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Abstract

Although organizational changes are common in lmssinfew of these changes are
decided based upon clearly defined organizatiooalsy(Hilmer & Donaldson, 1996). Making
structural changes may not be the best approacmi@ve performance, given that
organizational changes are disruptive to the omgdinn (Day, Lawson, & Leslie, 2003).

Instead of following prevalent management fadsanizational leaders need to evaluate
carefully any potential changes for their situatéom objectives before embarking on a
disruptive change. The purpose of this study detiermine the effectiveness of an
organizational change in which the defined goaleevie create more empowered employees and
business partners who experienced a better leadrofce from their IT team.

This study gathered both quantitative and qualatiata from employees and from the
business partners they served. A Likert-scaledesuand qualitative interviews were used to
gather data from IT employees and their businedsga. These methods captured impressions,
feelings, and observations from the IT group regarthcreased employee empowerment, better
partnership with the business, and overall impreseadice delivery following the change.

This study focused on a structural change to impi@stomer alignment for an IT team
within a large media conglomerate. Of the 23 ITnagers and contributors polled, 10
responded. Additionally, 4 IT employees and 2 hess partners completed the qualitative
interviews. The survey was analyzed using deseetatistics, while the interviews were
reviewed through content analysis. The majoritthefIT responses were at least 50% positive
regarding increased clarity of goals, more effecpartnership, level of IT service, and increased
empowerment of IT employees. When specificallyeasbout their overall satisfaction with the
organizational change, 90% of responses were falera

This case study found that both the IT employeestarsiness partners perceived there
was improvement through the organizational changerbiced that there needs to be continued
feedback and adjustments to address new issues.stlildy represents preliminary results
because of limitations of the small sample siZecased case study that may not be transferable
to other organizations, and potential researches based on former knowledge of the
organization.
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Chapter 1: Organizational Change Effectiveness

With an entire section of books in the bookstoreotied to successful management, there
have been plenty of fads introduced to solve theds that organizational leaders face. Hilmer
and Donaldson (1996) were able to categorize thresegement quick fixes into five categories,
yet they strongly urged that all these solutioresanly effective in the right circumstances for
the organization. The authors summed up the sfdtee situation by saying these fads are “a
pendulum that has swung too far towards simplifyand inevitably trivializing management,
replacing ideas and actions based on sound reapwitim fads and dogma” (p. 30). Fraser and
Strickland (2006) add that reorganizations, whiehaften focused on structural changes, are
erroneously thought to be a quick fix for a troubteganization. They suggest, rather, that since
structure is rarely the key issue, there are mangrdactors unique to the organization that need
to be assessed before such changes are launchad, With the pressure to lead an organization
to success, there seems a need to take a stepadbbok at organizational change in-depth to
ensure they meet stated goals and understand hploywses were impacted by the change.
Organization Structure and Alignment

Reorganization can be a very powerful tool for dgrbut the frequency of failure for
such changes also perpetuates the skeptics whey&liEOs use this tool when they do not
know what else to do in the organization (Day, Laws& Leslie, 2003). Day et al. further
suggest that because of this high level of failarganizational changes should only be
embarked upon for the right reasons, at the righe,tand with the proper planning and
evaluation behind them. Additionally, Beaujeanyidaon, and Madge (2006) emphasize an
employee’s impression of his or her work experiesassential as technology shifts more

organizations into an intellectual product thusehgployee’s role is critical in the quality and



perception of that product. Finally, as both Dagle(2003) and Boehm and Phipps (1996)
agree, it is important to measure and evaluatege larganizational decision, such as a
reorganization, against the stated goals becaube giotentially high costs of the disruptive
nature of the change, before embarking on it fepecific work group. An increase in careful
reorganization decisions, evaluating the reasofunthe change and the effect it will have on
the employees and the company, would help to ceebtdter reputation for reorganizations as
changes that are sometimes necessary for an oagjaniz

This case study focuses on an organizational rgdedithe IT team supporting the home
entertainment division of a major media conglomerakhis team was structured around the IT
applications it supports in the day-to-day busimeseds of the home entertainment division
(such as an inventory management application, dugtaistribution application, system
integration applications, etc.). In March 2010s i team of 23 employees was restructured to
align to the business functions within the homeegatnment division (such as sales and
marketing, supply chain, and business intelligendéje goal of the organizational change was
to relieve current tension within the IT team calibg overlapping responsibilities between IT
groups and thus creating rework and confusion. ithafdhlly, this change was expected to
provide a clearer connection for the home entartaint business partners, so they would have a
single point of contact for all IT needs within Bdanction.
Resear ch Setting

The larger IT organization for this media congloater and for all the functions and
divisions within the company, is an amalgamatiombét used to be several IT teams, each
within a specific business unit. The varietiesadés for the IT professionals varied significantly

depending on the manager, where the job candidate rom, and when the employee was



hired. In 2004, the parent company purchased anotledia company and duplicated many
corporate functions. To reduce disruption in arady tumultuous time, most of these functions
remained largely untouched for the first couplgedrs. After taking the time to observe the
various IT groups and further define the core bessrprocesses in the new integrated company,
IT consolidation and standardization was approadmedphased fashion.

IT functions were slowly brought out of the specihusiness segments they supported
and aligned more centrally as a larger IT grouprotigh this process, there were four leaders
who served in Chief Information Officer (CIO) or €hTechnology Officer (CTO) type roles,
grouping similar functions together. Then, in g@&008 one CIO and one CTO were chosen
from the existing leaders. The new CTO would foonslevelopment of consumer products and
creating new media-specific technology, while th® @ould focus on the information
technology necessary for all back-office functiofshe company, in addition to the specialized
applications needed for daily operations of eadirtass division within the company.

As the IT groups moved to a second level of ceiztatibn, the organizational efforts
became focused on process standardization, demanag®ament, and cost reductions. Many of
the IT efficiency goals were met in the first tweays of centralizing, and then there arose a need
for further focus on the service delivery of IT@dns for the specific business units. Some
technology-specific groups have developed, whileentT groups were designated to a specific
part of the business, or focused on hardware coemisncreating much overlap and finger
pointing when a customer complained about a teahpioblem. Business customers knew only
that there had been a problem with their systerhg;whurt the delivery of their output. They
could not assess whether it was a hardware, satwaispecialized technology issue. Yet they

felt they were getting passed around without resmiwf their problem when they tried to report



the issue, since the right contact person forghea might not have been the person who helped
them last time. This led to an organizational geato create a single point of contact for the
business user in that specific division, and alfomnthe IT teams internally to allocate the right
resources for each issue. The goal of the chamgameliminate frustration among the business
users, to create a more service-oriented operaimhallow for internal IT handoffs to remain
seamless externally.

Purpose

The purpose of this research is to determine tfeetafeness of an organization change
in which the goals of the change were to createerearpowered employees and business
partners who felt a better level of service fromithT team. The following two research
guestions are the focus of this study:

1. Do employees feel more empowered in their rfiky an organizational change is

made to focus on partnership between an IT teanttendusiness unit partners?

2. Do both the business partners and the IT teahafbetter partnership and more
successful IT service delivery after a change iderta create a customer-aligned
organization structure?

With so many organizational changes implemented,iihportant to take a step back and
examine whether these changes were worth the mtheffiort needed to implement them, and
more important, whether the reorganization provitedintended benefits. While the frequency
of organizational changes has increased, complgderthe evaluation of the change and its
impact prior to execution has also developed. $tudy looks at the need for organization
design around customer alignment, the empowernfearhployees in such a model, and the

design of organizational change. It seeks theldaekl of those who were part of the daily



organization in order to gauge the impact of thenge and satisfaction with the results among
employees and customers.

