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ABSTRACT

M.Sc. Pharmacy Administration and Policy regulation minithesis, School of Pharmacy,
University of the Western Cape.

This study aimed to review the change management implemented in a Biopharmaceutical
company in Cape Town in the light of existing literature on change management theory.
Three main constructs were identified: process of change, readiness for change and

climate of change.

A quantitative pencil-and-paper survey were used to explore and describe employee
experience of the change management process within a single department of a
biopharmaceutical company in Cape Town. Cronbach alpha coefficient confirmed
internal reliability (a = 0.94) of the questionnaire constructs. Employees across all ages
reported average scores for all constructs (M > 2.5 < 4), indicating a similar experience
regardless of age. A medium-strong positive carrelation.(p < 0.01; r = 0.49) was observed

between process of change and climate of change.

Based on the findings from the literature review and empirical research,
recommendations were made to improve the change management processes and
experience within biopharmaceutical companies. This study not only contributes to the
body of knowledge on change'management literature in.the biopharmaceutical context,
but also provides insight to a biopharmaceutical company to improve future change

management practices.
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CHAPTER 1
INTRODUCTION
1.1. Background and motivation

HUCMI defined change management as a combined term used for all approaches to prepare,
support, and assist individuals, teams, and organizations in making organizational change.
Change management includes methods that redirect or redefine the application of resources,
business processes, budget allocations, or other modes of operation that significantly change a
company or organization. Change management is a complex process involving company
employees at all levels. Naturally, people are resistant to change and could perceive the process
of change management as negative which may affect staff morale (Kanter, 2012; HCMBOK
Human Change Management Body of Knowledge, 2019). As an employee on senior
management level of a biopharmaceutical company currently undergoing change management,
the researcher aimed to investigate the change management.process of the biopharmaceutical
company. Based on the findings, recommendations were made to improve the change
management processes and staff experience within the relevant and other biopharmaceutical

companies.

Biopharmaceutical companies often supply critical and life-altering products and therefore, any
changes implemented, must be concurrent with existing processes to limit or preferably avoid
supply shortages. This could lead to unigque challenges and additional pressure on staff during
the change management process. The biopharmaceutical company in this study (hereafter
referred to as TMBIo) has a public-private-partnership with the South African Government to
supply vaccines to South Africa. The Government owns 47,5% of the company according to
Medical Brief (2019) and purchases approximately 95% of the product supplied by the
company. Further to this, has a partnership with two multinational companies to supply a

Hexavalent- and 13-strain pneumococcal vaccine

In addition, the two multinational companies are involved in the technical transfer and
commercialization process of Hexaxim and Prevenar-13. In future, TMBio will be
manufacturing, visual inspecting and packing these vaccines for distribution. In 2015 the one
multinational company signed an agreement with TMBio to pack labelled, pre-filled syringes
(Medical Brief, 2019; Pfizer, 2015). In 2018 they initiated the labelling and packing of the pre-



filled syringes. Formulation and filling of the syringes are currently in technical transfer and
the aim is to become fully commercial by quarter three of 2020 according to the CEO of
TMBIo.

Limited academic literature is currently available on change management processes specific to
biopharmaceutical companies. The theoretical objective of this study was therefore to review
existing literature on change management theory, within and outside the scope of the
biopharmaceutical context. Some processes that TMBio followed were also discussed with
preliminary recommendations for improvement and future research. The literature review was
followed by an empirical investigation by means of a quantitative survey to explore and
describe employee experience of the change management process. Another objective of this
study was to describe correlations between the main constructs of change management in a

biopharmaceutical company.

Based on the findings from the literature review and empirical research, recommendations were
made to improve the change management processes and experience within biopharmaceutical
companies. This study not only contributes to the body of knowledge on change management
literature in the Biopharmaceutical context, but also pravides insight to the relevant
Biopharmaceutical company to improve future change management practices.

Operationalisation of objectives and structure of the thesis are as indicated in Table 1 below.



Table 1 Operationalisation of objectives and structure of thesis

Objective Method and Analysis Chapter
Theoretical Objective e Review and discussion of | Chapter 2
To review existing literature on existing literature Literature Review
change management theory e Recommendations
Empirical Objectives Chapter 3
e To explore and describe the e A quantitative survey applying | Research methodology
employees’ experience of the closed ended questions were
change management process utilized. Chapter 4
in the Biopharmaceutical e Descriptive statistics were Research Results
company. applied to determine the
means and frequencies of the
e To determine and describe the various change management
interrelationships between the constructs.
different change management-{ e Inferential statistics were
constructs. applied to calculate Pearson’s
correlation coefficient.

Chapter 5

Conclusions

Conclusively, change management is a complex yet delicate process that requires thorough
understanding thereof in order to be successfully executed. Various factors could impact the
outcome and should be considered prior to, during and after its implementation. One critical
factor that should always carry consideration is the human factor and its resistance to change.
Understanding the dynamics behind change management could increase the success rate of the
change management process, especially in a biopharmaceutical company where day-to-day

processes are already intricate.



CHAPTER 2
LITERATURE REVIEW
2.1 Definition and Importance of Change Management

Change management is a critical process utilized by organizations to implement and facilitate
change (Mar, 2013). Organizational change requires suitably planned and well-organized
activities in order to move an organization from its present, often unfavourable state, to a future
desired state (Harigopal, 2006). In the event of a new or developing company moving from
project mode to fully commercial operations (as is the case with TMBIo), change management
is imperative. Change management comprises of a number of steps that are required to prepare,
support and assist individuals and teams within an organization to successfully implement
change (Harigopal, 2006). Organizational changes are required to keep a company profitable,
competitive and able to timeously respond to changes in consumer demand. Change
management is often required post-merger and —restructuring or after an acquisition (Mar,
2013).

Nassiri-Koopaei et al. (2014) conducted a qualitative study on an Iranian Biopharmaceutical
company. From their study results, it was concluded that managerial development as well as
policies and regulations were considered the primary reasons for current commercial trends.
Nassiri-Koopaei et al. (2014) therefore suggested that these factors be carefully considered if
successful commercialization is desired. Barsoux and Anand (2017) emphasized that leaders
could identify the items that needed change by understandings three concepts: ‘the catalyst for
transformation, the organization’s underlying quest, and the leadership capabilities needed to

see it through.’

The catalyst for any transformation or change management process would be those items that
adds value to an organization. This involves improving efficiencies (streamlining and cost
cutting) and reinvesting growth. Barsoux and Anand (2017) cautioned that attempts to
streamline a business such as productivity improvements, outsourcing, divestments and

restructuring could sometimes negatively impact growth.

According to Barsoux and Anand (2017), approximately 70% of all change management
attempts fail. Barsoux and Anand (2017) did a study and the analysis suggested that poor



execution was not the sole reason for failed change management attempts. They emphasized
that companies often misdiagnosed the issues that needed change. “Before worrying about
‘how’ to change, executive teams need to figure out ‘what’ to change- in particular-what to
change first.” Failure does however not always imply complete failure. It often implies that
targets in terms of timelines are missed or the outcome is not as planned. (Barsoux and Anand,
2017). Change management utilizes a range of tools, techniques and processes to re-evaluate
and re-define the utilization of business resources (Harigopal, 2006). These resources include
personnel, budget allocations and business processes.

The Human Change Management Institute (HUCMI) indicated that change management
affected an organization on multiple levels. Change management not only modified the current
state, but moved people from their comfort zones. Only through human change can an
organization successfully implement change management (HCMBOK Human Change
Management Body of Knowledge, 2019). For an organization to meet planned objectives,
change must be humanized and supported until it becomes an organization’s new culture
(HUCMI, 2019). People have a natural resistance towards change and it often leaves them
feeling anxious and with a sense of loss of control (Kanter, 2012). Change management
processes are therefore often met by resistance from staff members (HCMBOK Human Change
Management Body of Knowledge, 2019). Specialists in the field agreed that it is not resistance
itself that lead to failure, but how management dealt with this resistance (Dawson, 2003). Bill
Wilder (2011), director of the Life Cycle Institute, mentioned that people “generally don’t
resist change. They resist being changed if they don’t know why.” Trompenaars et al. (2003)
mentioned that change initiatives often fail because aspects of corporate culture have been
ignored. They further mentioned that it might not be sufficient to merely “add” the cultural
component. “Culture is to an organisation what personality is to an individual”” (Trompenaars
and Woolliams, 2003). Culture does not only provide importance, direction and mobility to an
organisation, but it enhances the overall ability of the organisation to deal with the challenges
it might (and probably will) face. Trompenaars and Woolliams (2003) is not of the opinion that
a change process can be authentic if strategic business matters and cultural values are not
considered. They further argued that changing a company’s culture is a “contradiction in terms”

and that cultures act to preserve themselves and protect their own existence.



2.2 Change Management Models

Bamford and Daniel (2005) stated that there were two key approaches to change management:
planned and emergent. Planned changed which is based on the work of Kurt Lewin, dominates
the theory and practice of change management. A number of researchers recommended change
models that not only proposed, but included changes within an organisation’s corporate culture.
Others have suggested change across national and cultural boundaries (Trompenaars and
Woolliams, 2003) The majority of these models can however be criticised for two main and
recurring reasons: (i) they tend to underestimate the effort required to achieve and sustain the
change and (ii) they are inclined to discard everything related to the current situation in favour
of a new future, thus rejecting the best of what has been achieved (Trompenaars and
Woolliams, 2003)

According to Lewin’s force-field theory(1947), organisations experience constant, dynamic
tension between forces pushing for change and forces resisting change (Lewin, 1947).
Trompenaars and Woolliams (2003) stated that it is management’s responsibility to reduce the
resistance to change and increase the forces for change. Under the dilemma-theory approach
(Lloyd and Trompenaars, 1993), this is only a mid-ground solution. It does not consider the
fact that people’s resistance might increase 1f the pressure to change increases. In order to
understand cultural change, it is impartant to understand that culture is defined by a set of rules
and methods that has evolved and is used by a society or;oerganization to deal with regular
problems they face (Trompenaars and Hampden-Turner, 1998). Hofstede (1991) defined
culture as “the collective programming of the mind which distinguishes the members of one

group or category of people from another”

Several other change models exist that are frequently referenced in academic and popular
literature and articles. They consist out of varying numbers of processes or steps and consider
different factors. They even vary in approach. Kotter refered to an eight step change
management process (Kotter, 2020). Huy (1999) on the other hand described a multilevel
theory of emotion and change, simplified through individual EQ (emotional intelligence) and
organizational attributes (emotional competence). Mar (2013) divided change management

processes into four types: departmental and team -, organizational -, program — and finally



project change management. Bhasin (2018) divided change management into four stages which

mainly refer to employees and the emotional change they go through.

