages of a change, there is an initial ‘teething’ period where any issues are identified and corrected, meaning potentially more work (and maybe more stress).  The outlook on the restructure may change as the year progresses and the work load settles, so a questionnaire performed in June 2006 for example, may have generated a different opinion.  The project deadline did not allow for a settling period to be given, so it will be important to bear in mind the potential influence of subject error on the results. 

On the other hand, participants may respond in the way that the organisation would want them to.  This is described as subject bias (Robson, 1993:310).  An attempt to minimise the effects of subject bias was made through the promise of anonymity, allowing participants’ views to be expressed without any fear of repercussion. 

There are various strategies that can be used to ensure that the evidence and conclusions stand up to the closest scrutiny in terms of validity and reliability.  Means of achieving this, according to positivists, rely on the ability to generate the same conclusions through study repetition.  In this case, being thorough and honest, and paying close attention to procedures should ensure that a true picture is developed about the phenomena being studied (dependability).  The ability of the researcher to interpret and reduce qualitative data accurately will also determine how valuable the data becomes.

3.8 Data Analysis

Virtually all research will involve some numerical data or contain data that could be usefully quantified to help answer a research question. Excel provided the tools required for the effective analysis of the quantitative data.  The quantitative results were tabulated into Excel to form an electronic record of the numeric data gathered (Appendix 7.7: Tabulation of Questionnaire results).  From this, tables were formulated by biographical detail for each question indicating any statistical patterns, presented by subject area (section 3.4).  

For ease of analysis and interpretation, the responses from the questionnaire were then collapsed into ‘Agree’ (covering Agree Strongly, Agree, Agree Slightly) and ‘Disagree’ (covering Disagree Strongly, Disagree, Disagree Slightly), and tabulated by question area (Appendix 7.8) for further analysis.  Graphs for each subject area were then created and presented in the data analysis (Chapter 4.0) to show clearly any statistical trends across the question grouping. 

Each completed questionnaire was manually coded (R1-R20), along with the biographical details (A-H), and other data required for the questionnaire (see Record of Questionnaire coding, Appendix 7.9).  This allowed for accurate data entry.  

The qualitative data from the questionnaires was reduced for analysis using a Matrice display, and also electronically presented in the Appendix (ref 7.10) by subject area (section 3.4), to enable any links between the numeric data and comments to be easily identified and explained.  Any comments used from the matrices were referenced using the relevant grid number (e.g. R10:Q1).   Miles and Huberman (1994) provide a comprehensive guide on the use of data displays when analysing qualitative data.  A matrice provides a structure and order allowing for the affective and accurate summarising of data. 

The interview transcripts (Appendix 7.5) were then used to check the validity of the results generated by the questionnaire, and to provide further explanations.  In contrast to this, writers such as Easterby-Smith et al (1991) and Mostyn (1985) advocate the use of a coding frame when analysing qualitative data.  

The analysis of the data collected should span from the research design.  More informal qualitative data analysis techniques were therefore adopted.  Working with transcripts instead of coding the data is preferred by Phenomenologists such as Robson (1993:310).  

In reality, there is no perfect way of conducting research. Every attempt was made to maintain vigilance throughout the analysis of data to avoid jumping to the wrong conclusion.  The comments from the questionnaire were compared to the numeric data, and the interviews conducted assisted in the interpretation of the questionnaire comments, providing a holistic understanding of the study (Leininger, 1994).  The likelihood of achieving the same results from a case study at a different occasion is small, also bearing in mind the effects of subject error and subject bias (Robson, 1993:310).  The only real test of validity and reliability is whether the conclusions accurately capture the existing dynamics of the case being studied. Honest and critical self-judgement on the researcher’s behalf may be the only practical means of achieving this. 

CHAPTER 4.0: ANALYSIS AND DISCUSSION OF RESULTS

CHAPTER 4.0: ANALYSIS AND DISCUSSION OF RESULTS

4.1 Introduction

One of the aims of this study is to identify key implications arising from the analysis of employee perceptions of change management practices adopted by Signode during the restructure.  The intention of this chapter is to provide an analysis of the primary research (questionnaires, formal interviews and informal discussion), against the background of change management theory and benchmark organisations.  The researcher’s own experience was also used to support or refute any findings.  Throughout the research process, the limitations of the study were also considered (e.g. the lack of European input).  Reflecting the data collection process, the results of the research have been grouped into four specific areas of influence on people management:

	Subject Area
	Question grouping

	Communication 
	1-7

	Participation, Teamwork & Training
	8-15

	Management and Leadership
	16-21

	Organisational Culture 
	22-26


This is mainly for ease of presentation and analysis however it is recognised that these areas are interrelated, meaning a cross-over in data will occur.  Bar charts (graphs 1-4) have been created for each question grouping, showing clearly the differences in perceptions of the restructure between managers and administrators. The data relating to these graphs can be found in the Appendix 7.8.  

For ease of interpretation, the responses were collapsed to ‘Agree’ (covering Agree Strongly, Agree, Agree Slightly) and ‘Disagree’ (covering Disagree Strongly, Disagree, Disagree Slightly).  With the exception of Q3-Q4, responses that agree with the statements are viewed as positive, and those that disagree are viewed as negative.  

The overall response rate achieved was 66.66 per cent (20 completed out of 30 questionnaires distributed), which can generally be considered as acceptable.  The data collection focused on the depth of the data, rather than the quantity for measurement.  

If broken down further, the response rate of the administrators was 72 per cent (16 completed out of 22 questionnaires distributed to administrators).  Although this response rate can be considered as high, administrator participation has excelled to 90 per cent and over during past research conducted by the researcher within Signode.  This could be explained by closer relationships and accessibility in the past, as the sample size has rarely extended to other Signode centres.  The sensitivity of the subject and existing uncertainty amongst all staff could also explain the lower than expected response rate.   