This case study involves research of customer @egr structure, employee
empowerment effects, and organizational designrjhgoough periodicals, as well as obtains
firsthand feedback from the employees and busipagsers involved with a sample
organizational change. This original researchudes both the home entertainment IT team
(managers and individual contributors), as web@we leaders from the home entertainment
business team, which serves as the business ptotties IT team. An online quantitative
survey was sent to the IT employee group. A seledf IT employees was asked to participate
in qualitative interviews with the researcher teediurther into feedback around the
organizational change. Finally, a small selectbleaders from the business partner team were
asked to participate in qualitative interviews to\pde the customer’s perspective of the change.
Overview

This study provides the theory behind organizatichange and design, in addition to a
real-world example followed over several monthbetp evaluate the effectiveness
organizational changes have in corporations. Ta ig to provide an in-depth look at
redesigning the Home Entertainment IT team, streena point of contact for the Home
Entertainment business users’ IT needs, and dsidl¢he in-depth technical experts from those
skilled with business partner integration. Outlo$ example, other organizational consultants
and business leaders can gain insight, which mioythem to determine whether their own
plans for realigning a service organization withirgiernal partner will be effective enough to

rationalize the disruption the change will initiadreate.



This chapter covered the introduction of the tothe, setting, and the purpose of the
study. Chapter 2 covers the literature reviewhefthree areas of research related to this study:
customer alignment for an organization, employep@uaerment, and organizational change.
Chapter 3 outlines the study methodology, includimgsampling, surveys, interviews, and
intended analysis. Chapter 4 addresses the fiadiog the surveys and interviews. This paper
concludes with Chapter 5, which covers the conchsirom the study, implications for the
particular organization and for organizational aesin general, and recommendations for

future research in this area.



Chapter 2: Review of Literature

The purpose of this research is to determine tfeetefeness of an organization change,
the goals of which were to create more empowergu@raes and business partners who felt a
better level of service from their IT team. Thepuse of the literature review is to examine
relevant information related to organizations suied in a customer-centric structure. This
chapter reviews literature addressing conceptsistocner alignment, alignment impact on
employees, employee empowerment, and the orgamizhiimpact of structural changes.
Customer Alignment

Borrowing from the literature on external custorakgnment characteristics, there is
usefulness in extracting what can apply to intecogtomer relationships. Alignment (or
partnership) between a service organization anclggomer (either internal or external) has
been found to increase the organization’s resptmeastomers’ needs and develop
specialization within the organization to increasatinually service to the customer (Homburg,
Workman, & Jensen, 2000). With increasing coststadining new customers, organizations
are keener than ever to maintain current custoraasfurther expand the depth and breadth of
those current relationships to increase value (JBeawet al., 2006). This partnership should be a
long-term commitment to a working relationship witlutual cooperation, shared risks and
benefits, and joint decision making (Henderson,0)99 0 make such a partnership work,
shared, agreed upon goals are a good starting, poidtouilding incentives around these goals
further solidifies the mutually beneficial relat&p. Another important component in
partnership building is encouraging the interadibetween the organizations at all levels,

instead of making it an executive only initiative.



Building on this strategy, Foote, Galbraith, Hoged Miller (2001) take the concept a
step further to suggest that a solution-providingaaization should have a single point of
contact for the customer and provide end-to-endessimp with a guarantee of coordinating with
many different divisions within the organizationpgmvide the best solution. When dealing with
multiple products and services from one firm, ngsiring to create a single point of contact for
their customers and selling solutions created filoenfull portfolio the firm has to offer increases
the likelihood of successfully meeting the customeeeds (Homburg et al., 2000). Specifically
for an IT organization, there is a trend to cemteathe IT function to reduce costs, standardize
processes, manage the overall IT demands, maicwgiorate standards, and negotiate with
vendors based on scale; however, this drive towandralization negatively impacts the
business by distancing technology from the restheforganization (Marhawa & Willmott,

2006). All the controls implemented for businggeliaction with a centralized IT department
have tried to turn the service into a factory. ldeer, the isolation of the IT organization, which
is a service function, from the rest of the bussness meant business users are less likely to
leverage technology as effectively in their dailgrtvas they could if IT were more closely
aligned with its business partners. Another negatide effect of an isolated centralized IT
team, is that the bureaucratic constraints of émdralized IT department motivate the business
users to create work-arounds or shadow IT orgaonizswithin their division to get their IT
needs met in a timely fashion. This concept ofdseheeting the customer needs by dispersing
the specialized function throughout the organizaisoalso supported by research specific to a
marketing organization (Homburg et al., 2000), wHhigund increased responsiveness to the
customer and the opportunity to specialize for Bpemarketing functions through the

organization-wide spread of the function.



One option to move to a customer-alignment focweitis a change in the organization
structure and processes. According to authors iBaatd Phipps (1996), a “horizontal
organization” (p. 1) is one that focuses on theamsgr needs and is built around the flow of the
work instead of centering on the product or geogi@applits within the company. The authors
further explain that formal organizational chandesiot need to be made in order to get the
benefits of the horizontal organization. Furthereaddoehm and Phipps suggest there are six
steps that should be used to implement an orgamedtchange toward the horizontal
orientation. These steps include: (a) Align thempotment and mind-set of senior leaders, (b)
Understand the drivers of value for the customej)sdentify the organizational processes that
support the customer value drivers, (d) Understhadelationship between the current structure
and organizational processes, (e) Develop a vesmahplan for the new organizational design,
and (f) Throughout the levels of the organizatidevelop the skills and behaviors that will
support a horizontal organizational structure. sehgix steps focus on alignment with the
customer and a clear vision of the value addeth®icustomer.

Similarly, Homburg et al. (2000) provide a desadptof a customer-focused
organizational structure that uses nongeographidagities (customer industry, application,
etc.) as the basis for structuring. In contrastsintraditional organizations are formed around
the key products, geography, or functions withiem ¢bmpany, which, therefore, does not take
the customer needs into account when designingrtfenization. The marketing-centered
research further found that in order to get cléseustomers, an organization could bring
together the best features of both horizontal see and vertical function structures. These
horizontal processes allow for communication arithboration between the verticals without

formally creating new work structures. Homburg'sie research overall found that in response



to the marketplace, to compete better in keepimgeaticustomers there is a general shift toward
customer-focused organizations. Foote et al. (R60dgested that successful solutions
providers have formed strong “front-end” (p. 5) dgments that develop and deliver integrated
solutions, direct the product division to becomack-end” (p. 5) supporters of solutions, and
have strong liaisons that work between the two efidss further examines the importance of a
focus on the customer and how best to serve cussoanel their needs through facilitation by the
internal organization of the service or productviter. Additionally, Foote et al. continue to
emphasize the role of the rest of the organizabsupport the customer-focused “front end” (p.
7) by flexibly supplying needed resources to meetrieeds of the end customer. Rockart, Earl,
and Ross (1996) state that Handy takes a relatsggxive by describing federal organizations
in terms of IT organizations serving internal besis customers. Handy tries to balance the need
to have business (customer) alignment with the @ditiye drive to leverage economies of scale.
Handy believes that his federal structures allomttie needed autonomy at the local level for the
IT organization to support the business organinatibut also facilitate the organization-wide
planning, resource allocation, centralized puraigsand other benefits through economies of
scale from a central IT organization.