Liu and Perrewé (2005) further divided the cognitive-emotional process: during primary
appraisal individuals will look for incompatibilities and they evaluate how the change will
impact them. During secondary appraisal, which follows once individuals consider the change
relevant, they make sense of change and decide how it will impact them. It becomes a coping
period where individuals try to control activities such as information collection and exchange
of issues which sometimes results in unwanted outcomes such as counterproductive work
behaviour (Bowling and Eschleman, 2010; Fox and Amichai-Hamburger, 2001). The appraisal
process often results in an emotional response which is translated into a specific coping
behaviour (Smith and Lazarus, 1990). A comparative summary of the seven most familiar
change management models and the differences between them can be found below in Table
2.1



Table 2.1 Comparative summary of the seven most familiar change management models and the differences between them.

Change Management Models

Lewin McKinsey’s 7S | Kotter Nudge ADKAR Bridge’s Kibler-Ross
A change model that It is a tool that This change model It is a concept used in Change A Transition Five stages of
creates the perception analyses a comprises of 8 behavioural science, — management model | model that grief, proposes
that change is needed. It | company’s overlapping steps- the first | economics and political defined by an highlights the a sequence of

then moves toward the
new, desired level of
behaviour and then it
solidifies the new,

organizational
design by looking
at the 7 key

internal elements.

three are all about creating
a climate for change. The
next on engaging and

enabling the organisation

theory which proposes
positive reinforcement and
indirect suggestions as

ways.to.influence.the

acronym that
represents the five
tangible and

concrete outcomes

stages of
transition that
people go
through when

emotions
experienced by
a dying person
or a person that

changed behaviour as the and the final step to behaviour and decision that people need to | they experience | lost a loved
norm. implementing and sustain | making of groups or achieve for lasting change. one.
change. individuals. change.
3 Phases 7 Internal factors | 8 Steps 1 Concept 5 Factors 3 Stages 5 Stages
Unfreeze Strategy Create a sense of urgency | Nudging Awareness Ending Denial
Move/Change Structure Create a guiding coalition Desire Losing Anger
Freeze System Create a vision for change Knowledge Letting go Bargaining
Shared Values Communicate the vision Ability Depression
Style Remove obstacles Reinforcement Acceptance
Staff Create short-term wins
Skills Consolidate improvements

Anchor the changes




2.3 Different Stages of Change Management

An organization’s employees will determine the rate of the change management process and
also the success thereof. It is therefore critical that the change management process is well
planned and followed through from the top down on a continuous basis. Effective
communication with all employees is crucial during the change management process to reduce

feelings of uncertainty and resistance.

During change management it is critical that the company maintains the initial momentum and
enthusiasm and not get distracted from the end goal by daily tasks and workload (Sarran, Clark
and Mendonca, n.d.). The company should invest in the change management process by
scheduling time into operational planning to ensure that ongoing communication in the form
of a “town hall” for example is maintained (Sarran, Clark and Mendonca, n.d.).
Communication in the form of newsletters and e-mails alone are not sufficient. It is the author’s
opinion that staff need and want to engage with-senior. management, and more so the CEO. It
gives them a sense of comfort and security and-an opportunity to engage and ask questions. As
this is a big step for any company and sucecess is vital, the necessary effort and support should
be provided until change has successfully been implemented and until it has become the

company’s new culture.

Bhasin’s model (Bhasin, 2018) divided change management into four stages. The first and last
stages, namely denial and acceptance, relates to the Kubler-Ross model. It diverges from the
Kibler-Ross model in that resistance and exploration is replaced by anger, bargaining and

depression.

The Kubler-Ross change curve

Denial
Disbelief;
looking for
evidence that
it isn't true

>
o

Integration
Changes integrated
a renewed individual

Frustration
Recognition that
things are
different;
sometimes angry

Decision
Leaming how to
work in the new
situation; feeling
more positive

Shock
Surprise or
shock at the
event

Experiment
Initial engagement
with the new
situation

Morale and competence

Depression
Low mood;
lacking in energy

>

Time

Figure 2.1 The Kubler-Ross Change Curve (Kibler, 1969)



To elaborate; Bhasin (2018) described his change model as follow:

Denial: Denial is the first stage of change management. During this stage, employees are
unable to accept the fact that change is inevitable. It is associated with feelings of loss of safety
and insecurity. Denial can also be the result of new responsibilities and the fact that employees

are moved from their comfort zones.

The Tasmanian Government (2012) added that typical examples of denial would include
statements such as: “Things were really good in the past”.” It’s not really happening”. Feelings

of numbness. Everything-as-usual attitude. Refusal to hear new information and withdrawal.

They proposed the following strategy during this phase: constant provision of information.
Explain to employees what to expect. Suggest actions and allow time for them to process the

information. Plan and execute sessions for discussions. (Tasmanian Government, 2012)

Resistance: This is the second and critical stage in- Bhasin’s model. During this stage
productivity, morale and competency of employees usually decline. Employees understand and
have accepted change, but they are refusing it. Resistance is commonly associated with anger

and blame and can negatively affect a company and subject it to losses (Bhasin, 2018).

Trompenaars and Woolliams (2003) stated that it is management’s responsibility to reduce the
resistance to change. Bhasin’s model aligns with this statement and further recommends that

managers execute the following actions to reduce resistance (Bhasin, 2018):

Conduct a survey of change and initiate different projects that will help to understand the
impact of change. Encourage positive feedback and acknowledge employee’s positive change
in attitude. Regular brainstorming sessions and group interactions will help to address a lack
of focus and the presence of fear and indecisiveness.

Following this, leaders can effectively manage resistance by listening to employee’s concerns
and feelings and encouraging them to share their scepticism, motivating them to make the
change and giving recognition to their feelings of fear and loss of control (Bhasin, 2018).

The Tasmanian Government (2012) mentioned that the following signs can be associated with
resistance to change: anger and blame; loss and hurt; stubbornness; falls and accidents;
complaining; sickness and loss of sleep; doubts about their abilities. They recommend that the

following strategy be applied by the leadership team: Listen and respond to complaints and



emotional outbursts; the use of 'I'-statements; encourage employees to talk about their feelings

and support them; don't tell employees to change or 'pull themselves together'.

When comparing their suggestions with the Bhasin’s model, it is clear that the
recommendations are the same. Leaders have to listen to staff and acknowledge their emotions.

They also have to be supportive and encourage their team.

Exploration: Once employees realize that change is inevitable, they start exploring it. Although
still feeling sceptic, they will look into new responsibilities. Often employees will be distracted,
indecisive and have a lack of focus. With time they begin to feel more hopeful and start opening

up to new ideas (Bhasin, 2018).

According to the Tasmanian Government (2012), the followings signs are symptoms of the
exploration phase: “What is going to happento-me”. Employees are seeing possibilities, but
they are still unsure about the future. Often.one-will-be-able to recognise confusion and chaos.
Employees sometimes have energy, but no focus. Employees will be clarifying goals, exploring
options and learning new skills.  They propose the following strategy during the Exploration
phase: Focus on priorities. Provide training. Follow-up on current projects. Set short term goals

and conduct brainstorming, visioning and planning sessions.

Acceptance is the final stage of Bhasin’s change management model. Employees no longer
resist change and it is integrated into business processes, the way of thinking and the values of
the organization. Employees start showing commitment once they feel that their contributions
have a positive impact. Commitment further increases productivity, morale and self-esteem of

employees (Bhasin, 2018).

The Tasmanian Government (2012) described the acceptance phase as ‘a commitment” and
defined it with statements like: “Let's do this!” Employees usually have clear vision, focus and
a plan. Teamwork, satisfaction and co-operation amongst teams are visible and they will be
looking for the next challenge. They proposed the following strategy in support of this phase:
Set long term goals; Concentrate on team building; Create a mission statement; Reinforce,
recognize and reward positive responses to the change (Tasmanian Government, 2012).

Kotter and Schlesinger (2008) found that employees reacted in one of three ways during

organizational change: passively, aggressively or honestly. The Tasmanian Government



(2012) divided employees into three groups (Table 2.2) based on how they responded to

change:
Table 2.2 People and change (Tasmanian Government, 2012)
Early adaptors ""Drivers" Middle adaptors ""Riders" Late adaptors ""Draggers"
(10%) (80%) (10%)
Excited Cautious It won't affect me/us
Innovative Convince me It won't go ahead
Self-motivated Play it safe Not going to happen
Take risks Wait and see This won't last

Fischer (2012) used the following Figure (Figure 2.2) to describe change management; or the

process of transition as he called it:

TheProcess of Transition
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Figure 2.2 Fisher Transition Curve (Fischer, 2012)

2.3.1 Commercialization in a Biopharmaceutical Company

The aforementioned Biopharmaceutical company has a reverse-process implementation
approach with regards to their flagship products. Non-flagship products follow a similar, but



limited pathway. The production unit comprises of two sections. VLP (Visual Inspection,

Labelling and Packaging) and F&F (Formulation and Filling).

The two tables below demonstrate the processes followed (by phase) for the company’s
flagship (Table 2.3) and non-flagship (Table 2.4) products. Some of the commercial activities
in VLP run in parallel with project activities in F&F. During full commercialization, the project

activities will come to an end as part thereof and only process improvements will continue.

Table 2.3 Reverse-Process Implementation of Flagship Products

Import Formulate Fill MVI AVI Label Pack Distribute
PhaseI
Phase IT
Phase III
Phase IV Project
Phase V Project Proiect ject
Phase VI

Table 2.4 Reverse-Process Implementation of Non-Flagship Products

Full

commercial

Import Formulate Fill . £ Distribute

Phase I

Phase IT

Phase IT1

Phase IV

MVI= Manual Visual Inspection

AVI=Automated Visual Inspection

Full

commercial




VLP is currently the only commercial department in the company. The aim of the change
management process is therefore to fully commercialize the company by quarter three of 2020.
The aforementioned Biopharmaceutical company recently implemented change management
processes complemented by “Scaling Up: How a few companies make it...and why the rest
don’t” (Harnish, 2014) and “Mastering the Rockefellar Habits” (Harnish, 2002). With “Scaling
Up” Verne Harnish (2014) focuses on a company’s growth stage and gives step-by-step
guidelines on how to grow a company. The three barriers to growth (leadership, scalable
infrastructure and market dynamics) are discussed as well as ‘The 4D Framework’ which
describes the four sets of habits and routines required for successful transformation. ‘The 4D
Framework’ is compiled from four factors. They are drivers, demands, discipline and decisions.
Harnish further references ‘The 4Foundations’ which include people, strategy, execution and
cash (Harnish, 2014).