The overall average was brought down by the response rate of the managers however, which was 50 per cent (4 completed out of 8 questionnaires distributed to managers).  This was anticipated as a limitation of the research however (Chapter 3.0, section 3.6).  

Although the Likert scale gave a good choice of options for responses, there were a number of non-responses (0) to questions (R9:Q2;Q8;Q9;Q13;Q14;Q16-20 and R18: Q10-17; Q19).  Upon analysis of the questionnaire further comment area (Appendix 7.14), this seems to be because the questions were not entirely relevant to that person, or they were unsure of the area in question. 

4.2 Biographical Distribution of Respondents

The Tabulation of the Questionnaire results can be found in the Appendix 7.7, relating to this chapter.

The biographical distribution of the respondents can be seen in Table 1 (Appendix 7.11), which examines the demographics of the respondent as required in A – H of the questionnaire and describes the combination of those questioned, emphasising their differences.

Generally, there was an equal response between male (45 per cent) and females (55 per cent).  The management team is predominantly male in Signode, which was reflected in the respondents: one female manager, three male managers.  All respondents were office based, meaning no comparison figures were compiled for this biographical detail.  

The majority of respondents were ‘British’ (60 per cent), 33 per cent of which have worked in Signode centres other than Swansea (R2, R6 and R8, R12).  Those mainly based in Swansea made up 45 per cent of respondents, of which 89 per cent were ‘British’ (R1, R9, R10, R11, R13, R15, R17, R18, R19).  Previous participation in research studies and the consequent level of trust between researcher and participant could explain the higher levels of ‘British’ respondents, particularly those based in Swansea.  As explained earlier, previous research samples have rarely extended to other Signode centres. 

The age grouping of respondents start from 30 years old onwards.  It is difficult to say whether this is reflective of the total population in Signode however the length of service could be an explanation of this.  Signode has a large proportion of respondents who have worked for Signode for over ten years (60 per cent if totalled), meaning they have now exceeded the lower age brackets.  It can also be an indicator of the level of skills, knowledge and experience within the company.  Knowledge, if shared effectively, can be a source of competitive advantage (Evans et al, 2002:35).  

The results indicate that Signode also has a considerable proportion of staff with less than five years service (30 per cent).  This could be explained by the normal recruitment of staff that takes place during periods of change (Chapter 1.0).  

The sample selected aimed to reduce bias by ensuring it consisted of a ‘fair’ number of those made redundant to those not affected by the restructure.  The response was reflective of this, showing 30 per cent of respondents have been or will be made redundant, and 35 per cent have not been affected by the restructure.  The remaining 35 per cent consists of 5 per cent promotion, 5 per cent demotion, and 25 per cent sideways role change/ relocation.  

4.3 Data analysis and discussion

Any comments used during this chapter can be found in the Matrices (Appendix7.10) by subject area, then grid reference (e.g. R5; Q2) and also the Interview transcripts (Appendix 7.5). 

4.3.1 Communication Results (Q1-Q7) – Graph 1
An open and honest approach to communication is central during any change programme (Kanter, 1992:382-3).  Failure to do so adds to the development of uncertainty (Cascio, 2002; Senior, 2002:252) and potential reliance on the company grapevine where gossip and assumptions thrive.  In reality, the company grapevine is often the most vibrant network for communication, but not always the most accurate. It can therefore add to the uncertainty leading up to the change, and consequently fuel negative perceptions.  

The results show that this was the case for Signode, with Q3 showing that both the majority of administrators (94 per cent) and of managers (75 per cent) agreed that there were rumours existing before the announcement.  81 per cent of the administrators sampled confirmed that these rumours made them fear the impending change (Q4), whereas only 25 per cent of the managers felt the same.  Generally those who agreed with Q3 also agreed with Q4.  The majority of managers (75 per cent) disagreed that the rumours made them fear the impending change.  This may be explained by their level of involvement during the early stages of the restructure, compared to administrator involvement.  
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Extensive time and resources were invested by management into the planning of the restructure. An informal interview with a manager involved heavily during the planning stages revealed how external expertise from Deloitte Consulting on creating Shared Service Centres were used along with a multitude of techniques, which stemmed from the appointment of a Steering Group (Appendix 7.12), consisting of management of different levels.  From this group stemmed further groups that also consisted of informal teams.  This network provided the framework for information sharing and communication during the planning stages, between and across groups.  

Signode adopted a cautious communication strategy during the preliminary stages of the impending change due to the impact of the restructure on existing Signode units.  The restructure at Signode was formally announced by the manager of each centre in July 2005 following the decision to reorganise into Shared Service Centres.  The announcement highlighted Signode’s opportunity to change in light of the consumer market and developing markets in the East.  The announcement stated the consequences of the restructure (e.g. closure of existing Commercial and Controlling offices), and the opportunities for staff at the new Shared Service Centres.

Studies by Gopinath and Becker (2000) have shown that employees who understand the reason for change are more positive as they are able to justify it.  Only 25 per cent of the administrators sampled agreed that the reason for the need to change was communicated appropriately and effectively, compared to 100 per cent of the managers that were sampled (Q1).  Furthermore, only 56 per cent of the administrators agreed with the reasons put forward for the need to change in this way, as opposed to 100 per cent of the management sampled (Q2). A cross analysis did not highlight any direct link between Q1 and Q2: i.e. those who felt that the restructure had been communicated appropriately and effectively did not necessarily agree with the principle reason for the need to change, and vice verse.  
This indicates that the restructure may have been more effectively communicated to the management team.  An employee comment supports this suggestion: ‘communication is effective amongst managers and amongst administrators, but not between these groups’ (R5; Q7).  The manager interviewee agreed that communication was effective ‘between teams’ but did not specify if these included administrators.  This is supported by the results from Q6 and Q7.  Even though only 6 per cent of the administrator respondents agreed that effective communication occurs in Signode regardless of language barriers (Q7), further analysis of the comments exposed that the underlying issue does not seem to be any language barriers, but is related to the way knowledge is shared within Signode. This is done on a ‘need-to- know and who-you-are basis’ (Q6:R11).  Q6 reveals that only 12.5 per cent of the administrators, as opposed to 100 per cent of the managers, sampled agreed that new ideas and information are shared effectively in Signode.  