Kraft provides an example of customer alignmenhuwiit implementing formal structural
changes to the organization (Boehm & Phipps, 1988aft chose not to change structurally, as
it could not afford to give up the benefits it waseiving from the economies of scale created by
its functional structure. However, it did haveeside to expand and formalize its cross-
functional teams to speed up and improve that aecimaking within its structure, and continue

to empower the autonomy of its employees. EadheKraft teams was given a set of

10



objectives to optimize the stakeholder performaamress the system, and yet maintain the
alignment for that specific team’s focus as well.

Another example of a service organization benefitrom increased customer alignment
comes from the banking industry. Beaujean e2806) found:

After a positive experience, more than 85 percéotistomers increased their value to

the bank by purchasing more products or investingenof their assets; just as tellingly,

more than 70 percent reduced their commitment whieys turned sour. (p. 65)

Once an organization understands what the custeah@es, the organization must focus its
energy on the processes that most contribute tovéthae (Boehm & Phipps, 1996). Aligning

the organization around customers is one of theevateating steps to be taken for such benefits.
To that point, a “partnership style of relationsH(ip. 8), as compared to a transactional style, is
descriptive of an ongoing relationship without eekeeable end in sight, which includes joint

risk taking and negotiated terms to monitor th@oesibilities of each party for the negotiated
goals, and needs to have been explicitly agreed bgdoth parties (Henderson, 1990). This
partnership approach helps both the employeesastdroers feel more committed to a
successful relationship, and thus benefits botarmeations.

When IT organizations are expressly the focus)Trhgroups need to be aligned or
embedded in the business group they support irr todee the partner needed for the business to
gain a competitive advantage (Marhawa & Willmo@08). For effective partnerships, IT
employees and line managers need to understarttyjtie business opportunities, choose
technology options with needed functionality, anakenthe difficult decisions to sometimes
forego technical excellence to deliver an immediatdnical solution for an urgent business

problem (Rockart et al., 1996). Based on this riee@artnership to be the most competitive, if

11



it is not included in the strategy and tactics geed by the line manager, and line managers are
unable to understand and implement with strategi@®cess viewpoint, then even the best IT
organizations are subsequently powerless to héligee the company’s goals. These
organizational shifts toward the customer’s needlaa mean the product units or their quality
are any less important to the organization, biterathat the products should further be
strengthened through the customer alignment andrappty for solution selling (Foote et al.,
2001).
Alignment I mpact on Employees

The shift of focus onto customer alignment can fpadiy impact employees, but
employees additionally have an impact on the sigcoEthe organization through their
interactions with the customer. A broader skitlased greater accountability are needed when
the measurement of success is based on a custamprsved performance instead of just a
product’s performance against specifications (Feot., 2001). For great customer service
organizations, it is important to recruit talent foeir attitudes, since the needed skills can be
learned through training on the job (Bozon & Ch@03). High emotional intelligence in
customer service employees has been found to setba ability to connect with and help
customers at key moments, as they have a feelibging) responsible for the customer’s well
being (Beaujean et al., 2006). Fully connectinthwiustomers and meeting their needs is
increasingly important when the organization isigred around the alignment with customers.

Employees have a positive response to the custfmoes only when structures and
systems consistently reinforce the goal (Beauje¢ah,e2006). Even for those in the
organization who do not directly interact with thestomer everyday, they need to have an

understanding of the enterprise goal around custafignment and see how their roles fit in

12



with the overall value delivery to the customer £Bo & Child, 2003). Management rewards
should be centered on these customer goals tmreenfurther the importance of the customer
focus (Homburg et al., 2000). Additionally, perfance management needs to measure and
reward the alignment with the customer needs aadtlecess of solutions provided to the
customers through collaboration throughout the mizgdion (Foote et al., 2001). With the
design of a single point of contact for the custgrteeam-based incentives should be
implemented to motivate those main contacts who tel heavily on the rest of the
organization to be successful with the customemngbiarg et al., 2000). The mutual benefits of
such alignment, or partnership, also include arrawgd working environment that increases the
productivity and innovation among the groups, amwchimitment because both organizations
understand that they have something to gain thréluglshared relationship (Henderson, 1990).
Overall, it is important to design clearly the pgeses, structure, and rewards to reinforce the
customer alignment philosophy of the organization.
Employee Empower ment

The second dimension to evaluate when considerirggganizational change is how the
shift affects the employees involved and, spedificthe level of empowerment for the
employees. Success for a service provider is @asingly determined by customer satisfaction
with the experience (for both internal and extecwsdtomers). Since the service employees have
the most interaction with customers, they also hheemost opportunity to affect the customer
experience, and thus the service provider's sucaéssnpanies known for their high quality
customer service are invariably good at allowinggde to discover their own motivations for
their work (Beaujean et al., 2006). To succeeehnployee interactions with customers, it is

essential to avoid implementing protocols that undiee employee empowerment. Employees
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need to feel responsibility for their work and thaiv they approach their work is within their
control. As Jim Nordstrom, of Nordstrom departmgiotes, commented (as cited in Beaujean et
al., 2006), “When you take away their incentive atatt giving them rules, boom, you've killed
their creativity” (p. 71). Malone (2003) statetiptal decision makers have been found to be
significantly more enthusiastic, committed, andatire when they have autonomy in their

work” (p. 63). Overall, having a work environmehét creates a productive and satisfying work
experience for employees is just as important @astitucture of the organization in producing
great customer service (Day, 2003).

Day (2003) suggests that the role of a succes$f@ @ to create a work environment in
which employees can figure out on their own whatdseto get done, cooperate with one another
to get it done, and have a feeling of personaillimiént from the work. The change toward a
fulfilled and motivated workforce requires someftshin the work structure and processes to
obtain the environment sought after. Kraft, a®@ample, pushed the decision-making ability
down in the organization to their cross-functiote@ms, giving these employee-run teams more
ownership of their work and outcomes (Boehm & Phjd®96). As another example of
creating a culture of employee autonomy and empowet, the National Health Service in
England allowed frontline practitioners to be rasqble for their implementation of planned
change, allowing them to choose their processesfiomg out the changes. National Health
Service provided the opportunity for local ownepsand choice to encourage coordinated work
within employee groups, allowing a feeling of ratatautonomy and self-management (Bevan,
Robert, Bate, Maher, & Wells, 2007). Specificatipking at employee empowerment, Malone
(2003) suggests three types of decision-makingtres and the communication needs of each

in reference to employee empowerment opportunif@s:Cowboys” (p. 54) are independent,
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decentralized decision makers with fairly low less&dr communication; (b) “Commanders” (p.
54) are centralized decision makers with signifiganigher levels of communication needs; (c)
“Cyber-cowboys” (p. 54) are connected, but decdimed decision makers that require the
highest level of communication for making autonosidecisions based on vast amounts of
remote information. Malone believes that usingethi@lized empowerment, his cyber-cowboys
will continue to increase in numbers as IT captibgiimprove and allow for significant
reductions in communication costs. These sengefaw examples of how to empower the
employee base, and there are many more for othgueisituations, but the most critical take-
away is the overall importance to do somethingtp@wver employees for a successful
organization.