“Mastering the Rockefellar Habits™ outlines eight practical steps a company should implement
in order to reinforce their culture (Harnish, 2002). Rockefellar. Habits further describes three
themes that are required in order to-successfully grow a business: priorities, data and rhythm.
Harnish (2002) emphasizes the importance of developing systems, structure and processes to
be able to handle the complexity of the company’s development. Harnish (2002) proposes that
the company’s goals are clearly displayed and that all staff know what the company’s end goal
and vision is. Smart numbers (key metrics) and critical numbers should be tracked, measured
and highly visible. Harnish further dives into the characteristics required for a successful
executive team and the impact on the company if they do not meet these minimum

requirements.

To the knowledge of the researcher, limited academic and popular literature is currently
available on change management processes specific to Biopharmaceutical companies.
Biopharmaceutical products are sophisticated and elegant. Sophistication and elegance come
at great cost however. Otto, Santagostino and Schrader (2014) indicated that large-scale
biotech-manufacturing facilities require between $200 million and $500 million to build,
compared with similar-scale small-molecule facilities that may cost just $30 million to $100
million. In addition, Biopharmaceutical companies can take between four and five years to
build. These facilities are costly to run with long process times, low yields, expensive raw
materials and a requirement for a team of highly skilled experts to operate them (Otto,
Santagostino, Schrader, 2014). The efficacy and safety of Biopharmaceutical drugs, combined

with their unique ability to address formerly untreatable conditions, allow for



Biopharmaceutical companies to command high prices (Otto, Santagostino, Schrader, 2014).
These factors alone emphasize the importance of successful change management processes and

prevention of any additional, unnecessary cost.

2.3.2 The Relationship between Commercialization and Change Management

Commercialization is the process of making new products or production methods available to
the market by introducing it into commerce. According to Chiesa and Frattini (2010)
commercialization is a critical part of innovation, but it is often poorly managed. In order to
become fully commercial, a company would have to go through change management (whether
small or large scale), in order to prepare their processes and people to deliver their products
and services effectively. Daft (2008) described the process at the attainment of an
organization’s goals through effective and efficient planning, organizing, leading and the

proper control of organizational resources.

2.4 Risks in Change Management

Risk has two angles of approach: The risks associated with implementing change and the risks
associated with not implementing change. Aljohani.and Qureshi (2019) mentioned that one of
the responsibilities of a good project manager is to ensure that risk management is utilized to
manage the risk of changing requirements. During the planning phase risk must be defined,
estimated and managed (Davey and Parker, 2015)

2.5 Change Management success and failures

Several factors can impact and determine the outcome of an organization’s change
management process. One factor that often receives too little attention is the “people”
component of change (Keller and Aiken, 2008). Change can be perceived as successful when
it is able to connect job satisfaction, people and productivity within an organization (Aljohani,
2016). Finkelstein (2003) studied several businesses over a period of 6 years and found that
most organizations failed during four major business events: i) dealing with innovation and
change, ii) addressing new competitive pressures, iii) new ventures and iv) managing mergers

and acquisitions. Gill (2003) claimed that change management programmes usually failed



because of poor management: poor monitoring and control, poor planning, a lack of know-how
and resources and incompatible corporate practices and policies. Finkelstein (2003) claims that
four destructive behavioural patterns are usually responsible for these organizational failures.
They are: (i) Unsound executive mind-sets that distorts an organizations perception of reality,
(ii) attitudes that support these inaccurate and often delusional perceptions of reality, (iii)
failure of communication systems developed to handle potentially urgent information and (iv)
leadership qualities that keep a company’s executives from correcting their course and thus

inhibiting the organizations progress.

Finkelstein (2003) further identified a third component that could destroy a company. He called
them “7 Habits of Spectacularly Unsuccessful Executives”. These executives have the
following qualities that are ironically enough, widely celebrated and admired in the business

world:

(1) They do not just respond to changes:in-the environment, but often see themselves and
their company as superior to others-and as dominating the playing field.

(i)  The identify with their company to the level where there is no clear boundary between
their personal- and corporate interest.

(ili) They usually have all the answers. They often impress people with the speed and
decisiveness when dealing with challenging issues.

(iv) They ensure that everyone supports them 100%. The employees that are not supportive,
will simply be eliminated.

(v)  They are usually excellent company ambassadors and often devote the largest portion of
their time and efforts developing the company’s image.

(vi) They never hesitate to return to strategies and tactics that made their company successful
in the first place.

(vii) They treat dauntingly difficult situations as temporary obstacles that can be removed or

overcome.

Change management efforts that are purely managerial in nature result in a lack of dedicated
effort, resistance to change and conflict between functional areas (Gill, 2003). Finkelstein
(2003) developed a “Checklist to Avoid Bad Managers”. This checklist could help to identify

some key concerns for those looking at a management team or business. (Appendix B)



2.6 The Role of Leaders in Change Management

Leadership as a component of change management has been discussed extensively in several
academic articles and journals. The author will therefore not elaborate on it in this document,
but nevertheless felt that it had to be mentioned as leadership is a critical component of change

management, especially when considering the morale of employees.

2.6.1 Relationship between newly appointed managers and change management

According to Quain (2019) the choice of leadership and leadership style in the change
management process is crucial. Quain (2019) further mentioned that the chosen leadership style
can have a profound impact, not only on the culture of a business, but also the success or failure
thereof. Leadership is not limited to decision making. It ultimately determines the culture of
the company, how you handle problems and.manage challenges that can potentially destabilize
the company and put it at risk.-Trompenaars.-et-al.-(2016) believe that change management
without leaders is possible, but extremely difficult. Change management has to do with
changing the culture of an organization and the role of the leader is crucial as they represent
the culture as the main creator thereof (Trompenaars et al., 2016). Daft (2008) mentioned that
an organization that wants to-become and/or remain healthy, motivated and productive needs

management with solid skills and-action that will be able to weather any crisis.

Quain (2019) referenced three leadership styles:® authaoritarian leadership, participative
leadership and delegative leadership. Authoritarian leadership dictates from the top down.
Although this leadership style tends to give direction, it discourages employees in the sense
that they are not able to make any suggestions or contributions. It is detrimental to the morale

of a company.

The participative (democratic) leadership style, encourages employees to make contributions
and suggestions. This leadership style encourages cohesiveness and morale. The downside is
that it tends to move decisions to the supervisor and team leader level. Leadership only gets

involved in major decisions. Often decisions are stalled (“paralysis-by-analysis™)

The delegative leadership style is mainly recognized by a very laidback style. Employees do
as they please, they make their own decisions, determine their own standards and direction.

The leadership doesn’t make any major decisions. All decisions are passed on to team leaders



and supervisors. This leadership style lacks direction and is often recognized by confusion and

a lack of accountability.

Research proposed several change leaders with diverse, but complimentary competencies
working together (Battilana and Casciaro, 2012). Change leaders focus on different aspects
when managing change depending on their competencies. Those with task competencies would
as a rule spend more time on mobilizing and evaluating activities whilst those with better
interpersonal skills are more likely to focus on communication activities. The social skills of
change leaders can contribute to new meanings and means for action in planned change, for
example, where change agents are able to create new collective identities and managing
meanings ascribed to them (Creed and Scully, 2011). It is noted however that the literature
appears to be inconsistent and inconclusive with regards to the skills and attributes of effective

change agents (McCormack et al., 2013).

2.6.2 Characteristics and skill of effective management

Gill (2003) mentioned that change had to be well managed and that it required effective
leadership to be successfully introduced and sustained. Bass and Steidlmeier (1999) argued
that for a company to be truly transformational, leadership must be grounded in moral
fundamentals. Katz (1955) claimed that managers must possess three different skill sets in
order to be effective. They are technical-, conceptual- and human skills. Technical skills are
related to a person’s expertise in a specific area. They are the “languages of the task”. The
more senior the manager, the less technical skills are required. This skill set is more relevant
to lower level managers. Conceptual skills however are the ability to see the broader picture.
The ability to see the company as a whole and understand how all the different departments fit
and feed into each other. It has more to do with strategic planning and becomes more weighted
as an element for senior to top management. It requires the ability to think, process information
and plan. Human skills are the ability of an individual to relate to others. It further includes a
manager’s ability to motivate, facilitate, lead, communicate and resolve conflict. A manager
with human skill allows subordinates to speak without fear of humiliation and encourages
participation. This is the one skill that makes certain team members great and others not. It is

also the skill that allow some managers to excel and others to fail (Katz, 1955).

As managers develop, they usually gain the technical skill first, followed by the human skill

and then conceptual skill. Often, when managers fail, it can be traced back to failure of one of



these skills (Katz, 1955). Other attributes that cause leaders to fail are poor communication
skill including failure to listen, treating people as objects to be used and not persons,
suppressing non-conforming viewpoints and the inability to build a team based on mutual
respect, trust, honesty, transparency and transparency (Daft, 2008; Finkelstein, 2003). Daft
(2008) claimed that companies that weather a crisis the best, are the ones where managers

prioritise people and their feelings.

Kouzes and Posner (2002) claimed that exemplary leaders make use of the following five
practices that set them apart from other leaders: (i) they lead by example and set the standard
(i1) they inspire a shared vision and make a difference (iii) they challenge the process (iv) they
are confident and enable others to act and take charge and (v) they encourage people’s hearts

and care on a deeper level.

According to Gill (2003) effective leaders require well developed emotional intelligence (EQ).
That is the ability to understand oneself and other people, the ability to display self-control and
—confidence and most importantly, respond to others in appropriate, acceptable ways. Leaders
that are emotionally intelligent will usually apply personal power opposed to positional power

or authority. Emotionally intelligent leaders win people’s hearts (Gill, 2003).

2.7 Change Management and Staff
2.7.1 Effect of Change Management on Staff Morale

A study was done by Nutakki, Reddy and Balan (2015) to determine the relationship between
change management, the psychological contract of employees and organizational citizenship
behaviour. A psychological contract is defined as “a belief of the employee about the mutual
obligations/expectations between him/herself and the employer” (Rousseau, 1989). These
beliefs are made based on the perception of the promise made by the employer
(pay/promotions/training) and the employee in return, is obliged to give their time and skill

(Rousseau and Tijoriwala, 1998).