The opposing results may also be the consequence of not including administrators during the ‘unfreezing’ stage of the restructure (Lewin, 1951).  Management involvement in the planning stages through the Steering Group would have developed their understanding of the restructure, and may explain their positive perceptions of the change.  Research suggests that commitment and political support by top management differentiates between the success and failure of a project.  Both political sponsorship and sustaining the support from top management (Kanter, 1992:382-3; Kotter, 1995) have been identified as drivers of a successful reorganisation.  This is reflective of the cases reviewed in chapter 2.0, and the expertise offered to Signode by Deloitte Consulting during the restructure, who suggest that visible top management commitment is critical to the success of any restructure.  
Winning the top management support by integrating them fully into the plan also has its downfalls.  Due to Signode’s flat structure and therefore limited resources, managers were expected to continue to ‘hold the fort’ whilst also meeting the demands of the Steering Group (e.g. weekly objectives - information gathering and analysis).  This ultimately meant that they were often unavailable, which was negatively perceived by administrators.  87.5 per cent of the administrators and 25 per cent of the managers sampled disagreed that management were available at any stage during the restructure to discuss any issues (Q5). Other managers who were available were also ‘in the dark about the change’ (Q5:R1), so could not offer any information.
It seems that the lack of employee involvement during the early stages and shortage of information available meant that generally administrators could not make up their minds (Q2:R11) about certain aspects of the restructure such as the relocation choice.  Alternatively it may suggest that Signode did not ‘sell’ the restructure to the administrators effectively.  Hatton (2005) advises that companies need to adopt techniques associated with a business presentation to communicate change: sell it, put themselves in the stakeholder’s shoes, and make it worth their while.  

4.3.2 Participation, Teamwork and Training (Q8 – Q15) – Graph 2
The results indicate that 94 per cent of the administrators sampled were not encouraged to get involved in the planning and implementation of the restructure (Q10).  The same amount also confirmed that they were not part of a team to help plan/ implement the restructure (Q11: 94 per cent).  Even though it is suggested that the level of employee involvement should be in proportion to the scale of impact of the change (Miles, 1971; Huse, 1980), top management had decided that it would be impractical to allow administrators to get involved during the planning stage, due to the threat of information leakage, and consequent spread of panic and distress due to site closures.  Participation and involvement from all levels during the implementation stage is crucial in dealing with any negativity or resistance towards the restructure, especially as Signode did not have this opportunity during the preliminary stages (Kotter and Schlesinger, 1979).  
Staff at all levels that are affected will only care about a change if the company adopts an open and honest communication approach, encouraging them to participate in the change process as much as possible.  This approach was adopted by management of the Royal Mail (RM), and presented them with the following benefits: the problem was shared reducing the stress on management and people began to feel ownership of the change process meaning they were more likely to care about the company and the satisfactory accomplishment of the change.  
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Signode seemed to be more selective in their involvement strategy, including those only considered as necessary to driving the restructure (Beckhard and Harris, 1987), possibly due to the skills required to perform the change (Informal Discussion). During the interview, the administrator did comment that they felt that they had been ‘cut out of the loop’ having declined a new role in the new office, believing this to be the reason why they were not asked to get involved (Administrator Interview, Q3).  Coincidently, the only administrator respondent that was involved and implemented into a team (Q10: 6 per cent) was one that did accept a new role in one of the new Shared Service Centres.  There is no further evidence in the primary research to support or refute this however.  

Alternatively, Signode may not have had much choice in the matter.  Having not shared in the experience of the Steering group, or planning stage, the rest of the organisation cannot be expected to want to get involved in the changes or feel as committed to the project (Green, 2006).  This is reflected in the questionnaire results, where 75 per cent of the administrator respondents disagreed that the announcement of the restructure positively affected their commitment and motivation levels (Q8).  

In order to combat this situation, Signode offered existing employees the opportunity to apply for new jobs in the new centres (including a relocation package).  If this was not an option, financial incentives were offered in addition to an enhanced redundancy package to encourage staff to stay on until the offices were closed on 30th November 2005 (Management interview, Q6).  Staff were also allowed time off to search for new jobs/ job interviews.  It seems that ‘incentives’ offered by Signode were not perceived by administrators as appropriate (Q9: 62.5 per cent) to maintain their motivation and commitment levels during the restructure.  This draws attention to the work of McGregor’s (1987) on how staff should be treated as perceived by the manager.  

During the interview the manager admitted that ‘we can’t predict people or their reaction to incentives to keep them motivated and committed.  It is hard to dictate exactly what motivates each individual’ (Management Interview, Q6).  In addition to offering incentives, ‘keeping staff informed via meetings’ and ‘trying to get staff involved in certain projects’ (Management interview, Q6), Signode might have considered a more participative and consultative approach towards the implementation of the restructure, allowing the opportunity for administrators to express their own ideas and test their abilities.  Meaningful contribution and feedback from managers throughout this process has been identified as a source of motivation for employees, along with appropriate rewards (Lawler, 1969; Maslow, 1943).

In reality, during a redundancy situation, individuals become more loyal to their own personal development than to their organisation (Reilly, Brett and Stroh, 1993). The administrator interviewee honestly commented that Signode could not have done much to maintain motivation levels for those made redundant.  ‘At the end of the day, it’s no longer your problem, and you loose interest’ (Administrator Interview, Q4).

Comments made by a manager supported the fact that many employees expecting to loose their job suffered flagging levels of motivation, but suggested that it could have been better managed: 

‘Many employees, even though they were expecting to loose their jobs, responded very professionally.  These employees continued to work hard and support the change when they were asked.  There were however some employees, who’s motivation expired, that demonstrated a negative response to the change.  These employees needed to be closely managed and I feel that on many occasions this was not the case.  As a result, the de-motivated employees did not pull their weight and were allowed to get away with poor performance and reliability.  This impacted on the team's spirit and caused some resentment which in turn impacted on the motivated employees’ performance’ 

(Questionnaire Further Comments, R19).  