Changes in the organizations of the 1990s towdlattened structure also created single
managers with many more employees to look afters darly empowerment was born in an
attempt to delegate decisions more often to nongemant employees (Malone, 2003). IT
capabilities can enable successful empowermentaghrancreasing the socialization of remote
decision makers, making them more in touch andssdake, thus increasing loyalty and trust of
that remote decision maker. Malone wrote:

Figuring out how to design effective decentralisgdtems and how to manage the

continually shifting balance between empowermendt@mtrol will not be easy...but

mastering [these areas] will be one of the mosoitamt differences between

organizations that succeed in the next centurytlaose that fail. (p. 67)

Further supporting employee empowerment, the idé8ubsidiarity” (p. 63) suggests that all
legitimate power originates at the bottom of thgamization and is delegated upward only when

there are benefits in doing so. This additionplypetuates the idea that the employees are the
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main source of power and how the organizationaadithis power in its structure is essential in
success.
Organizational Impact of Structural Changes

Last, for structural organization change, the teimthponent to evaluate is the proper
structure for the stated organization goals. Bwviéhin customer-focused organizations, there
are various structures to choose. In decidingherdesign of the organization, Boehm and
Phipps (1996) suggest that evaluating the custtasz of the organization will help determine
where on the “full functional” (p. 2) to “full hazontal” (p. 2) spectrum of organizational
structures an organization will be most effectives two examples of this continuum, Ford
changed from a functional organization design te lbased on a few core processes, while Kraft
alternately added some processes into its fundtolesgn already in existence. Furthermore, it
is important to note that horizontal organizatians created through building on already existing
strengths in the organization. Adding processdlswi successfully make up for areas of
weakness. Prior to reorganization, it is essetdialvaluate what the organization does that
either supports or cripples the processes thateckedue for the customer. This evaluation of
the current state in reference to the custometigevalacement will help determine the amount
of change needed, where the organization wouldds effective on the continuum, and the
overall organizational vision for the future.

Fraser and Strickland (2006) suggest that in amdi looking internally and at the
customer base, the industry’s archetypal orgamizagiructure should also be reviewed. Those
companies that followed their industry’s structwere more successful than those that used a
different pure organizational structure; howevegamizations that chose a hybrid structure

based on the archetype had an even higher marguncoéss. The hybrid model allowed for
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organizations to take advantage of the dominantstrgl structure, but also allowed an
opportunity to tweak their structures to take adaga of opportunities that are unique to their
organization. When planning the structure, pogtmonstraints of the design need to be
identified and analyzed by the design team, thetuated on whether those concerns can be
overcome, sometimes leading to a decision not tingugh with the change if those concerns
cannot be overcome (Day et al., 2003).

Day et al. (2003) advise, “All too often, compantieat reorganize merely copy the
organizational charts of successful companies withecognizing that they may be operating
under completely different conditions” (p. 7). the article, “Using a Design Approach to Assist
Large-Scale Organizational Change,” the Bevan.R@D7) remark, “Design is not simply
about the object or the aesthetics, but about aderocreative approach to defining the problem
itself and then developing a process to solvepit”138). Bozon and Child (2003) further caution
that organizational structures can be copied, lmitritangibles that really make the organization
work are more difficult to replicate. All of thes@nensions need to be considered when
deciding on the best structure for a given orgdimnaor work group.

Even with organizational change, the best-laid plean go awry if the implementation
plan and supporting factors are not effectivelyipuilace for transformation. Failures in
Organization Development and Chandféalton (1977) made several suggestions to heip wi
dissemination of an organizational change, sudupport of upper management, written reports
of the change, manager level ownership of the chamgnagement, publicity of the change, and
transfer of employees who are experienced in tineva@y of working. Overall, ownership
throughout the organization is key for dissemimatéthe changes, which then increases

effectiveness of the change in the organizatioeaders need to focus on motivating and guiding
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employees through the design of structures, systangsmechanisms, as well as implementing
new organizational systems (Day, 2003).

According to Day et al. (2003), successful reorgamons should (a) be focused on a
simple and motivating business idea, (b) be cdsefwhed in their launch, and (c) have change
leaders who are realistic in their vision of thevr@ganization. If changes are meant to cover
up the true motivations of the change, such asngetid of poor performers or a need for
headcount reduction, the lack of clarity will cotheough in the communication about the
change and employees who are suspicious of managesmkans may try covert ways to
sabotage the change. Instead, it is far bettee tbansparent in the motivation for change, even
if it is a difficult message, as change for orgatian survival can be a very motivating factor to
involved employees. Since each employee has aadhgm the change initiative, vision
alignment needs to be a focus to ensure that emerngoon the same page with the change
(Rezak, 2008). Properly defining and integratimg ¢onditions for success are only achieved by
a small number of organizations, which represdrgsimall percentage who achieve their
sustained organizational change and the relatategic results (Day et al., 2003). Additionally,
the choice of timing for the change is critical andy involve negotiating trade-offs among the
change goals. The timing is essential, as theréimes that employees may be predisposed to
accept rather than fiercely oppose change, whieates a far more impactful change and
smoother transition.

Systems adaptation and changes in HR managemartdieconsidered in addition to
the structural changes in order to move towardséocoer-aligned organization (Homburg et al.,
2000). This includes looking at the managementtfm®s, measurement systems, and incentives

to create alignment with the new organizationalg@@ay, 2003). Difficult human resourcing
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decisions may need to be made as well to impleswatessfully the organizational change.
Senior leaders need to deal actively with thoseleeehose skills are less relevant in the new
organization; if left unaddressed, they can undeenthe desired changes (Homburg et al.,
2000). Restaffing some of the employee populatioa jntroduction of new training programs,
and new performance measures will likely need tputen place with the change initiative to
reinforce the performance focus or process chafi@mshm & Phipps, 1996). If there is to be
any job loss through the organizational changs,best to make those reductions early in the
process to minimize negative feelings while commating the new vision (Bozon & Child,
2003). The commitment to a change, not the swsadi the technology involved in the change,
is the key to success in implementation—therensex to focus on the people and the alignment
of that commitment (Rezak, 2008).

Clear and creative communication of change objestand mobilization of energy
within the organization are important componentthofe organizational transformations that
are most successful (McKinsey Quarterly, 200dtKinsey Quarterlis June 2006 survey found
that successful executives have attributed thairsfiormations to raising expectations in the
organization about future performance, addresdwogtderm performance issues, engaging all
levels of the organization, and making the changile to the rest of the organization. Also
significant, and often overlooked, is the critibabf fully explaining the importance of the
change initiative so the employee group is suppend willing to give up their well-
established principles and beliefs (Rezak, 20B®xthermore, in considering the change
proposal, it is essential to evaluate that chaggénat the organizational culture and mental
models, as these must all be aligned in order farcaessful transformation to occur and the

desired results to be reached.
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Although reorganization is a powerful tool for a@Eo use, one common perspective is
that a CEO uses a reorganization initiative wheorrghe does not know how to deal with the
difficult issues (Day et al., 2003). However, stural changes are not a panacea for all
organizational issues. Instead, companies shauidiaunch an organizational restructuring if
they have some compelling evidence that the custeatture is suboptimal, and that there is not
another, less invasive, way to correct the shoriogs(Fraser & Strickland, 2006). Typically,
the structure is not the cause of the organizatianderperformance; it is more frequently that
responsibilities are not clearly defined, incendiaee not aligned with the priorities, or improper
management processes are being used. Nor isayalappropriate to adjust the design in order
to deal with social realities. Instead, showingoathy, communicating, or acknowledging the
loss for individuals affected may help facilitabe tchange without compromising the needed
design (Day et al., 2003). Alternately, if reorgaation is driven by a powerful business idea,
the change can motivate and unify the employeesived.