When an organization undergoes change management, negotiations around the contract is
usually observed (Lo and Aryee, 2003; Turnley and Feldman, 1998). During change initiatives,
one can expect and observe changes around the psychological contract. (Brown and Harvey
2006). Employees sometimes perceive a breach of contract during change initiatives. The can
occur in the form of downsizing and layoffs (Turnley and Feldmann, 1998). When employees



feel that their employer has failed to fulfil the promises they made or neglects to meet the

expectations, the psychological contract is also breached (Morrison & Robinson, 1997).

If changes are unpredictable and made frequently, it creates a feeling of anxiety amongst
employees (Rafferty and Griffin, 2006) as well as insecurity (Saunders and Thornhill, 2003).
According to  Schalk and Freese (1997) it further affects the fulfilment of psychological
contract. Change can affect an employee’s vision of the future (Van den Heuvel and Schalk,
2009). Nutakki, Reddy and Balan (2015) thus argued that planning and implementation of

changes will have an impact on the fulfilment of psychological contract.

When employers display inconsistency in terms of their actions and promises, it creates a
feeling of distrust and a lack of confidence with employees (Robinson, 1996). The breach in
psychological contract affects the attitudes and behaviour of employees resulting in decreased
commitment, job dissatisfaction and lowered citizenship behaviours (Raja, Johns and Ntalianis,
2004; Coyle-Shapiro and Kessler, 2000).-When_employees believe that their employer is
treating them fairly, they will automatically exhibit increased citizenship behavior (Smith,
Organ and Near, 1983)

Based on the findings of Nutakki, Reddy and Balan (2015), it can be deducted that the
leadership of change management processes has a significant impact on the organizational
citizenship behavior and morale of employees. Different stages of the change management
process lead to different strategies and approaches, which in turn affects the approach towards
employees, their trust and ultimately fulfilment of obligations/expectations. This process then
brings about a change in the fulfilment of psychological contracts of employees. In this study,
change implementation as found to have a significant impact on the psychological contract of
employees. This study further showed that changes in the psychological contract affected the
organizational citizenship behavior of employees. Fair treatment of employees has a profound
impact on the organizational citizenship behavior of employees. The psychological contract of
employees plays a key role in achieving successful management of changes in the organization
(Nutakki, Reddy and Balan, 2015)

2.7.2 Relationship between Management Style and Staff Morale

A confident and effective leader will empower his/her subordinates. That in effect means

giving them knowledge, skills, opportunity, freedom, self-confidence and resources to manage



themselves and be accountable (Gill, 2003). When people feel empowered they are more
motivated, which in turn leads to increased morale. Gill (2003) further mentioned that
empowerment is about involving people in the change management process. “People are much
more inclined to support what they help to create”. Effective leaders motivate and inspire
people to do what needs to be done (Gill, 2003)

2.8 Practical Change Management vs Theoretical Change Management

What we learn in theory and what happens in practice with regards to change management,
are two vastly separated issues. That can be deducted from the change management success
rate. Jick (1991a) developed a strategic level model to guide and assist the implementation of
major organisational change processes. He mentioned that the implementation of this process
is a balance of both art and science. How the process is implemented is as important as the
‘what’ that is implemented (Jick,-1991a). Hayes (2018) mentioned that it is critical that people
who are involved in the change management process, have employable skills. It is a
combination of academic-, interpersonal- and workplace skills as well as effective
performance. Academic skills in essence mean that they should be able to apply theory to
practice, they should be able to collect and interpret information and they should have the
ability to think critically. Workplace skill include commercial awareness, problem solving
abilities and an appreciation of the systemic nature of work organizations. They should also be
able to plan. Interpersonal skills include communication, helping and facilitating, the ability to
influence, persuade and negotiate, the ability to lead and motivate and the ability to works with
groups and teams. Responsible behaviour and the ability to learn is also recommended (Hayes,
2018). These management and leadership traits correspond with the leadership traits discussed

earlier.

2.9 Change Management Tools

Nassiri-Koopaei et al. (2014) applied the NIS (National Innovation System) as model for their
study design. They concluded their study by advising the utilization of this model in order to

achieve effective commercialization solutions.

NIS can be defined as the “network of institutions in the public and private sectors whose

activities and interactions initiate, import, modify and diffuse new technologies” (Freeman,



1995). On the other hand, Nelson (1993) defined NIS as “a set of institutions whose
interactions determine the innovative performance ... of national firms.” In order for the
various factors to promote innovation, there should be strong links between them. These links
are built and strengthened by trust (Chung, 2002). The OECD (2019) characterized these links

as joint research, personnel exchanges, cross-patenting and the purchase of equipment.

Wojtecki and Peters (2000) reiterated that stress, anxiety and fear affected human’s cognitive
ability and ultimately impairs their ability to function, let alone perform. During change
management these are typical emotions employees would experience. Wojtecki and Peters
(2000) claims that people’s ability to process information under stress is reduced by 80%. Over
and above this, they might have difficulty hearing, understanding and retaining information
and they generally understand information up to four grades lower than their level of education.
When under stress, people are prone to react to perceived threats rather than to reality and
lastly, employees want to know that you care before they care what you know. Wojtecki and
Peters (2000) emphasized the importance of extensive communication. This not only helps to
put everyone on the same page, but-it ensures that everyone knows in which direction they are
moving and how their behaviour will contribute towards or hamper the process. By frequent
communication the above mentioned negative emations are eliminated and therefore not only
gives employees the ability to perform, but ensure that change management is ultimately
successful. The purpose of .change -management, communication is to constantly create
awareness of the change goal by recommitting employees along the way. (Sarran, Clark and

Mendonca, n.d.) proposed the following change management communication tools:

Initial group meetings. These meetings should be interactive and encourage discussions
specific to the change management process (Wojtecki and Peters, 2000). Leaders should use
these meetings to deliver the change message: The reason for change management; the
company’s vision for the future; how the team’s input will impact the bigger process as well
as what will be changing and what not. Issues, concerns and ideas should be discussed

including the team’s specific behaviour change plan and next steps (forms of communication).

Regularly scheduled 1:1 meetings. Each employee’s emotional state and commitment to the
process should be evaluated and discussed. Potential issues should be identified and raised and
an effort made to get and keep every individual on board. These meetings are valuable,

especially for more introverted employees who do not wish to speak up in a group.



Ongoing group updates. These meetings should be utilized to convey any changes to the

change management plan and updates on the behavioural plan should also be shared.

It is the author’s opinion that communication in the form of a town hall is critical during the
change management process. Although meetings as mentioned above are imperative on team
level, meetings held by EXCO are needed to align all teams within the company to reach a
united goal. In order for the team to feel that the situation is under control, these meetings are
advised. These meetings are also useful to unite the company and eliminate “us and them”

mentality.

2.9.1 Critical discussion: Processes implemented by the Biopharmaceutical Company

In the afore mentioned Biopharmaceutical company, various communication tools were

utilized. Some were changed and others were-newly implemented.

As a commercial department, VVLP operated in-two separate buildings of which one consisted
out of a ground and first floor. Due to the complexity and nature of operations, the team utilized
Whatsapp as a method of communication. The department manager, pharmacists, specialists,
supervisors, team leaders and cold room coordinators use this application to communicate and
coordinate activities. During the change management process Microsoft Teams was
introduced. It is a great tool that can be used for multiple group activities and it can further be
used to follow up on pending actions. Initially, training was only rolled out to certain identified
members in the company. Roll out and implementation started with top management. This
complicated matters as the manager (and author) of the commercial department had to manage
information horizontally and vertically with two separate applications. Some of the VLP
members had outdated phones (as they used their private phones and data) and was therefore

unable to utilize the Teams app when training was eventually rolled out to departmental levels.

The company rolled out Office 365 to replace Microsoft Office and Outlook. With cloud and
abilities this is a great tool to use. The downside was that there were limited licenses available

and again complicated activities within the commercial department.

EXCO implemented small group discussions where information was provided. “Coffee with
EXCO”. It was a fantastic initiative in the author’s opinion. It gave employees the opportunity
to directly ask EXCO questions with regards to the change management process, raise concerns

and give suggestions. From a commercial point of view, attending these meetings as production



staff posed to be a challenge due to production volumes and targets that had to be met. As the
only department in the company that generated revenue at the time, it was difficult for VLP to

identify and allocate free time for these activities, even though they were very important.

The company further implemented SAP (Systems Applications and Products). It was
implemented in stages due to the availability and cost of licenses. The system was a definite
requirement as the company had no system tying up production, warehouse and supply chain

activities at the time. SAP has grown in popularity worldwide over recent months and years.

In 2008, as part of their project objectives, GSK introduced SAP EH&S to comply with EHS
regulations. (Magnette et al., 2015) SAP has also been deployed to all major Vaccines
Manufacturing sites. More recently SAP has been deployed to GSK Pharma and Consumer

plants.

HR implemented “Crucial Conversations”. This was a tool that could be used to have difficult,
but essential conversations. During the change management.process there will be differences
in opinion or ways of working. This tool taught and enabled staff and managers to have these
conversations (vertically and horizontally) in a professional, respectful and calm manner. This

was a great initiative that could also be applied in one’s personal life.

In the author’s opinion, a tool that can and should be used for the production areas are TV’s
or screens. Relevant change information and highlights of meetings could be displayed to keep
production staff informed and up to date. Repeating impartant information could also assist to

embed it in people’s minds and remind them of the importance thereof.

In terms of visual aids, production performance boards were implemented to display the
performance of each department during meetings. An OHSA board was also implemented to
display any injury on duties, the amount of accidents and the total amount of accident free days.
Heath et al. (2011) makes reference to “Success Metrics Overviews” When implementing change,
it is important to have success metrics. Success metrics can be defined as the metrics that assist
management to determine the overall health and achievement of change. Success matrix help to
evaluate, indicate and measure performance based on change initiative goals. (Heath et al., 2011).
Success metrics are quantitative data obtained from customer satisfaction (customer complaints),
financial performance (cost, revenue), operational- (rework, lead time, hands-off) and supplier
performance (reliability and durability), product- and/or service quality as well as public outreach
(number of people impacted). This information must be provided to all employees. Transparency

builds trust.