Employee involvement and participation not only consists of information sharing, decision-making and rewards, but also includes training (Lawler, 1986, 1992).  The results reveal that the large majority of administrators do not agree that appropriate and sufficient training was given prior to the restructure (Q12: 94 per cent) and during or after the change-over (Q13: 88 per cent).  94 per cent of the administrator respondents also disagreed to some extent that training was given on time (Q14).  

An administrator unaffected by the change (R6), based in one of the new Shared Service Centres, described how ‘a few presentations were done the last week of November 05’ (Q14:R6).  The manager interviewee contradicts the administrator’s experience and describes how prior to the restructure, ‘teams were put in place to deal with certain projects- both in the Swansea office and the new centres- so knowledge could be shared’ (Management Interview, Q8).  The manager could not confirm what actions were taken with regards to support and training after the restructure however.  

Training and support are on-going issues, and are vital in preparing administrators to deal with the unexpected emergent elements of change (Carnall, 2003:242). Only 37.5 per cent of the administrators sampled agreed to some extent that help was always available during and after the restructure (Q15), as opposed to 75 per cent of the managers sampled.  A possible explanation for this is the unavailability of managers involved in the Steering Group.  On-going support must be given to help people with their learning curves and institutionalise the restructure, as identified by Lewin over half a century ago (‘refreezing’).  

4.3.3 Management and Leadership (Q16 – Q21) - Graph 3
It seems that one of the main implications of the lack of administrator involvement is the perception that administrator ideas and contributions were not valued during the restructure. 88 per cent of administrators, as opposed to only 25 per cent of managers, sampled disagreed that managers were open to suggestions from employees (Q19).  The administrator interviewee explained that ‘when I did mention potential issues (e.g. informing suppliers of new details), it didn’t get done.  It was very frustrating, but after a while you loose interest’ (Administrator Interview, Q7).  Likewise, 75 per cent of administrator respondents felt that their contribution was not valued during the restructure (Q18).  All of the managers sampled (100 per cent) felt that their contribution was valued however.  

During the interview, the manager confirmed that their own contribution was valued ‘or they would not have agreed to be part of the team!’ (Management Interview, Q11).  Furthermore, in their opinion ‘the contribution of staff was certainly valued too-otherwise the restructure would never have worked.  This was the case for staff staying on and leaving too’ (Management Interview, Q11). This was shown at a very personal level by saying thank you. Contrary to this, an administrator commented that ‘we put a lot of work in at year end for the new organisation and there was no thanks received’ (Q18:R1).  The administrator interviewee expressed that ‘sometimes it seems that only managers are perceived to have a brain!’(Administrator Interview, Q7).  This suggests that Signode’s management style is consistent with traditional ‘Western’ approaches and the work of Taylor (1911) and McGregor’s (1987) X Thoery.  Nonaka (1991) argues that the strength of Japanese companies is the belief that creating new knowledge depends on tapping into the talents of employees, not just management.  

Whereas some companies may have a specific person or department that is assigned the task of managing a change, and is in fact a specialist in the area (as with the Royal Mail), the role of change agent is often expected to be a part of the manager’s general function (Clarke, 1994).   The researcher is not aware that any managers are given consistent formal training on OD or dealing with people issues during change.  This could be an explanation for the differing perceptions, as each manager adopts their own style of managing people and issues during such times.  Upon analysis, this seems to have presented Signode with two challenges: successfully project-managing every aspect of the change (Q16), and ensuring that each manager’s style is appropriate to deal with the people aspects during the restructure (Q17).

The Steering Group provided Signode with a good framework to project-manage the restructure overall, however the differing experiences of the administrators and managers sampled suggest that the management style during change is inconsistent.  The scale of change for Signode was that of radical corporate transformation which means it is more likely to meet resistance (Scholes, 1997) and therefore requires a participative and transformational leadership style (Dunphy and Stace, 1990).  Management however generally did not inspire the administrators sampled to contribute to the restructure (Q17: 69 per cent).  
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Upon further analysis, the 69 per cent of the administrators uninspired by management comprised of all those unaffected by the restructure (no change) and all those who had been made redundant.  The 25 per cent of the administrators who were inspired by management are those who have relocated (R14), moved sideways (R5 and R8) and been demoted (R4).  In the case of those made redundant, possibly before the implementation stage began, management may not have had the opportunity to inspire people, bearing in mind also the affect of redundancy on individual perceptions.  It appears that Signode’s ‘selective’ implementation strategy may not have included those unaffected by the restructure, offering an explanation as to why these administrators felt uninspired by management.  Signode must remember however that even if a change has no affect on the individual’s professional role, it will affect informal networks (e.g. friendship) and conger up insecurity due to the fear of the unknown (Senior, 2002:252).  This presents itself in the form of negativity and resistance towards change (Kotter and Schlesinger, 1979), and challenges motivation levels as both safety and social needs are threatened (Maslow, 1943).  

During the interview, the administrator commented that ‘inspiration as a quality in Signode management is ok, but they can be over dictatorial’ (Administrator Interview, Q9).  As noted earlier, it is difficult to determine what motivates and inspires each individual.  This is accentuated in a multi-cultural and diverse workforce.  A respectable 50 per cent of administrators and 100 per cent of managers sampled agreed that cultural differences are recognised and respected in Signode (Q20).  In any case, it is evident that managers in Signode need to possess both transactional (e.g. budgeting), transformational (e.g. leadership) and discretionary (e.g. co-creating differentiation) qualities to excel at both managing and leading change in the future (Kakabadse and Kakabadse, 2005).  