The decision of whether to undergo an organizationange needs careful assessment,
as the risks associated with such changes areinot.nExecutives would be foolish to assume
that restructuring is a quick fix for their orgaaiional woes (Fraser & Strickland, 2006). Often
reorganizations fail, and thus instead of energiamployees with a common sense of purpose,
they can put companies in a worse place than whesestarted, with increased negative
emotions in the organization (Day et al., 2003he Btress and challenges of making an
organizational change can only be handled by compdhat already a have strong foundation
(Boehm & Phipps, 1996). Unintended ripple effentsy spread throughout the organization as
well. One such example, political issues, mayasi@fwhen resources are reallocated to put the

organizational focus on the areas that create thet oustomer value. Additionally, the
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employees involved may present resistance to thegsh as often the new change initiatives are
added on top of their existing responsibilities andrwhelm them (Beaujean et al., 2006).
Finally, when planning to undertake an organizatia@mange and to increase the likelihood of
meeting the intended results, it is important tothe right people to lead the detailed design of
the new organization and process flow. Specifigcaibmeone is needed who can clearly
communicate the purpose, visions, goals, and eapecs of the change, and drive this message
throughout all levels of the organization where¢hange needs to occur (Boehm & Phipps,
1996).
Summary

Does a change to a customer-aligned organizatrantate provide for a better
relationship and more efficient delivery of sergder the business partner? Does employee
empowerment result from such an organizational geanThe literature reviewed covers
multiple reasons that a feeling of partnership leetwa service organization and its customer,
whether internal or external, is important for argational success. Several varieties of
organizational structure enable this partnership@rerall customer focus. The literature
highlights that the right employees are criticabtiiong customer alignment. Additionally,
organization structure, processes, and rewards toeethforce the positive employee behaviors
and thus the empowerment to feel ownership for thetions and their successes. Finally, the
literature about organizational changes cautioasdich changes should only occur when other
methods fail, and that communication, a clear visand strong leadership are essential to
increase the likelihood of a successful changetiie.

The purpose of this research is to determine tfeetdefeness of an organization change

in which the goals of the change were to createerearpowered employees and business
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partners who felt a better level of service fromithT team. The remaining chapters continue to
explore these topics. This case study adds tbdbg of knowledge regarding the effectiveness

of organizational changes with goals of customigmatent and employee empowerment.
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Chapter 3: Methodology

The purpose of this research was to determineftbetieeness of an organization change
in which the goals of the change were to createerearpowered employees and business
partners who felt a better level of service fromithT team. The following two questions were
researched:

1. Do employees feel more empowered in their rtikr an organizational change is

made to focus on partnership between an IT teanttendusiness unit partners?

2. Do both the business partners and the IT teahafbetter partnership and more
successful IT service delivery after a change iderta create a customer-aligned
organization structure?

This chapter outlines the purpose of the rese#nehdesign of the study, sampling
strategy, data collection, protection of human satsj, survey creation, and data analysis
methods. Following this chapter reviews the stieylts and recommendations for future
research in this area. A specific large media mngrate IT organization realignment was used
as a case study to explore the effect structu@hgbs have on the empowerment of the
employees within the organization and the effectess of the IT support for its business
partner. This analysis includes information frompdoyees so affected, and feedback from the
Home Entertainment business unit that this IT tsapports.

Research Design

This case study involved research of customer adeg structure, employee
empowerment effects, and organizational designryhisoough periodicals, as well as obtained
firsthand feedback from the IT employees and bssipartners involved with the organizational

change. The questions of the business leaderaeatered around a net promoter score (an
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overall customer satisfaction indicator) of therent Home Entertainment IT team. That score
was based on their responsiveness to IT issudiy abiresolve the issues, the availability of the
team when needed, ability to suggest strategimteahsolutions to business challenges, and
clarity of who to approach for a given IT issuehelorganizational changes were made in
December 2010, and 9 months later an online swrsig Qualtrics online tool was provided to
the 23 Home Entertainment IT employees (both masaged individual contributors), asking
their feedback on their organization’s structurargye. They were invited to participate
voluntarily in the survey, which included a disalos of purpose and waiver of consent in
opening statements. A reminder was sent to aliggaants 3 weeks after the original survey e-
mail. The survey was closed for participation 2§giafter its initial release. The survey was
anonymous, with no identifying markers for the gpants. All results were downloaded from
the online tool to an Excel document, which wasissdt on a password-protected personal
computer. The IT employees were asked to ratelikely they would be to suggest making this
organizational change again based on a 5-poing $eahging from strongly against making the
change to strongly supportive of making the chaagd,including a neutral option), thus
providing an overall net promoter score for theamigation’s structural change. Additionally,
the employees were asked if they felt more effectiess effective, or the same as before the
change in their interactions with the businessnaaist Other questions focused on thoughts
about the previous organization, comparison ofrimss participation before and after the
change, and employee empowerment in their seroicesed roles.

The timing of the survey, 9 months after the chaatjewed for enough time to have
passed since to have some data about how the nastusé and process works, but it was not so

much time that the previous structure was forgofbercomparison. This provided quantitative
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data around the reorganization structural intengiot the employee experience in the new
structure. Most of the questions used a Likertesttadetermine the degree of agreement with
the statements provided. In addition to the sus\s®nt to the Home Entertainment IT team,
face-to-face interviews were conducted with fouehiployees (some managers and some
individual contributors) to acquire qualitative @atbout the interactions with the business
partners before and after the change, and to hedevel of control they felt over their work
product. Additionally, interviews were conductedhatwo leaders in the Home Entertainment
business unit (the business partner) to providerggective on the business outcomes of the
change, and how this relates to the overall effeatess of the teams’ interactions and their
feeling of support. A total of six interviews wezenducted in person at the main office of the
Home Entertainment IT team and business partrfevsr of the interviewees were members of
the Home Entertainment IT team, each in a differele on the IT team. The remaining two
interviewees were business partners from the Homertainment business team. There were
two different but related sets of interview quessiowith one set for the IT participants and the
other set for the business partner participantsot&l of 10 potential interview candidates were
contacted (six for the IT team and four for theibess team) and given the opportunity to
participate in the interviews. The overall goabwa evaluate the success of a new organization
structure for the Home Entertainment IT group frooth the IT employee perspective and the
business impact of the change from the businessgyas perspective.
Qualitative Interviews

The IT employee interview participants self-seldaéher by responding or ignoring the
e-mail request to participate in the describedusv. The request e-mail detailed the purpose

of interview data gathering, and the required tinveould take them to participate, if they agree
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to do so. Four IT interviews were conducted taesent 17% of the Home Entertainment IT
employee population. Similarly, the Home Entema@mt employee interviews involved the
management who were consulted as part of the plainé organizational change. This
management team includes the six managers, twichvparticipated in interviews, who work
day-to-day with the managers and employees inftl@danization. They were originally
consulted as part of the structural design crediemause they provided constructive feedback
that helped identify the need for this new orgaimareal structure. The success of the structural
change is dependent on the improved interacticesetmanagers have with the IT employees
they rely on for technical support and strategythdugh the detailed consent form was sent to
the participants ahead of time with the intervieguest, at the commencement of the interview,
the participant was given an explanation of therwiew and research purpose and asked to sign
the given form if still willing to participate.

The interviews were conducted in either the empdtyyeffice or in a designated
conference room at the media company’s officesnivérsal City, CA. The researcher and the
interviewee both sat in the designated room, inrshwith the researcher taking notes
throughout the discussion. As previously disclosetthe participant, the interview lasted no
more than 1 hour.