Departmental (Team) and management meetings called “Huddles” were implemented in the
Biopharmaceutical company as part of the change management process. These meeting
combined with the success matrix overviews (performance boards) are useful in managing
overall processes. Care must be taken in terms of the amount of time spent on these meetings
and duplication of information. Huddles are a good platform to raise and identify potential
production and other issues (Warehouse, QA, EHS, Engineering). It is imperative that issues
raised in these meetings are addressed and resolved in order to ensure smooth transition of

processes and ultimately a successful change management process.

2.10 Change Management Best Practices Guide
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The ultimate objective of an organization should be “to incorporate the principles of change
management into all organizational initiatives” in order “to produce effective, long-lasting and
sustainable change.” (USAID, 2015).

Private and public organizations are distinctly different in their processes and functions (By
and Macleod 2010; McNulty and Ferlie 2004). One can therefore anticipate that change
management processes for the one is not applicable to the other. Even though organizational
change in the public sector is as important as in the private sector, it is usually not the area of

focus (Stewart and Kringas 2003). With public entities, management’s research is usually



focused on change at regional- or national level (Pollitt and Bouckaert, 2004). Studies are also
focused on the content of change rather than the process through which change was
implemented (Kuipers et al., 2014). A limitation of public entity research is that management
seldom evaluates the change management outcomes against the implementation plan (Kuipers
et al., 2014). As part of the change outcome, researchers usually focus on employee support
rather than the evaluation key performance indicators post-change implementation (Herold,
Fedor, Caldwell and Liu, 2008; Van der Voet, 2014). There is consensus that leadership is
crucial for change in both the private and public sector (Fernandez and Pitts 2007)

2.11 Funding

Very few if any Biopharmaceutical companies have the required financial and technical
resources to develop a new product from the start through to commercial phase on its own.
Therefore funding is required. Venture capital has identified and funded several promising
health discoveries and assisted in commercializing them.of the past few years (Wheeler and
Berkley, 2001). It inspired the public sector to address shortages with regards to affordable
treatment and disease prevention of developing countries. Nassiri-Koopaei et al. (2014)
mentioned that venture capitalist funding in Iran was either functioning poorly or was absent.
From their interviews, almost all interviewees emphasized the importance of these funds.

The Pharmaceutical Biotechnology Industry in France invested EUR 15 million in seven
biotechnology firms. They expected a return on investment of approximately EUR 60 million
(Rochepeau, 2004). The CDC. (Centre for Disease Control and Prevention) including other
research organizations and major investors, promoted 15 venture and seed capital funds. Their
portfolios included 40 organizations specialising in life sciences. These companies were set up
to receive bonuses from public research in 88% of all cases. 78% of them also benefited from
public incubator facilities (Rochepeau, 2004). WHO is gradually working with the private for-
profit sector more and more following early successes with a number of high-profile
partnerships (Buse and Waxman, 2001). One of these initiatives include the development of
Malaria vaccines in partnership with PATH and GSK (WHO, 2019; PATH/MVI, 2016)

Seed capital funds usually invest in innovative companies with a high-tech agenda and high
growth potential. The investment usually happens when the organization is first created or
during the initial financing stage (Rochepeau, 2004). According to Rochepeau (2004) venture
capital investment in France amounted to EUR 758 million in 2002, compared to EUR 1 900
million in the UK, EUR 969 million in Germany and USD 9 500 million in the USA.



BIOAM is the national seed capital fund for biotechnology (BIOAM - Sofiprotéol, Partenaire
stratégique de I'agro-industrie et de I'agroalimentaire, 2000; Rochepeau, 2004).

They subcontracted approximately 30% of this expenditure during 2000. In 2002
biotechnology investment funds provided EUR 169 million in France alone of which 6% was
invested in new organizations compared with 23% in 2000/2001 and EUR 31 million during
the first half of 2003 (Rochepeau, 2004).

The Bill and Melinda Gates foundation regularly supports and funds various initiatives in
Africa as was the case with the aforementioned Biopharmaceutical company. Due to research
and development challenges however, funding through the Gates foundation was withdrawn.
The Biopharmaceutical company in question has since engaged with various other
organizations in search of funding relief (Gates Foundation, 2016).

The relevant Biopharmaceutical company has a public-private-partnership with the South
African Government to supply vaccines to South Africa. The Government owns 47,5% of the
company according to Medical Brief(2019). The government purchases approximately 95%
of the product supplied by the company. Apart from that, the organization has a partnership
with Sanofi to supply a Hexavaleni vaccine (Hexaxim) and Pfizer to supply a 13-strain
pneumococcal vaccine (Prevenar 13) (Medical Brief, 2019).

Sanofi and Pfizer are further involved in the tech transfer and commercialization process of
Hexaxim and Prevenar 13. In future the relevant Biopharmaceutical company will be
manufacturing, visual inspecting and packing these vaccines for distribution. In 2015 Pfizer
signed an agreement with the relevant Biopharmaceutical company to pack labelled, pre-filled
syringes (Medical Brief, 2019; Pfizer, 2015). In 2018 they initiated the labelling and packing
of the pre-filled syringes. Formulation and filling of the syringes are currently in tech transfer
and the aim is to become fully commercial by Q3 of 2020 according to the CEO of the
Biopharmaceutical company (Medical Brief, 2019).

2.12 Conclusion

Prior to embarking on a change management journey, proper planning and research is required
to ensure a well-executed process. Various change management models and tools are available
to choose from as well as guidelines for managing a successful change management process.
Further to this, the right leadership mix is imperative if success is desired. Within the literature,
various guidelines are available for selecting the best leadership style. Certain leadership
qualities within selected leaders are strongly advised and emphasize is placed on the

detrimental outcome of appointing the wrong leadership style.



CHAPTER 3

RESEARCH METHODOLOGY

3.1 Introduction

The aim of this research was to investigate the change management process implemented by
the relevant Biopharmaceutical company. The literature review was followed by an empirical
investigation by means of a quantitative survey to explore and describe employee experience
of the change management process. In this chapter, each phase of the research methodology to

successfully reach the empirical objectives are addressed.

3.2 Method

Methodology can be defined as the precise and theoretical analysis of methods applied to a
specific field of study. It includes concepts such as patterns, segments, theoretical models and
qualitative or quantitative techniques (Irny and Rose, 2005). Closed ended questions were
utilized using a quantitative survey and respondents-had-only one opportunity to complete the
questionnaire. Descriptive statistics were applied to determine the means and frequencies of
the various change management constructs and inferential statistics were applied to calculate

Pearson’ correlation coefficient.

3.3 Research Design

Research design is a set of techniques and procedures applied in collecting and analysing
measures of the variables specified in the hypothesis. There are different types of research
design. They are: (i) descriptive or statistical research; (ii) exploratory research; (iii)
explanatory or analytical research and (iv) experimental research (Akhtar, 2016). Descriptive
statistics were utilized as part of this research to describe the change management process in a

biopharmaceutical company.

3.4 Data Collection Instrument

Various data collection methods are available for utilization. They include group
administration of questionnaires, postal surveys, telephonic surveys and face-to-face surveys
(Maree & Pietersen, 2007). The researcher chose a survey as instrument to collect primary
data firstly, because numerical data was required to answer empirical objectives through
descriptive statistics and correlation and secondly, because of time constraints.

As part of this research, the author decided to use a pre-validated and reliable survey

questionnaire. This survey questionnaire was extracted from a published article



“Organizational Change Questionnaire — Climate of Change, Processes, and Readiness:
Development of a New Instrument” published by Bouckenooghe, Devos and Van den Broeck
(2009). The authors found a strong correlation between (i) the climate of change (internal
circumstances); (ii) how change is dealt with and (iii) the level of readiness for change
(Bouckenooghe, Devos and Van den Broeck, 2009). The authors developed the survey
questionnaire to have a valid and reliable assessment tool available for practitioners to measure

readiness for change.

Anastasi (1982), Hinkin (1998) and Nunnally (1978) mentioned that a quantitative survey
instrument should meet three standards of validity: (i) content - (ii) construct - and (iii)
criterion-related validity. The studies Bouckenooghe, Devos and Van den Broeck (2009)
conducted, encompassed four studies. The first study was designed to investigate the content
validity of the items that were developed for the questionnaire. Their second study involved an
initial test of the factor structure and-the construct validity of these items. The third study
explored whether the scales that arose from the second study could be replicated in a separate
sample. The scales were also evaluated for convergent validity, discriminant validity, known-
groups validity, share group variance and concurrent validity. The fourth and last study was
the initial phase toward the development on a translated English-from-Dutch version. The
survey questionnaire comprised out of three main constructs of which each was sub-divided,
all with acceptable reliability scores (o> 0.7):
Q) Process of Change
e Quality of Change Communication
e Participation
e Attitude of Top Management
e Support by Supervisors
(i)  Readiness for Change
e Emotional Readiness for Change
e Cognitive Readiness for Change
¢ Intentional Readiness for Change
(i) Climate of Change or Internal Context
e Trust in Leadership
e Politicking

e Cohesion



There were 56 questions in total of which three covered the demographics of respondents.

In this study, a paper-based survey was used due to practical constraints and IT’s decision to
no longer assist with the survey. A survey was the preferred method of choice to collect
numerical data due to time and monetary constraints. A Likert-scale (Likert, Roslow &
Murphy, 1993) was used to measure all items related to the main constructs of this study (1 =

strongly disagree 5 = strongly agree).

3.5 Sampling Description

3.5.1 Population

The target population for any survey includes the complete set of units for which survey data
is required to make inferences. In short, the target population defines the elements for which
the results of the survey are meant to generalize. Defining the study objectives are the first step

in designing a survey and defining the target population (Lavrakas, 2008).

The target population must be clearly defined, as the characterization determines whether
sampled cases are eligible for a survey or not. The geographic and temporal characteristics of
the target population should be delineated and types of units included. Sometimes the target
population is restricted to exclude population members that are difficult or impossible to

interview (Lavrakas, 2008).

For this research, the entire Biopharmaceutical company: (350 employees) was identified as
research population. The researcher obtained permission from EXCO and HR to proceed with
the research and arranged with the company’s IT department to distribute the survey and
process the results. The researcher unfortunately resigned from the company since and IT
withdrew their offer to assist with the survey. Due to limited access to company employees,

the researcher was obligated to limit the survey to the commercial department (VLP).