The results indicate that in some cases there may have been too much focus on ‘managing’ rather than ‘leading the restructure’ (Kotter, 1995) during the early stages. The administrator respondents view on how Signode manage large-scale change was not overwhelming (Q21: 31 per cent were positive), but was more positive than their view on the inspiration given by managers (Q17: 25 per cent were positive). Such transformational qualities in a manager are required to align people’s needs with that of the organisation, and inspire them to make it happen (Kotter, 1996:25, Yuki, 1994).  If the administrators sampled do not feel ‘valued’ by Signode, then they are unable to satisfy their self-esteem needs i.e. desire to be respected.  This negative perception has major implications on motivation according to Maslow (1943).  Kotter (1995) explains that ‘without motivation, people won’t help and the effort goes nowhere’.

4.3.4 Organisational Culture (Q22 – Q26) - Graph 4
An organisation’s culture is made up of basic assumptions and values. These assumptions and values influence the behaviour of the members in the organisation, and determine the norms. Companies who recognise that an overall approach to change creates more energy and therefore driving force behind the change can be seen to share similar characteristics to the ‘learning organisation’.  According to the Emergent Approach, the learning organisation will theoretically encourage a more conducive culture to change that promotes decision-making, openness, creativity and development. 

The results indicate that just over half of the Signode administrators sampled are generally able to make their own decisions in most cases (56 per cent), confirmed by 100 per cent of the managers sampled (Q22).  The results would initially suggest that some administrators do feel that they have some freedom in their role.  On the other hand, only 31 per cent of the administrator respondents, compared to 100 per cent of the manager respondents, are generally encouraged to be creative, even outside of their specific role (Q23).  Along with the lack of communication flow between administrators and managers (section 4.3.1), the results may be symptomatic of ineffective structures and systems that could hinder the creation of a more conducive culture to change. 

The structure at Signode can be considered as relatively ‘flat’ (Appendix 7.1), abiding by the principles of remaining less complex and more reactive to adapt to changing market trends.  In some cases (e.g. Software Futures) organisations are structured around the people, not the other way around, in order to deal with conflicts (e.g. priority and culture) following a reorganisation.  
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In any case, an effective structure is characterised by high innovation and creativity, the freedom to make decisions at all levels, and allows for intensive communication and feedback. These aspects can all contribute to the employee’s job satisfaction in terms of how the role meets their needs, and in turn influence their motivation (Maslow, 1943).
A problem often associated with open delegation and freedom is the high risk of failure.  Consequently, companies like Transet delegate authority more ‘cautiously’.  This could explain why Signode generally allow some decisions to be made by administrators, but cap creativity and open delegation, as failure costs associated within the Manufacturing Industry are high.  High delegation and creativity can also be difficult to manage (Grulke, 2005) and it is not always necessary to employ high-level intellects to perform administrative/ operational tasks.

It is important however to strike an appropriate balance, and understand that people need at least some space to ‘roam’.  Adaptability has become one of the major determinants of success in the 21st Century, and companies need to ensure they develop it’s capabilities to deal with repeated change, through educating and developing their staff (Organisational learning).  In general, 50 per cent of the administrators and 100 per cent of the managers sampled agreed that they are encouraged to progress themselves in Signode (Q24).  The manager interviewee confirmed that people are ‘encouraged to increase their skills through computer courses and further part-time education’ (Management Interview, Q13). There is no mention over whether this is done on a collective basis however, and the split in results suggest that learning and development is organised on an individual level only.  Critics of this approach (Group dynamics; Open systems perspective) place emphasis on group or collective learning rather than individual learning however as a way of driving change.  
This approach to learning and development may also not be sufficient in terms of meeting the needs of the majority of administrators.  Further to the restructure, an administrator commented that the lack of personal development opportunities has negatively affected their motivation levels.  

It also raises the concern that expiring motivation levels during the early stages of the implementation of the restructure could adversely impact the speedy success of the transition:

‘Staff worked together in teams to pull through the first two months of reorganisation and worked very hard.  However as the months go on staff are beginning to feel de-motivated as their loyalty and hard work are not recognised or rewarded either through personal development/ training or salary increases etc.  Staff development through training is not at all encouraged in the company and they do not foster personal growth or development.  This affects staffs’ motivation negatively.’

(Questionnaire Further Comments, R12)

According to Lawler (1992) the real basis for success lies in the management systems that create and sustain an environment in which employee participation and involvement can be achieved, by developing complimentary structures and systems integrating the needs of the individual into the organisational needs.  The findings indicate inconsistencies however in management style between the new and old centres, and between times of change and day to day.  Team working for example is generally encouraged (Q25: 75 per cent) but was not utilised effectively during the restructure (Q11) according to the administrator respondents.  More specifically, in line with the findings of Ricks (1999:4), cultural differences have been suggested:  

‘I have worked in Signode Germany since 2000.  The management thinking is totally different to the UK.  Staff are there to do the work allocated, not to make suggestions’.

(Questionnaire Further Comments, R2)

This inconsistent management approach raises issues of most administrators being treated in ways that are contrary to their disposition and the norm in Signode.  It is also in opposition of their levels of commitment to Signode, as the survey indicated that 75 per cent of the administrators sampled care about the success of Signode (Q26) as well as 100 per cent of the managers sampled.  
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5.1 Introduction

The aims of the study have been achieved, but it must be recognised that change management is a wide subject area, and it is impossible to study everything within such a broad sphere.  The process is entirely selective, so it is important to recognise the limitations and dangers of drawing up firm conclusions about theory or practice from such a small number of case studies. Indeed it would not be accurate to assume that opinions of those sampled, are in fact shared by everyone in Signode.  However, the literature available on the subject has been critically reviewed and the benchmark companies examined present a range of change management techniques, which are rich in detail, and together, raise some important issues and implications that would be unwise to ignore.  

Even though a number of checks were made to evaluate the research process and quality of the analysis, no method is 100 per cent reliable and it is worth making a note of the limitations of the research.  There is no perfect methodology or mixture of methods in order to achieve research objectives.  Robson (2002:4) reminds us that ‘real life’ study (outside of the laboratory) is all about trying to make sense of a messy and complex situation.  