Three of the interview questions were identicatl@two interview question sets, asking
about large issues between the IT and businesshietinbefore and after the organizational
change, and a question looking for the net pronmsxtere of the organizational change. Four
other items on each question set were similarpictand only changed for the different
interviewees. The remaining three items on ea@stipn set were unique and could not be

compared cumulatively.
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Data Collection

Data were collected using a survey guestionnaigdeoae-on-one interviews. The 10-
guestion multiple-choice survey was sent to ale&$loyees who were part of the Home
Entertainment IT team. These 23 employees arsaine as those who were part of the
organization in March of 2010 when the organizalarhange was announced, so all potential
respondents experienced the change firsthandhe®3 individuals the survey was sent to, 10
responded (about 43% of the population) and comgldte survey properly.

While the survey was anonymous, all respondents baen part of the Home
Entertainment IT team for a minimum of 3 years.ly@me respondent is honexempt; the rest
are in exempt roles. In addition, that same irdiial is the only employee that has neither a
formal degree in IT, nor past experience in anpé&esfic role. Within the 23-person team, there
are a variety of roles with varying amounts of h&od systems coding responsibilities and
client-facing and project management focused roléss role variety existed both before and
after the organizational change; however, techrandlbusiness tasks distribution has shifted in
percentage and individual responsibility throughtbet organizational change.

M easur ement

The researcher developed the IT employee survegrfsadly for this case study. No
demographic data were collected, as the populédioomposed of employees in the Home
Entertainment IT organization. Since the respotslare known to the researcher, it was
determined that questions about age, gender, géassvice, or other demographics would have
likely caused participants to question assurantasanymity. The survey questions were
created using a Likert scale to facilitate the afsdescriptive statistics with the survey results.

The first two questions of the survey ask for pptioms of the interactions between IT and
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Home Entertainment prior to the organizational geanQuestions 3 through 6 ask for degree of
agreement in regard to the success factors ofyglatignment, service delivery, and employee
empowerment. The seventh question asks for thproatoter score of the new organizational
structure. The last two questions ask specifidaliythe employee perspective of the overall
effectiveness of the change in regard to the mrahip between IT and the business unit.

The researcher developed the two sets of quaktatierview questions. The purpose of
obtaining qualitative data is to receive open-en@sgonses from both the IT employees and the
Home Entertainment managers about their relatipsbiior to the organizational change, their
suggestions for improved relationships, and theéecdraround the change. Additionally, for the
IT employee questions, strategy and control ineggsolution are included to evaluate employee
empowerment. Finally, a question of the ideal niziational solution was asked. The interview
guestions designed for the Home Entertainment neasaggked for feedback in very similar
areas in order to provide a customer perspectiveeofT employee effectiveness and, thus,
either validate the data obtained from the IT erygés or provide opposing information to
counter the employee perspective.

Protection of Human Subjects

Institutional approval was obtained from the HurRasources Vice President and from
Pepperdine University’s Institutional Review Bo&ippendix A). In addition, on September
22, 2009, the researcher completed the Protectimgan Research Participants online course
through the NIH (Appendix B).

Survey Consent Process
In Part 1 of the study, there was an introductagreiew covering the purpose of the

research and that participation in the survey veasptetely voluntary and had no bearing on
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their employment with the media company. The elyg®és participation indicated their consent
as well as their submission of the online surveiptang their viewing of the consent waiver.
The only cost to the participant was the time ndddecomplete and submit the survey online
(approximately 10 to 15 minutes).

All responses were anonymous and kept confidetiralghout the analysis and
reporting phases. Only the cumulative data wegverted, so as not to allow the singling out of
any one respondent. If participants were intecestehe survey results, they were asked to send
the researcher an e-mail message so they couldedbe summary of the results.

I nterview Consent Process

As part of the interview time request e-mail messiag both the IT employee and
business partner, the interviewee was providechaard form to read ahead of time. Upon
commencement of the interview time, the participaas physically handed the paper consent
form and asked to decide whether to sign andagjike to participate in the interview. The cost
to the participant was the time needed to comphetesurvey, which lasted no more than 1 hour.

All interview question responses were kept confidgmand only reported as an aggregate
of the subset (either representing the Home Embentent Managers, or the IT employee
participants). This information was saved on aspasd-protected personal computer, provided
to participants in a summary manner, and onlyqlested by the participant through an e-mail
request to the researcher.

Data Analysis

The online survey was multiple-choice format, usangkert scale methodology.

Descriptive statistics were used to analyze thexgiaéive data obtained. Central tendencies,

percentages, and distributions were calculateghpopriate.
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The interview data from both the Home Entertainnirrginess partners and from the
Home Entertainment IT employees were evaluatedifoilarities in the qualitative data. All
notes were read individually, and then similar ceses were grouped together to determine any
existing trends in the data.
Summary

This chapter gave a summary of the research melingglased and the procedures for
evaluating the change effectiveness in movingcastomer-alignment structure, focusing on the
impact such a structure has on employee empoweraneingervice delivery. This chapter
covered the study design, sample selection, ddliection, protection of human subjects, survey

design, and data analysis methods to come.
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Chapter 4: Results

The purpose of this study is to determine if amidanizational structure aligned by the
business structure provides for a better relatipnahd more efficient delivery of services to the
business partner. The stated goal of the changeaw@eate employees who are more
empowered in their work as a business group IT te@he intent was that the Home
Entertainment business partners would experieneeprovement in the IT service level as a
result of the increased IT employee empowerment.

This chapter provides the findings of this casewt@and describes the data collection
results and analysis. First to be reviewed aredbelts from the quantitative survey sent to the
IT employees and managers about the change impaetnext section provides the information
gathered through qualitative interviews conductét Wwoth a select group of IT employees, as
well as similar interviews with two of the busingsstners. The chapter concludes with a
summary of the findings.

Survey Findings

In response to the first survey question inquiabgut the amount of frustration
experienced in working with Home Entertainment basg partners prior to the organizational
change, 40% (four) of respondents had only mingstfation prior to the change, with 60% (six)
of respondents experiencing measurable to thorfugtration. Zero respondents stated that he
or she did not have frustration prior to the changjke mean score on a 5-point scale was 3.30,
with a standard deviation of 1.16; however, no oesients chose 3 (a rating of neutral feelings
in terms of frustration).

The second survey question sought to find out wkgtee of adjustment was needed in

the alignment between the Home Entertainment lintaad their business partners. Only 20%
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(two) of the respondents felt there was only a feedinor adjustment of alignment between
the two teams. Consequently, 80% (eight) of redpots felt there was a need for some to
significant change in the alignment—specificallfjukh 70% (seven) of respondents felt
significant change was needed. No respondentsrdiéht change was unnecessary or was
neutral on the topic. The mean rating was 4.3thanquestion about need for change in
alignment, with a standard deviation of 1.25.

When asked for their overall assessment aboutefeed they felt the organizational
change was effective in increasing clarity for Hhmme Entertainment business about their IT
support, 80% (eight) of respondents felt that ttganizational change was either somewhat
effective or effective in the goal. One respond@&0€s) stated that it was somewhat not
effective, and the other respondent (10%) statear Isée felt it was neither effective nor
ineffective. The mean rating was 4.10 on a 5-pbikert scale, with a standard deviation of
0.99.

The fourth question of the survey addressed theegag@spondents felt the organizational
change met the goal of cleaner alignment of IT @asility within the IT groups. Of
respondents, 80% (eight) felt the change eitheresdmt effectively or effectively met the
defined internal IT alignment (responding with ettla score of a 4 or a 5 on the 5 point scale).
One respondent, 10%, felt the change was somewhaffective in defining responsibility and
10% (one) felt there was basically no change iam@¢o responsibility (choosing a degree of
neither ineffective nor effective). The mean sowes 4.10, with a standard deviation of 0.99.