3.5.2 Selection Criteria and Sampling Method

According to Maree and Pietersen (2007) there are two key categories of sampling methods.
They are probability and non-probability sampling methods. Probability methods apply
principles of the probability-theory and randomness whereas non-probability methods do not.
Probability samples can therefore accurately generalise the population, whereas this is not true

for non-probability sampling (Maree and Pietersen, 2007).



Probability sampling is classified into four groups. They are (i) simple random sampling; (ii)
systematic sampling; (iii) stratified sampling and (iv) cluster sampling. Non-probability
sampling is usually applied where time and money is limited, the measuring instrument needs
to be evaluated, the population is challenging to find and preliminary studies have to be
executed in the development stage of a survey. Non-probability sampling methods include (i)
convenience sampling; (ii) quota sampling; (iii) snowball sampling and purposive sampling
(Maree and Pietersen, 2007). A sample of convenience was chosen as sampling method for this

research due to time and monetary constraints.

3.5.3 Sample Size and description

The sample size is a central feature of any empirical study. The objective is to accurately make
deductions from a sample regarding a population. “In order to generalize from a random
sample and avoid sampling errors or biases, a random sample must be of adequate size”
(Taherdoost, 2017). Although larger-sample sizes reduce sampling error, it reduces at a
decreasing rate. Numerous statistical formulas are available for defining the sample size
(Taherdoost, 2017). Maree and Pietersen (2007) emphasized the criticality of an adequate
sample size and mentioned that larger sample sizes are more representative of the population
and more accurate. Three factors should be considered when determining the sample size: (i)
nature of statistical analysis planned; (i1) accuracy of results required and (iii) characteristics
of the population (Maree and Pietersen, 2007). The questionnaire was distributed amongst all
50 employees from the commercial department-in the afore mentioned Biopharmaceutical

company. Only 24 respondents completed the survey (n = 24). The completion rate was 48%.

3.6 Data collection method

The survey questionnaire (Appendix 2) which was extracted from a published article
“Organizational Change Questionnaire — Climate of Change, Processes, and Readiness:
Development of a New Instrument” published by Bouckenooghe, Devos and Van den Broeck
(2009) comprised of three main constructs as mentioned before and 56 questions in total.
Respondents had a single opportunity to complete the questionnaire and completion of the
questionnaire was 100% voluntary and anonymous. The survey was conducted in English as
this is the official language medium for South Africa. Due to the limitations of this study, a
paper based survey questionnaire, utilizing questions with multiple-choice responses and a 5
point “Likert-type scale” was applied. Likert, Roslow and Murphy (1993) defined it as scale

where one (1) is indicative of a ‘Strongly Disagree’ opinion and five (5) of a ‘Strongly Agree’



opinion. The Likert scale does not involve the use of a judging group and was found to be
consistently more reliable than the original method of scoring. If the scores obtained from two
methods correlate highly (median r = 0.88) it indicates that they are essentially measuring the
same thing (Likert, Roslow and Murphy, 1993)

The advantage of using a paper based survey was that all the employees within the commercial
department could participate. Due to the nature of pharmaceutical operations, operators usually
have limited access to computers. This was also the case with the operators within the
commercial department (The commercial department was the only department generating an
income for the company). Only three computers service approximately 35 operators, making
an electronic survey in this department specifically time-consuming and impractical.
Disadvantages included the increased time required to process the raw data and the cost of

stationary required to prepare the hard copies of the questionnaire.

Electronic questionnaires are still preferred as they have more benefits as highlighted by
(Hohwi et al., 2013). They include (i) cost savings in terms of stationery as the questionnaire
is emailed to respondents; (ii) respondents can either respond online to a link or return the
questionnaire via mail; (iii) respondents are able to complete the questionnaire in the privacy

of their office and (iv) the time frame allows employees to carefully ponder their responses.

3.7 Data analysis

Sharma (2018) defined data analysis as “the process of developing answers to questions
through the examination and interpretation of data”. The analytic process comprises of a few
basic steps. They are (i) identifying the problems; (ii) determining the availability of suitable
and appropriate data; (iii) deciding on appropriate methods for answering the relevant questions
and (iv) applying the methods and evaluating, summarizing and communicating the results
(Sharma, 2018).

Analytical results highlight the effectiveness of data sources by explaining relevant issues. In
addition, data analysis plays an important role in data quality assessment by emphasizing data
quality issues in each survey. Analysis therefor influences future improvements to the survey
(Sharma, 2018). Exploratory data analysis includes the analysis of data errors and describing
data using summary statistics and graphical methods (descriptive statistics) (Sharma, 2018).

Statistical analysis was conducted by a statistician using the Statistical Package for Social



Sciences (SPSS) version 23 and Microsoft EXCEL-STAT. The raw data was analysed by
means of descriptive statistics such as standard deviations, means and skewness. A Cronbach
alpha coefficient (o) evaluated the internal consistency and reliability of the variables and
survey questions and Pearson correlation coefficients were used to assess the relationship
between the variables and survey questions. An r-value (where r is the correlation coefficient)
indicates the strength of the relationship. Values of “r” closer to one indicates stronger
relationships and the closer the two variables are related. This is true for both signs: that is:

positive-positive and negative-negative.

3.8 Reliability and Validity

The aim of a solid survey design is to limit variables in answers as far as possible so that your
data is clean and reliable without restraining the truth or skewing authenticity. Before framing
the actual questionnaire, the researcher must consider three factors. They include the
information required (identify the parameters you wani-to measure), the target respondents
(identify the target population and their geographical location) and the choice of interviewing
techniques (define your research questions, do a secondary data review and identify data gaps)
(Sreejesh, Mohapatra and Anusree, 2013). A good questionnaire must be valid, reliable,

interesting, and succinct (Ng, 2006)

Validity refers to the ability of an‘instrument to measure what it is supposed to measure (Maree
and Pietersen, 2007). There are four types of validity according to Maree and Pietersen (2007).
They are (i) Face Validity; (ii) Content Validity; (iii) Construct Validity and (iv) Criterion
Validity. In this study, questionnaire constructs and items used were previously validated
(Bouckenooghe, Devos and Van den Broeck, 2009). Validity was furthermore strengthened by

keeping the questionnaire design simple and limited to testing the research constructs only.

Reliability refers to the ability of an instrument to obtain the same test results when used at
different times with different subjects from the same population (Maree and Pietersen, 2007).
There are different types of reliability. They are (i) test-retest reliability; (ii) equivalent form
reliability; (iii) split —half reliability and (iv) internal reliability or consistency. Internal validity
was applied in this research using Cronbach’s alpha coefficient. If there is a strong correlation
between two items, their internal consistency will be high. Cronbach’s alpha coefficient will
be closer to one, usually around 0,9. A Cronbach’s alpha value of 0,8 indicates good reliability

and 0,7 an acceptable reliability (Maree and Pietersen, 2007).



3.9 Limitations

An electronic survey to collect primary data was planned and approved by EXCO. However,
when the author resigned from the company, the IT department withdrew their offer of
assistance and a paper based survey had to be conducted in order to collect primary data. The
initial population for the survey included all 350 employees of the Biopharmaceutical
company. Since the author no longer had access to the entire company, data was only collected
from the commercial department (VLP). The questionnaire was distributed to all 50 employees
in the commercial department and included pharmacists, specialists, supervisors, team leaders
and operators. Only 24 employees completed the survey. Due to the non-availability of
computers to operators, a paper based survey had to be conducted.

3.10 Ethical Considerations

Authorization was obtained from the Biopharmaceutical company prior to executing the
research and survey. Permission was granted in writing via e-mail by EXCO and HR. A paper-
based survey was conducted, and the survey was voluntary and anonymous. Informed consent
was obtained from each participant and no vulnerable individuals were included in the survey.
No personal information except demographics were requested. Further to this, the research was
presented to the UWC ethics committee (HSSREC) and approved (HS 20/1/8)

3.11 Conclusion

Prior to the study and survey, various factors had to be considered to obtain accurate
information. These included the research objective, -design and —instruments. Other critical
factors including data analysis, reliability and validity had to be determined. The methodology

followed in this study to reach the empirical objectives, was covered in this chapter.



CHAPTER 4
RESEARCH RESULTS

4.1. Introduction

The aim of this research was to investigate change management in a Biopharmaceutical
company. The research results, reliability and validity of the data and statistical significance
relevant to this investigation are discussed in this chapter. In addition, the statistical analysis
and observations are used to present the results, describe findings and address the empirical
objectives. Respondents rated their experience of the change management process on a five
point Likert scale. These questions were divided into three main constructs. (i) Process of
Change; (ii) Readiness for Change and (iii) Climate of Change or Internal Context. Descriptive
statistics and inferential statistics by means of correlation analyses were used to test and

describe inter-relationships between constructs.

4.2. Reliability analysis

The three constructs (Table 4.1) with item clustering are based on the previous reliable and
valid instrument as adopted in this study (Bouckenooghe, Devos and Van den Broeck, 2009).
In total, 18 items passed the initial chi-squared testing for significance, which were used to
determine whether there is a statistically ‘significant" difference between the expected
frequencies and the observed frequencies in each of the questions in relation to the relevant
construct. Consequently, Cronbach alpha analysis was performed to test the internal reliability
of the instrument. All constructs proved to be reliable with excellent Cronbach alpha scores
(0=0.94). Values of Cronbach’s alpha that is greater than 0.7 indicate a high degree of
correlation amongst the items and confirm that the items together measure the dimension. The
cut-off value for intern-item correlations is 0.15; less than this, and the items are not well

correlated and don't measure the same construct or idea very well.