5.2 Conclusions

The second aim of the study was to identify key implications arising from the analysis of employee perceptions of change management practices adopted by Signode during the recent restructure.  Generally the biographical characteristics did not show any significant trends.  Indeed, the only clear trend emerging from the overall results was a divergence between the perceptions of managers and administrators sampled on the restructure, for all areas investigated.  

The more negative perception of the Signode administrators compared to that of the managers is symptomatic of neglecting the needs of the administrators during change. 

This opposition in perceptions on the restructure could be down to the timing of the research, which was carried out during the stressful ‘teething period’ of the reorganisation.   Administrators would not have yet had the opportunity to build up their confidence, and feel comfortable with the change (Carnall, 1995). Usually, the acceptance of a change does take time to seep down through the levels in the organisation, particularly when it involves a culture change.  

It is difficult to determine exactly what has influenced the perception of each respondent, or group, however in analysing the primary results and reviewing the case studies and literature, the following possible explanations for the opposing perceptions of Signode respondents can be suggested: too much focus on management at the expense of gaining administrator support (as with Grampian Health), a lack of attention to the people aspects of the restructure and not enough administrator involvement and participation. The appropriateness of the management approach adopted during the restructure is also questionable.

The need for top management commitment is one of the key factors required during a change, highlighted in both the literature (Kanter, 1992:382-3; Kotter, 1995) and case studies.  Management commitment is vital but must also be used effectively to inspire change at all levels, which was not evident in Signode (Q17).  As with Grampian Health, too much attention may have been paid to higher management levels in Signode, at the expense of winning the support of administrators, and not enough done to develop the leadership skills.  This has lead to the development of a ‘them and us’ situation between the management and administrators.  

A change on this scale requires a transformational management style, with more emphasis on leading change (Kotter, 1995) in order to ensure individual needs are not neglected.  Recent research suggests that it is not uncommon for companies to fail to manage the people elements of the change process, namely communication, training and development (CIPD Press Office, 12.09.05). The results indicate that this was also the case for Signode.  These issues can usually be addressed by employing appropriate strategies throughout the change (Kotter and Schlesinger, 1979) that involve staff in the change process.  More participative approaches do demand more from managers however-they have to listen, communicate effectively and be more approachable.  
It was not practical for Signode to include administrators in the Steering Group used to plan the restructure due to the threat of information leakage and panic, however in doing this, it appears that the administrators sampled felt as though the restructure had been ‘done to them’ (Green, 2006). The lack of administrator involvement in the planning stages added to their anxiety towards the restructure (Q4) and adversely affected their motivation and commitment levels (Q8).  More importantly, the administrator respondents did not feel as though their contribution was valued by Signode during the restructure (Q18), amplifying these issues.  This has implications in creating shared support, vision, commitment and motivation towards the success of the restructure.   

In evaluating the data holistically, including the researcher’s own experience, the inappropriateness of the management approach during the restructure along with time and resource pressures could be suggested as the main reason for the downfall in attending to the people issues during the restructure.  The results implicate that although management posses both business and some change management competencies there is less evidence of the use of their leadership competencies in dealing with the people aspects of the restructure.  

It is suggested that change agents need to posses all three of these Human Resource (HR) competences for successful reorganisations, e.g. international joint ventures (Storey, 2001:333).  The people elements of the restructure were considered by management during the planning stages (Informal Interview), although it is difficult to measure how much priority the subject was given due to the secrecy during this stage.  The negative perceptions of the administrators sampled suggests that there was a gap in the planning and implementation stages, possibly because management are limited in their knowledge of applying appropriate OD techniques when initiating change.  No matter how much planning is done, the key to success lies in the execution of the plan (Kanter, n.d).  

Alternatively, it may suggest that the OD interventions for dealing with the staff considered by the management Steering group were not perceived as appropriate as far as the Signode administrators were concerned.  This is reflective of McGregor’s (1987) study of the X and Y theory relating to how managers perceive subordinates.  Signode’s management style during the restructure was described as ‘over dictatorial’ (Administrator Interview, Q9).  This approach relates to theory X, where managers perceive subordinates to be lazy, and must be controlled, directed, and threatened if the organisation is to achieve its objectives.  Subordinates avoid responsibility and lack ambition, so motivation only occurs at the psychological and security levels (Maslow, 1943). This approach would also explain the minimal levels of administrator involvement during the restructure.  

There is some evidence to suggest that even though the theory X management style seems to be more predominant in Signode during the restructure, they do adopt an approach similar to theory Y on a daily basis.  Theory Y, consistent with current research, acknowledges that people are capable of self-direction, self-control and are committed to objectives.  Motivation also occurs at the affiliation, esteem and self-actualisation levels (Maslow, 1943).  In general, over half of the administrators sampled are able to make some decisions themselves (Q22), are encouraged to teamwork (Q25) and to progress themselves (Q24) in Signode.  The opportunity for self-development seems to be at an individual level however, and is not consistent throughout Signode.   It is suggested that this, along with the level of decision making and team working depends on the management and culture of the centre.  

The more dictatorial management approach during the restructure may have been necessary due to external pressures and strict deadlines, as consultative methods of implementation tend to lead to delays (Dunphy and Stace, 1990).  The negative administrator perception of management style during the restructure raises issues of most administrators being treated in ways that are contrary to their disposition and the norm in Signode.  It is also in opposition of their levels of commitment to Signode, as the survey indicated that 75 per cent of administrator sampled care about the success of Signode (Q26).  

5.3 Recommendations 

The final aim was to recommend how Signode can improve their change management practices, and people management strategies, as part of an on-going improvement initiative on the way the company effects change.  The past decade has produced turbulent change for employees and managers, due to a combination of factors including new technology and globalisation.  It would be difficult to find an organisation, which has not experienced some degree of change in structure, product, processes, philosophy, ownership or culture.  Change is at the centre of today’s business model. Hitting the headlines are UK companies that are obsessed in reinventing themselves, the pace of which is both ‘dizzying and dazzling’ (Ulrich, 1998).  