The next question addressed the effectivenessafitnge in providing better IT service
delivery to the Home Entertainment business. @frédspondents, 50% (five) felt the goal was

effectively met (choosing a rating of 5 on a 5-paicale). Of the respondents, 20% (two) felt
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the change was somewhat effective (giving a rating). One respondent chose each of the
remaining ratings: “neither effective nor ineffeei (rating of 3), “somewhat not effective”
(rating of 2), and “not at all effective” (rating d), constituting the remaining 30 of respondents
and resulting in an overall mean rating of 3.9Qhvai standard deviation of 1.45.

Survey question six resulted in 30% (three) of oesients feeling that their ability to
make decisions on work that affects them was dsheid—answering that they have either
significantly less ability (two respondents), onsawhat less ability (one respondent). Of the
respondents, 20% responded neutrally, statingfglegio change in their empowerment (or
ability to make decisions), and 50% (5) of respartsieesponded favorably in their decision-
making ability increase, with 30% overall choosthg highest score, which was the mode for
this question. The overall mean score for empowetrof the respondents was 3.30, with a
standard deviation of 1.57.

Through the seventh survey question, 50% (fiveeepondents answered that they have
some control over resolving issues for their bussnegartner (also an indicator of empowerment),
and an additional 20% (two) chose the highestgatnndicate they fully have control in issue
resolution, showing a combined total of 70%. Cespondent (10%) felt neutral in regard to a
change in his or her issue resolution empowerniaoeghe organizational change, and two
respondents (20%) stated that they significantti this control after the change. The overall
mean rating was positive at a rating of 3.50, aadl é standard deviation of 1.43.

In trying to determine the net promoter score meaguhe overall satisfaction with this
change, respondents were asked to what degreavthdgl choose to make this organizational
change if they had been given the option. Theallveet promoter score is 4.5 (equating to the

mean for this question), with a standard deviatibh.27, and 80% (eight) of respondents
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choosing the highest rating, stating they are glgosupportive of making this change again. An
additional 10% (one) of respondents said he omsghdd be somewhat supportive, and the
remaining respondent, 10%, was strongly againsimgakis change again.

The ninth survey question asked if respondentseatlyr have a relationship with a Home
Entertainment business partner, to which 100% (@€ponded that they do have such a
partnership, leading to a standard deviation d®.0.0

In the final survey question, respondents weredskeate the degree to which their
relationship with their Home Entertainment busingeggner is now more effective than it was
prior to the organizational change. Of the respotsl 70% (seven) responded favorably—
either “somewhat more effective” (five respondemts)significantly more effective” (two
respondents). One respondent, 10%, felt therdobad no change in the effectiveness of their
relationship, and 20% (two) responded that theéati@ship was somewhat less effective than
prior to the change, resulting in an overall meb8.60 and a standard deviation of 1.06 on this
last question. Table 1 depicts a summary of appoases for the 10-question survey.

Table 1

IT Employee Quantitative Results

Question Low% =1 %=2 %=8 %=|4 High%=|5 MeaSD

1. Degree of frustration 0 40 0 50 10 3.300 1.1p
prior to change

2. Degree of need to 0 20 0 10 70 4300 1.25
change alignment

3. Degree change was 0 10 10 40 40 410 0.99
effective with
increased clarity

(table continues
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Question Low% =1 %=2 %=8 %=|4 High%=|5 MeaSD
4. Degree change was 0 10 10 40 40 410 0.99
effective with

cleaner alignment
5. Degree change was 10 10 10 20 50 3.90 1.4b
effective with better

IT service
6. Degree have more 20 10 20 20 30 3.30 1.5¢

decision-making

ability
7. Degree have contro 20 0 10 50 20 3.50 148

to resolve issues for

business
8. Likelihood to make 10 0 0 10 80 450 1.2y
this org change agai
9. Currently have a 0 (No) 100 (Yes) 1.00 0.00

business partner

=]

relationship
10. Degree relationship 0 20 10 50 20 3.70 1.0

with business partne

)

-

more effective since
change
N=10

In reviewing several of the survey questions coretjrsome additional deductions can
be made. Although only 60% of respondents foffitlse question experienced a minimum of
measurable frustration or more, 70% of respondenthe second question felt the need for a
significant level of change in the alignment witle tousiness partners (with an additional 10%
needing some level of change). When responditigetdhree survey questions that inquired

about the effectiveness of the three goals of tharozational change, only 20% to 30% of
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respondents were either negative or neutral i tegponses. These questions encompassed
effectiveness of increased clarity, cleaner aligmimand better IT service (leading to 70% to
80% responding either moderately or significantigifive in their response). The question
addressing the change in decision-making abilityprticipants had the most even spread of
responses, leading to the highest standard dewiédidl.57) of the survey, and the least level of
agreement among respondents.

Research Question 1. Do employees feel more emeoviertheir role after an
organizational change is made to focus on partielsttween an IT team and the business unit
partners?

Questions 6 and 7 of the survey addressed whdta@amployees feel more empowered
after the organizational change to a customer-algt structure. Empowerment is defined by
businessdictionary.com (n.d.) as “a managementipeaaf sharing information, rewards, and
power with employees so they can take initiative arake decisions to solve problems and
improve service and performance.” Two survey qoestfocused on decision-making ability
and issue resolution control to determine the chamgempowerment since the organizational
change. The decision-making item resulted in &6 of respondents rating this favorably,
and 30% responded that they have less decisionagakiility after the change.

As for the second measurement of empowerment isuheey, ability to resolve issues
for the business partners, 70% of respondents aadvi@vorably on this topic, but the overall
average rating was only 3.50, again not much abewtral. The interviewees offered feedback
around the issue of prioritization among engageneaaer requests, which impeded the issue

resolution control. The competing priorities fach business engagement team'’s use of the
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technical team were explained to cause some feetihiack of control of the issue resolution as
quickly as the business engagement employee wikald |

Research Question 2: Do both the business parminerghe IT team feel a better
partnership and more successful IT service deliaéigr a change is made to create a customer-
aligned organization structure?

This was addressed by three questions in the su®e indicator was question 4,
which asked if there was cleaner alignment aftercthange, to which 80% of respondents were
favorable with an overall average of 4.10 agredag it was more effective after the change.
Question 5 asked if the change resulted in beftsetvice, and question 10 inquired about an
improvement in the IT and business partner relahgs, both of these questions resulted in
70% positive response, with averages of 3.90 an@, Bespectively.

As with the first research question, these scarethe second question indicate overall
success with the goals of the organizational chamggenot the full 100% approval that was
hoped to result from the customer-alignment focus.