Table 4.1 Reliability analysis

Standardized Cronbach
Constructs and items Mean Alpha and
Inter-item correlations
Process of change 3,23 0,94
11. Corporate management team clearly explains the
. 3,18 0,51
necessity of the change.
12. Changes are always discussed with all people 3,29 0,72
concerned.
17. Staff members were consulted about the reasons for 3,19 0,16
change.
21. The way change is implemented leaves little room for 3,16 0,03
personal input.
22. Staff members are sufficiently involved in the
implementation of the changes by our department’s senior 3,33 0,27
managers.
23. Corporate management team has a positive vision of 317 0,50
the future.
25. Corporate management team supporis the change
o 3,23 0,25
process unconditionally.
29. My manager does not seem verykeen to help me find a 332 0.18
solution if | have a problem. ’ ’
30. If I experience any problems, I can always turn an my 3,18 0,42
manager for help.
Climate of change or internal context 3,11 0,94
34. Corporate management team fulfils its promises. 2,74 0,51
38. In our organization, favouritism is.an impertant way to
. ) 2,53 0,44
achieve something.
39. Itis difficult to ask help fram'my colleagues. 2,93 0,59
43. My department is very open. 2,81 0,47
Readiness for change 2,75 0,94
47. | am somewhat resistant to change. 3,25 0,66
49. | think that most changes will have a negative effect on 335 0.39
the clients we serve. ’ ’
50. Plans for future improvement will not come too much. 3,21 0,63
55. I am willing to make a significant contribution to the 2,88 0,43
change.
56. | am willing to put energy into the process of change. 2,85 0,42

4.3 Demographic Characteristics

The commercial department of the Biopharmaceutical company (VLP) has 50 employees in
total. Twenty-four of the 50 employees responded to the survey. All respondents were South
African citizens and the sample consisted of more males (70,83%) than females (29,17%). The

sample mostly consisted of respondents in the age groups 32-38 years (37,50%) and 26-31



years (33,33%), followed by a minority in the older age group of 39 to 55 years (16,67%); and
a younger age group between the ages of 18 to 25 (12,50%).
4.4. Employees’ experience of the change management process in the Biopharmaceutical

company (empirical objective 1)

Empirical objective one — to explore and describe employee’s experience of the change
management process in the Biopharmaceutical company — is addressed in this section by

means of descriptive data.

4.4.1. Item analysis based on descriptive statistics to describe employee perception

For the process of change constructs, all questionnaire items were rated as average (M >2.5<4),
indicated in Table 4.2 below. Considering the climate of change or internal context, all items
were rated as average (M >2.5<4),except for question 39, which in this case, with a mean score
of 2.21 indicates that the sample did not experience difficulty asking for help. Most
questionnaire items were rated as average for the readiness for change construct. However,
interesting to observe that questions 55 and 56, which relates to a personal commitment, were

rated as good (M > 4), which, in this case porirays a positive attitude from staff.

The majority of the sample agreed or strongly agreed to be willing to make a significant
contribution (83.33%) and put energy (83.34%) into the process. However, there were some
uncertainty about the effectiveness and future impact of improvements, evident with more than
half of the sample (54.17%) being indecisive about question 50. Further to this, only half of
the sample (50%) strongly disagreed or disagreed to be somewhat resistant to change (Table
4.2.), with the other half of the sample indecisive or perhaps not ready for change.

4.4.2 Comparison of constructs according to mean values

In Table 4.3. the mean values of each construct are indicated. The sample rated process of
change, readiness for change and climate of change/internal context as average (M >2.5<4).
Although no constructs were rated as poor, the average rating across all constructs indicates

that the change management process can be improved as respondents did not experience the



process as overwhelmingly positive and perhaps hesitant to voice their opinion about the

overall change management experience.



Table 4.2 Descriptive statistics of individual questionnaire items

Constructs and items
n Mean Df gt_rongly Disagree | Undecided Agree STty
isagree Agree
Process of Change 1 2 3 4 5
% % % % %
11. Corporate management team clearly explains the necessity of the change. 24 3,63 4,00 0,00 4,17 33,33 58,33 4,17
12. Changes are always discussed with all people concerned. 24 2,71 4,00 20,83 29,17 20,83 16,67 12,50
17. Staff members were consulted about the reasons for change. 24 3,54 4,00 4,17 8,33 20,83 62,50 4,17
21. The way change is implemented leaves little room for personal input. 24 3,75 4,00 0,00 12,50 20,83 45,83 20,83
fé}.)a?:;fznT’iTgﬁirgraﬁaiigéc;;entIy involved in the implementation.of the changes by our 24 .42 4,00 16,67 37.50 33.33 12,50 0,00
23. Corporate management team has a positive vision of the future. 24 3,67 4,00 0,00 16,67 16,67 50,00 16,67
n Mean Df gﬁggg?g Disagree | Undecided Agree Sggpgy
Climate of change or internal context 1 2 3 4 5
% % % % %
34. Corporate management team fulfils its promises. 24 2,79 4,00 4,17 25,00 58,33 12,50 0,00
38. In our organization, favouritism is an important way to achieve something: 24 3,42 4,00 12,50 0,00 45,83 16,67 25,00
39. Itis difficult to ask help from my colleagues. 24 252 4,00 12,50 0,00 45,83 16,67 25,00
43. My department is very open. 24 2,58 4,00 20,83 25,00 29,17 25,00 0,00
n Mean Df St_rongly Disagree | Undecided Agree Sl
Disagree Agree
Readiness for change 1 2 3 4 5
% % % % %
47. 1 am somewhat resistant to change. 24 2,54 | 4,00 12,50 37,50 33,33 16,67 0,00
49. | think that most changes will have a negative effect on the clients we serve. 24 2,13 4,00 25,00 45,83 25,00 0,00 4,17
50. Plans for future improvement will not come too much. 24 2,71 4,00 8,33 25,00 54,17 12,50 0,00
55. 1 am willing to make a significant contribution to the change. 24 4,04 4,00 0,00 0,00 16,67 62,50 20,83
56. | am willing to put energy into the process of change. 24 4,13 4,00 0,00 0,00 16,67 54,17 29,17

Interpretation of means: <2.5 = poor agreement; >2.5<4 = average agreement; >4 = good agreement. Df = degrees of agreement




Table 4.3 Comparison of Constructs

COMPARISON OF CONSTRUCTS
. Standard
n Min Max | Mean
Deviation
Process of Change 24 1,00 | 5,00 | 3,10 1,05
Readiness for Change 24 1,00 | 5,00 | 3,15 1,10
Climate of Change or Internal Context 24 1,00 | 5,00 3,24 1,01

Interpretation of means: <2.5 = poor agreement; >2.5<4 = average agreement; >4 = good agreement.

4.4.3 Constructs by age groups

A further breakdown of the age of respondents were calculated and summarized in Table 4.4
below. Across all age groups, all constructs were rated as average (M >2.5<4), indicating that
the change management process was experienced in a similar way regardless of age. Although
within the average range, it is interesting to-note that the lowest mean score (M = 2.82) was
observed for the youngest age group concerning readiness for change, most likely due to a lack

of work experience in general.

Table 4.4 Constructs by age groups

CONSTRUCTS BY AGE
Age Group n Mean Standard Deviation
18-25 3 331 0,75
Process of Change 26-31 8 3,00 1,14
32-38 9 3,11 1,02
39-55+ 4 3,10 1,09
Total 24
Age Group n Mean Standard Deviation
18-25 3 2,82 0,92
Readiness for Change 26-31 8 3,15 1,28
32-38 9 3,30 0,95
39-55+ 4 3,07 1,11
Total 24
Age Group n Mean Standard Deviation
. 18-25 3 3,08 0,87
Climate of Change or 26-31 8 3.35 0.08
Internal Context
32-38 9 3,23 1,02
39-55+ 4 3,19 1,12
Total 24

Interpretation of means: <2.5 = poor; >2.5<4 = average; >4 = good.



4.5 Interrelationships between the different change management constructs (empirical

objective 2)

In this section, the interrelations between the three relevant change management constructs of

this study are discussed using inferential statistics by means of correlation analysis.

4.5.1 Correlation between constructs

Table 4.5 below depicts the inter-correlation between the three constructs. Although
statistically significant (p < 0.01), there were no correlations observed between readiness for
change and process of change as well as readiness for change and climate of change/internal
context. There was, however, a medium to strong positive correlation observed between
process of change and climate of change/internal context (p < 0.01; r = 0.49). This is an
important, yet somewhat anticipated finding, as improvements to the process of change can

lead to an enhanced perception of the climate of change amongst employees.

Table 4.5 Construct Inter-Correlation

CONSTRUCT INTER-CORRELATION (p < 0.01)
Process of Readingess Climate of Change or
Change for Change Internal Context
Pearson
Process of Change Correlatioh 1
Readiness for Pearson
Change Correlation 02 E
Climate of Change or | Pearson
Internal Context Correlation ke e 1

Interpretation of r-values (p < 0.01): 0.1 = weak; 0.3 = medium; 0.5=strong.

4.6. Conclusion

This chapter presented the research findings of the empirical objectives. In general, the
questionnaire showed good internal reliability. Respondents mostly perceived the process of
change management as average, or were somewhat indecisive, indicating opportunity for
improvement across all processes. Based on an item-analysis of means and frequencies,
questions with the highest agreement scores where those relevant to actions the employees had
to perform on their own. Most of the employees were trying to make the changes work

regardless of the uncertainties about the process and future impact of the changes made. Mean



scores for all three main constructs — process of change, readiness for change and climate of
change, were similar (average) across all age groups. Correlation analysis confirmed a
medium-strong relationship between process of change and climate of change/internal context
(p<0.01; r = 0.49). Therefore, improvements to the process of change can lead to an enhanced

perception of the climate of change amongst employees.



CHAPTER 5
CONCLUSION, LIMITATIONS AND RECOMMENDATIONS FOR FUTURE
RESEARCH

5.1. Introduction

The researcher aimed to investigate the change management process of a Biopharmaceutical
company. The theoretical objective of this study was to review existing literature on change
management theory. The literature review was followed by an empirical investigation by means
of a quantitative survey to explore and describe employee experience of the change
management process. Furthermore, relationships between constructs of change management
were described by correlations analysis. Based on the findings from the literature review and
empirical research, recommendations are made in this chapter to improve the change

management processes and experience within Biopharmaceutical companies.

5.2. Main theoretical findings

In the literature review, processes implemented by the Biopharmaceutical company was
critically discussed and compared to previously published and popular literature. Based on a
subjective analysis by the researcher, it appeared as if the company has lost momentum in terms
of the change management process. A loss of momentum can potentially impact the
commercial target dates. This'is, however, a common phenomenon with change management
processes and companies are advised to maintain ‘the \initial momentum and enthusiasm

throughout the process of change management.

5.3. Main empirical findings

A previously validated questionnaire was used in this study, with three main constructs:
progress of change management, readiness for change and climate of change or internal
context. All constructs had acceptable internal reliability scores. A total of 24 respondents
within a single department (VVLP) participated.