The way in which change is approached can have a dramatic impact on the perceptions of employees.  There is no route map to change. The difficult, but crucial task, for the manager therefore involves choosing the most appropriate tools and techniques to deploy the change required.  Throughout the literature, these seem to be those tools that encourage shared learning through co-cooperation (teamwork and participation), encouraging creative and innovative solutions through group involvement and ownership of the change process.  This requires a movement from control and command to commitment.  The management system has the biggest responsibility for directing the organisation (Miller, 1967) meaning if this system fails, so does the rest of the organisation.  

Lawler (1992) adds that the real basis for success lies in the management systems that create and sustain an environment in which employee participation and involvement can be achieved, by developing complimentary structures and systems integrating the needs of the individual into the organisational needs.  As their role continues to evolve (Kakabadse and Kakabadse, 2005) managers need to be equipped with not only business competencies (i.e. industry knowledge), but also change management and leadership competencies.  
During the compilation of this report, Signode were in the preliminary stages of the restructure.  Recommendations will be made on how Signode can start to improve their change management practices, and how indeed these changes, if done effectively, can lead to long-term consultative change to their people management strategies.  As suggested by Crow and Hartman (1995) instead of trying to improve individual issues (e.g. satisfaction, motivation), it may be time to consider new management and leadership approaches that address change management practices holistically.  

5.3.1 Change Management competencies

As a first step, Signode needs to focus on improving the relationship between management and administrators by developing the change management competencies of the management team (i.e. consultation and communication; group facilitating, network building, learning transfer).  Bell Atlantic and Royal Mail tackled this issue through re-educating managers in two ways: how they perceive the individual, and by demonstrating alternative ways to manage people.  This process involved redefining core values such as respect and trust (through seminars at Bell Atlantic).  Information was given on ‘How to engage your people’ (Royal Mail) and re-training via ‘The Obligations of Leadership’ documents (Bell Atlantic).  

This process of organisational-wide management development ensures that management behaviour is appropriate by addressing any gaps in management competencies.  Signode may consider adopting a similar holistic on-going strategy to management development, rather than individual one-off training.  As with the case of RM and Bell Atlantic, it is suggested that this management development process (similar to that of Action Learning) should go hand in hand with change projects (Burnes, 2004).  The results indicate that this was not the case for Signode, however organisational change can be a daunting process in itself, without having to incorporate management development initiative (Crainer, 1998:259).
The development of literature and continuous training on people management in companies (e.g. ‘The Royal Mail way’) also helps to support and instil new management processes, to become the norm, developing a more participative management approach, and creating a culture of high employee consultation and involvement. In any organisation however, this will only be achieved if the management style is appropriate as perceived by those being managed (McGregor, 1987).  

It is therefore crucial for Signode to gain further insight into the perceptions and opinions of staff.  The lack of administrator involvement during the planning stages formed a gap between the managers and administrators sampled.  Opposing perceptions have implications in creating shared support, vision, commitment, ownership and motivation towards the success of the restructure.   Managers at Signode now need to employ appropriate strategies (Kotter and Schlesinger, 1979) in order to close this gap and effectively implement the restructure, working towards its institutionalisation (Lewin,1951; Carnall, 1995). In using an involvement strategy to initiate change the Royal Mail identified that team working (e.g. ‘communication cells’) improved communication and relations between the manager and staff, and made a big difference to how managers could cope with change: sharing responsibility with the rest of the team not only harnessed creativity and intelligence, but gave ownership to the staff as well as the managers.   Improved relations would also allow Signode to tap into the levels of knowledge and experience identified in the survey (Nonaka, 199; Pedler, 1996:9).  

The alignment of perceptions and purpose between staff and management means collaboration becomes the norm (Green, 2006).  Improving relations through team working allows managers to develop a better understanding of the interrelatedness of the groups and organisation itself (Dawson, 2003; Pettigrew, 1985; 1987; Senge, 1990; Waterman, Peters and Phillips, 1980), and possibly identify and exploit the power sources that exist within the informal networks (Krackhardt, 2005).  Being able to influence the political context of a group is sometimes more effective that possessing a strong power base (Lee and Lawrence, 1991:143). 

This again emphasises high administrator involvement, through the process of information sharing, training, decision-making but also rewards (Lawler, 1986; 1992).  An important aspect of this strategy is appropriate recognition and reward.  The primary research raised the issue that administrators have worked very hard to pull through the last couple of months, but are ‘beginning to feel de-motivated as their loyalty and hard work is not being recognised or rewarded’ by Signode (Questionnaire further comments, R12).  The negative perceptions of the administrators sampled in Signode would suggest that morale is low at the moment. Short-term wins need to be achieved and communicated in order to boost spirits.  Administrator contributions must be valued and placed at the centre of Signode’s strategy for making the restructure a complete success.  
Although many of the recommendations so far need to be considered over the long-term as well as the short-term, the majority of these improvements can be realised with little cost to Signode.  In fact, recognition of hard work can be achieved by just saying ‘thank you’, and adopting a more personal touch to reward.  The benefits of taking a more personal approach to managing staff are clear in the recent survey carried out by The Sunday Times (5.3.06) detailing the characteristics of ‘100 Best Small companies to work for 2006’.  Larger multi-national companies such as Signode should not be afraid of going back to their roots, and learning from smaller businesses on how to gain dedication and commitment from staff through developing a desirable work environment.  

The research reveals a number of common traits shared by each of the most successful small companies, such as consistent and appropriate recognition and reward, training and personal growth, high emphasis on staff contribution, and inspirational leadership.  Companies such as St Luke’s Communications and Rackspace Managed Hosting boast about their staff reward systems which include incentives such as champagne, trophies, weekends away and £150 per year per employee to spend on learning a language for example.  PTS are committed to achieving corporate objectives without compromising the aspirations of their staff, encouraging career and personal development.  Over 89 per cent of staff at Isis Telecommunications know how important they are to its success, and feel they can make a difference.  The survey revealed high trust levels between staff and management, who also feel inspired by them.  This might be explained by their closer relationships through the levels of team work and team bonding that is encouraged: plenty of company-funded socialising at Isis Telecommunications ensures that teams are ‘tight’.  

Although each company has different ways of achieving staff satisfaction and commitment, they all share one common trait: an inspirational leader that puts peoples’ needs at the centre of the company’s strategy.   Similarly, The Royal Mail have adopted the Ulrich model placing HR competencies at the centre of the change programmes, especially those focussing on the ‘human infrastructure’ of the business (‘employee champion/ advocate’).    This demands that managers have no less than excellent interpersonal skills, enabling them to apply appropriate OD techniques to achieve staff satisfaction and commitment.  Getting closer to staff provides a better understanding of their needs.  Effective two-way communication is the key to achieving this. 

Communication processes were negatively perceived by the administrators sampled in Signode.  Managers in Signode must develop multiple two-way communication channels to combat the ‘them and us’ situation. A famous historian once said: ‘Communication merely reshuffles the cards; conversation creates new cards’ (People Management, 9/12/04).  These new cards should be used to develop new working practices where managers and administrators co-create solutions and improvements.  This takes a new kind of ‘discrete’ leader that not only combines transactional and transformational qualities, but posses the ability to reshape the minds of staff and co-create differentiation (Kakabadse and Kakabadse, 2005).  
5.3.2 Leadership Competencies
This co-creation of futures with others, through involvement and continuous evaluation of ways forward, is very much in line with the concept of organisational learning, which plays a key role in preparing people to deal with change effectively themselves.  The findings indicate that training and development opportunities are not sufficient according to the Signode administrators sampled.  

The concept of organisational learning is increasingly popular as organisations need to be more adaptable and responsive to change.  In reality, change is chaotic.  The most recent message of warning in the change management literature is that organisation-level change can no longer be seen as planned.  The emergent element of change presents challenges unforeseen during the planning stages, leading to unexpected combinations of events and outcomes (Dawson, 1996). This underlines the need for a highly developed and skilled workforce, able to deal with the unexpected emergent elements of change. 

In today’s complex organisations one person or small group is no longer likely to have the answers (Green, 2006).  Individuals at all levels should be given power to influence decisions; information about the organisation's operations and performance; and be trained so that they can operate with a good understanding of the business (Martin, 2000:463; Probst and Buchel, 1997).  This puts forward the argument for Signode to invest further in the training and development of administrators through collective organisational learning (Pettigrew and Whipp, 1993:18).  

Companies who recognise that an overall approach to change creates more energy and therefore driving force behind the change can be seen to share similar characteristics to the ‘learning organisation’. Creating an environment in which the needs of the individual are aligned with the needs of the organisation, through appropriate structures and systems is the key to achieving desirable working conditions, along with staff dedication and commitment.  According to the Emergent Approach, the learning organisation will theoretically encourage a more conducive culture to change that promotes openness, creativity and experimentation.  

It must be noted that Signode needs to invest both time and resources into achieving these improvements over the long-term.  Any future research should also part of an on-going evaluation of the way Signode manage change. 

5.4 Further Research

Any company conducting regular employee opinion surveys would be in a position to identify early warnings of employee discontent.  This study identified key implications arising from the analysis of employee perceptions of change management practices adopted by Signode during the restructure.  Further to Signode’s consideration of the recommendations proposed, it is suggested that more in-depth research is conducted based on the findings of this study at a later date.  It may also be of interest for Signode to perform a comparative analysis of companies who have restructured into Shared Service Centres in Europe, as the bench mark companies reviewed do not offer any insight into operating in a truly cross-cultural environment, and the implications of merging previously independent European centres on managing change.  

Today, the speed of change means being able to reshape quicker than competitors is the major challenge faced by companies in the 21st Century.  The truly successful organisation is developing new capabilities to handle and absorb this kind of repeated and unpredictable change, at an organisational level.  Planning is important however the key to success lies in the execution of the plan.  This underlines the need for a highly developed, skilled and committed workforce. This requires that the company takes a holistic approach to people management which is reflected in their approach to change (Burke, 1980).  Most of all, this must be done responsibly.  Continuous transformation is reflected in some of the strategies of the best and biggest retailers, where fast-moving sectors mean that the ability to change rapidly and continuously is not just a core competence, but the culture of the organisation.  Creating this culture has been identified as the weapon that determines whether the company is merely a survivor, or at the forefront of innovation. 
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Graph 1: Communication within Signode (Q1 - Q7)





0





2





4





6





8





10





12





14





16





18





Admin





Managers





Admin





Managers





Admin





Managers





Admin





Managers





Admin





Managers





Admin





Managers





Admin





Managers





Q1: The need to





restructure was initially





communicated





appropriately and





effectively.





Q2: I agree with Signode's





reason for the need to





change in this way.





Q3: There were rumours





about the change before it





was announced. 





Q4: The rumours made





me fear the impending





change.





Q5: Managers were





available at any stage





during the restructure to





discuss any questions.





Q6: New ideas &





information are shared





effectively in Signode.





Q7: Effective





communication does





always occur regardless of





language barriers.





Questions Q1-Q7





No. of Respondents





Non-response





Disagree





Agree





19%





100%





37.5%





100%





6%





75%





6%





75%





6%





75%





6%





50%





75%





37.5%





75%





75%





62.5%





94%





94%





94%





88%





94%





62.5%





6%





25%





25%





25%





6%





50%





6%





25%%





25%





Graph 2: Participation, Teamwork and Training (Q8-Q15)
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Graph 3: Management & Leadership within Signode (Q16-Q21)
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Graph 4: Signode's Organisational Culture (Q22-Q26)
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