5.3.1. Employee experience of change management process

From the statistical analysis the following deductions were made:

e Construct One (Progress of Change Management): With regards to the progress of

the change management process to date, employees across all age groups were



somewhat indecisive about the progress of change management (M >2.5<4). All
questionnaire items were indicated to be “average”, with an overall “average” mean
score for the progress of change management construct.

e Construct Two (Readiness for Change): Employees across all age groups were
somewhat indecisive about the readiness for change (M >2.5<4). However, individual
questions relating to a personal commitment, were rated as good (M > 4), which, in this
case portrays a positive attitude from staff. Only half of the sample (50%) strongly
disagreed or disagreed to be somewhat resistant to change while more than half of the
sample were indecisive about the effectiveness and future impact of improvements.

e Construct Three (Climate of Change or Internal Context): Employees across all
age groups were somewhat indecisive about the climate of change or internal context
(M >2.5<4).

5.3.2 Relationships between change management constructs.

A medium to strong positive correlation was observed between process of change and climate
of change/internal context (p<0.01; r = 0.49). This is an impartant, yet somewhat anticipated
finding, as improvements to the process of change can lead to an enhanced perception of the
climate of change amongst employees. No other significant relationships were observed.

5.4. Concluding remarks, recommendations-and limitations

In general, the respondents appeared indecisive about their experiences of the change
management process at the Biopharmaceutical company. A lot questions were rated as
“average” which could indicate hesitancy to voice their opinions about the change management
process, which should be a matter of concern and further investigation. What is evident though,
is that individual questionnaire items relating to staff commitment and willingness were rated
high. Also, more than half of the sample indicated to be indecisive about the future impact of

changes made which could be detrimental for staff morale and retention on the long-term.

Based on the research findings, also drawing on literature and personal experience, some
recommendations can be made to improve employee experience of change management. These
recommendations mostly include building trust through good leadership and communication

to ultimately build staff morale and retain loyal and highly skilled employees.



5.4.1. Recommendations to improve change management experience

Trust can be built by management, whether junior or senior, by being fair, consistent,
transparent, honest and reliable. Favouritism usually destroys team morale and does not add
value to team dynamics and should be avoided at all cost. Honesty is also crucial for building
a team’s morale. Leaders must do what they said they are going to do. Employees should also
have the opportunity to voice their opinions. Strong leaders will not feel intimidated by non-
favourable answers and would welcome input from a range of staff members. It is furthermore
advised that a third neutral party is involved that will engage with staff to determine the matters

of concern.

Other recommendations include increased engagement by EXCO in terms of communication.
In order to retain momentum with the change management process this is imperative. It is not
solely the function of HR to engage with staff with regards to the change management process.
Senior management has a significant responsibility to ensure that a favourable new company
culture is developed and instilled where staff morale and -retention is high. Staff retention is a
good indicator of a high morale. In order to motivate and retain highly skilled employees, it is
crucial to have them motivated and committed, realising the positive impact of the change
management on the long-term. In a highly skilled environment like Biopharmaceuticals, staff
loss due to a lack of belief in the change management process and leaders can be detrimental
to the success of a company. The ability to do strategic planning in terms of staff and processes
is vital to keep the company successful, especially when planning to scale to full commercial
operations, as in the case of the Biopharmaceutical company in this study. In a highly complex
and skilled environment, it is crucial to match skill and position. Leaders who have the ability
and insight to understand the processes and staff abilities are crucial.

5.4.2 Limitations and future research direction

Due the small sample size, the results of this study cannot be generalised to the organisation as
a whole. This survey was only conducted in the commercial department and therefore does not
represent the general feeling in the company. Furthermore, in a digital age, employees might
have been discouraged by a pencil-and-paper survey. The initial plan was not to utilise a pencil-
and-paper survey. However, after the company’s IT department could not assist with
distributing an online survey, as initially undertook, a pencil-and-paper survey was used due to
time and monetary limitations. Therefore, the author proposes that the company does a larger

scale online survey across all departments to determine the overall impact and experience of



the change management process. All employees must be encouraged to participate and the
importance of the survey must be carefully explained. If employees however have trust issues,
they will potentially not part-take out of fear of the consequence. In order for the above
mentioned Biopharmaceutical company to have a successful change management process and
positive start to commercialization, the author advises that the above mentioned concerns be

addressed and corrected.
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APPENDIX A

Dear Employee:

You’ve been selected to participate in a Change Management Survey. The data from the
survey will be used as part of research with the aim of assessing the current change
management process. The research also forms part of the researchers M.Sc. studies at the
University of the Western Cape. The survey consists of 56 short questions and should only

take 20-25 minutes to complete.

Your perceptions are critical to this evaluation as this will provide Management with valuable
feedback to evaluate the current Change Management Process. By completing the survey,
you agree that the data you provide can be used for research purposes.

ASSURANCE OF CONFIDENTIALITY

The entire survey process will follow strict confidentiality requirements as indicated
below:

No one but the Researcher will see your questionnaire, which will be anonymous.

No individual responses will be reported and no attempt will be made to identify
individual respondents

+ The Facilitator is to report only statistical summaries by demographic sections
+ The Facilitator will tabulate the survey results

Guidance for Completing the Questions

+ Participation is voluntary. If you volunteer to be in this study, you may withdraw at
any time without consequences of any kind.

+ By continuing to complete the questionnaire, you give consent to participate in the

research.

Please don’t write your name down as this survey is completely anonymous.

There is no right or wrong answer.

Please mark your answer by selecting the appropriate response

-+ F

It is very important to note that only one of the boxes per question should be
ticked.



If you have any questions or concerns about the research, please feel free to contact the
researcher Thersia Terblanche [+27 (0)83 234 2782, thersiat@mweb.co.za] and/or the
Supervisor Dr. Samuel Egieyeh [Tel: +27 (0)21 9593 388, segieyeh@uwc.ac.za].

You are not waiving any legal claims, rights or remedies because of your participation in this
research study. If you have questions regarding your rights as a research subject, contact the
University of the Western Cape Division for Research Development.

Questionnaire design draft
Questionnaire instructions:

e Various questions are posed based on the current Change Management process that is

being implemented.

e Kindly capture your perception on the scale as.provided for each question

Strongly
Disagree

Strongly

Disagree |Undéacided Agraee
Agree

(1) (2) (3) (4) (5)

e There are no right or wrong answers
e Kindly complete all questions

e By continuing to complete the questionnaire, you give consent to participate in the

research

Part 1 - Demographics

1. Nationality
2. Age
3. Gender

Part 2 — Process of Change

4. | am regularly informed on how the change is going.

5. There is good communication between project leaders and staff members about the
organization’s policy toward changes.

6. Information provided on change is clear.

7. Information concerning the changes reaches us mostly as rumours.



10.

11.
12.
13.
14.
15.
16.
17.
18.
19.
20.
21.
22.

23.
24,
25.
26.

27.
28.

29.
30.
31.
32.

We are sufficiently informed of the progress of change.

Corporate management team keeps all departments informed about its decisions.
Two-way communication between the corporate management team and the
departments is very good

Corporate management team clearly explains the necessity of the change.

Changes are always discussed with all people concerned.

Those who implement change, have no say in developing the proposals.

Decisions concerning work are taken in consultation with the staff who are affected.
My department’s management team takes account of the staff’s remarks.
Departments are consulted about the change sufficiently.

Staff members were consulted about the reasons for change.

Front line staff and office workers can raise topics for discussion.

Our department provide sufficient time for consultation.

It is possible to talk about-eutmoded regulations and ways of working.

The way change is implemented leaves little room for personal input.

Staff members are sufficiently involved in the implementation of the changes by
our department’s senior managers.

Corporate management team has a positive vision of the future.

Corporate management team is actively involved with the changes.

Corporate management team supports the change process unconditionally.

Our department’s senior managers “pay sufficient attention to the personal
consequences that the changes could have for their staff members.

Our department’s senior managers coach us very well about implementing change.
Our department’s senior managers have trouble in adapting their leadership styles
to the changes.

My manager does not seem very keen to help me find a solution if I have a problem.
If I experience any problems, | can always turn on my manager for help.

My manager can place herself/himself in my position.

My manager encourages me to do things that | have never done before

Part 3 — Climate of Change or Internal Context

33.

Corporate management team consistently implements its policies in all

departments.



34.
35.
36.

37.
38.
39.
40.
41.
42.
43.

Corporate management team fulfils its promises.

If I make mistakes, my manager holds them against me.

Within our organization, power games between the departments play an important
role.

Staff members are sometimes taken advantage of in our organization.

In our organization, favouritism is an important way to achieve something.

It is difficult to ask help from my colleagues.

There is a strong rivalry between colleagues in my department.

| doubt whether all of my colleagues are sufficiently competent.

| have confidence in my colleagues.

My department is very open.

Part 4 — Readiness for Change

44
45
46
47
48
49
50
51

52
53
54
55
56

. I have a good feeling about the changeproject.

. | experience the change as-a positive process.

. | find the change refreshing.

. | am somewhat resistant to change.

. I am quite reluctant to-accommodate and incorporate changes into my work.

. I think that most changes will have a negative effect.on the clients we serve.

. Plans for future improvement will,not come too much.

. Most change projects that are supposed to solve problems around here will not do
much good.

. The change will improve work.

. The change will simplify work.

. I want to devote myself to the process of change.

. I am willing to make a significant contribution to the change.

. I am willing to put energy into the process of change.



Appendix B

Checklist for Avoiding Bad Managers

Is there unnecessary complexity?

1.
2.
3.
4.

Is the company’s organizational structure convoluted or complex?
Is its strategy unnecessarily complex for an otherwise simple problem?
IS its accounting overly complicated, non-transparent or nonstandard?

Is it employing complicated or nonstandard terminology?

Is spending out of control?

1.
2.

5.

Does the management team have enough experience to handle growth?

Are there small, yet nontrivial, details or problems that seem to be getting overlooked
by management?

Is management ignoring warnings now that could lead to problems later?

Is the company so successful-or so- dominant that-it.is no longer in touch with what it
needs to do to remain on top?

Do the unplanned departures of senior executives signify deeper problems?

Is the CEO Distracted?

1.
2.

Do | have unanswered questions about the CEOs background and talent?
Is the CEO spending too much money to fulfil personal missions that don’t
necessarily benefit the company?

Are company leaders so consumed by money and greed that they’re taking

questionable or inappropriate actions?

Is there excessive hype?

1.
2.
3.
4.

Is it possible that the excitement around the company’s new product is just hype?
Could the excitement around the company’s merger or acquisition be hype?
Is the excitement around the company’s prospects just unfulfilled hype?

Is the latest missed milestone part of a pattern that could signify deeper problems?

A Question of Character

1.

Are the CEO and other senior executives so aggressive or overconfident that you

don’t really trust them?

(Finkelstein, 2003)
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