Interview Findings

What isworking well between I T and the Home Entertainment business? Both the
employee interviewees, as well as the businesagrartcommented that there is clearer role
definition now than before the organizational ccen@omments about communication,
prioritization, and resourcing of the IT team wadglitionally mentioned as well-functioning
components of the partnership. However, the topalignment provided most comments,
including one IT employee who stated, “Alignmeninach better—business and IT alignment
(focused on the same goals) is much better—witlltbigarate, segregated IT teams of the past,

there was limited ability of IT to recommend sobus.” Another IT employee further
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commented, after the organizational change, “[tigriess of a feeling of ‘us’ versus ‘them’ and
‘CYA.” Table 2 details the interviewees’ respoas# what was working well for the
partnership between IT and Home Entertainment teams

Table 2

Qualitative Comments on What Was Working Well

N
Clearer Roles 3
Communication 1
Prioritization 1
Resourcing 3
Alignment 2

N =6 (IT and business partners)
Areasfor improvement. The main themes for areas improvement that emdrged
both the IT team and the business respondentsdieditoles, priorities, and changes with the
business team interaction with the IT team. Contmahout styles of individuals on the IT
team, productivity, and communication were eachtoead by just one respondent. The IT
employees in their responses mentioned in multialgs the need for some changes from the
business team members. One employee commented:
Getting fully vetted ROI from the business leadeasild help—they won't do that now,
which makes it difficult to prioritize all the woylkso it’s left up to the technical team and
business engagement leaders to try to prioritidembering from 1-3 for each group

doesn't tell anything overall for the businessamis of priorities.
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Table 3 below includes the categories of respofsebe second interview question about areas
of improvement.
Table 3

Qualitative Comments on Areas for Improvement

N
Roles 3
Communication 1
Prioritization 3
Business Team Interaction 2
Styles 1
Productivity 1

N =6 (IT and business partners)

Organizational change effect on relationships. Two groupings of comments were
based on the role the respondents had after thrggehaithin the Home Entertainment IT team.
Two of the responding IT employees commented mastlthe changes in their roles, comparing
their positions before and after the organizatiama@nge. These two individuals had
experienced a shift in their role to be more tetbgypfocused, instead of the business
engagement focus that the overall organizationteshibward. One stated, “[My] role is now
technically focused instead of business focusédhis employee didn’t indicate satisfaction or
dissatisfaction with the shift, but did feel sepadafrom the overall focus of the new
organization. The other two IT employee resporglemho were realigned with their business
partnership through the change, focused their resgmoon priorities, empowerment, and

partnership. One comment, in terms of partnersigs, “[The] business trusts IT a lot more
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now, more included in the process—involved mordnepsn but improved decisions, strategies,
etc.—not to where we need to be but better thaorbéf The responses from the four IT
respondents presented a mix of positive and negjaffects from the change. The interviewee
feedback regarding the organizational change effie¢he partnership is summarized in Table 4.
Table 4

Qualitative Comments on Effect on Relationships

N
Priorities 1
Empowerment 1
Roles 7
Partnership 2

N =4 (only IT employees)

Largeissuesprior to the change. Four issues occurring prior to the organizational
change were described by both the IT employeedharsd in the business unit: areas of
alignment, impact of the IT Infrastructure teamsj aommunication, with one additional
response regarding resourcing of the IT team. @iiee business partners responded that he
had not experienced any issues before the orgamaathange. One IT comment specifically
addressing the impact of poor communication, wakete will always be system issues, but the
way we communicate and manage and triage througlvéry important—that’s why we’re here
today and it has gotten much better and has imprdvastically.” Table 5 categorizes the

interviewee responses around large issues pritvetorganizational change.
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Table 5

Large Issues Before Change

N

Alignment 3

Infrastructure Impact 3

Communication 3

Resourcing 3

N = 6(IT and business partners)

L argeissues since the change. Both the IT employees and the Home Entertainment
business partners were asked about interteam ifsatesccurred after the organizational
change, which resulted in several comments abdesg,roommunication, and the environment
surrounding the change. Overall the most comma&ate made regarding resourcing. One IT
employee explained:

Some feel more resources now and think it's gredtsmme are getting fewer resources

and are unhappy—if there’s a good process in @adeare realistic about priority, then

it works. Previously it was a large very patchwprkcess, now we can focus resources,

and get large impact projects done.
Table 6 reports areas of large issues after thentrgtional change.
Table 6

Large Issues After Change

N

Roles 4

(table continues
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Communication 3
Resourcing 7
Change Environment 4

N = 6(IT and business partners)

Proactive strategizing. A few comments were made about the strategy Evel
prioritization, but the majority of the feedbackoéved around the partnership between the IT
team and the business team. The IT employees ged\bat the IT team’s ability to advise at a
strategic level is getting better than before thenge, but IT is still prevented from engaging in
the initial strategic problem solving. One empley®mmented, “There are some business
partners that know that the IT team knows betteraam advise and come to them earlier—this
is happening more, but not often enough.” Commata interviewees regarding the proactive
strategizing by the IT team are captured in table 7
Table 7

Proactive Strategy

N

Strategy Level 2

Prioritization 1

Partnership 4

N =4 (only IT employees)
Resolution owner ship. Communication and priorities were mentioned asidyarto
complete ability of the IT employees to resolvaiessfor their business partners. However, both

the IT employees and their business partners sth#edhey felt the IT employees have a higher
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level of empowerment now than they did prior to ¢thange, even if it is by working through
others. As one employee commented, “I don’t h&eeability to make changes myself, but |
have the information, knowledge, influence, andtrehships to get it resolved.” Additionally,
one of the business users added their view, “Thiedin has higher empowerment now than
they have before the change—other may say theyaras empowered because of the increased
layers.” The three categories of interviewee raspe regarding the level of ownership for issue
resolution are captured in table 8.

Table 8

Resolution Ownership

N
Communication 2
Priorities 2
Empowerment 6

N =6 (IT and business partners)

Changesto resolution ability. The responses are mixed in that the IT emplogaes
more empowerment overall as compared to the situdkefore the change. However, for an
individual, it will depend on which team he or shas on before and after the change, so he or
she may personally be in a situation with less emgpment. One area of interest was the
increased understanding from the IT Infrastructaean, as said by one employee,
“[Infrastructure is] also starting to understand #pplications more and don’t just think of them
as generic applications taking up server spacdtielGcomments were also made about the

specific feelings of control, as well as the levkpartnership with the business team. Table 9
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displays the three areas of comments regarding\abilthe IT partners to resolve issues for
their partners.
Table 9

Changes to Resolution Ability

N

Partnership 3

Infrastructure Impact 4

Empowerment 5

N = 6(IT and business partners)

Three suggestionsfor the future partnership. Suggestions included increased
definition of roles, greater aligned goals, andéased IT knowledge of the business team. Yet,
every one of the employees gave suggestions fdsubmess team’s involvement with the IT
team. To illustrate, one employee commented ath@upriority information from the business,
“Return on investment from the business partnéesy(tvon’t do it right now)—need the
business executives to make it happen.” Anothgr@yee responded, “IT should be part of the
business meetings—currently can’t get into weetd§f sneetings, [we are] instead brought in
once the solutions come in, so IT doesn’'t heapties or the wins.” The suggestions given for
the future partnership of the IT and Home Entartent teams are summarized in table 10.
Table 10

Three Wishes for the Future

Business Team Involvemen 7

(table continues
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Roles 3
Goals 1
IT Knowledge 3

N =4 (only IT employees)

Likelinessto suggest the business engagement structure. Of the six interviewees, five
of them gave a rating of 4 or 5, with 5 as the bajtrating. The one remaining employee gave
an overall rating of 1, bringing the mean net prtanscore for the change to a 4. In addition to
a numeric score, each respondent also providethde&dn the area that should be adjusted.
These suggestions fell into the areas of partnesstih the business, communication, goals, and
most often, the area of resourcing of the IT te&mployees mentioned the pressure they feel in
their role because they do not have the level sduecing they had expected in the new
structure. One employee mentioned, “Still notrtiedel planned of manager, project manager,
and business analyst managing projects.” Howewether employee felt differently, “The
structure gives the ability of the entire IT teamfdcus in one direction if that is the most
important thing for the business to get done—offlersbility.” Table 11 details the interviewee
suggestions to further improve the organizatiohainge made.
Table 11

Areas of Future Organizational Improvement

N

Partnership 2

Communications 3

(table continues
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Resourcing 6

Goals 2

N = 6(IT and business partners)

Businessfeeling of 1T support. Only the two business partner interviewees wekeds
to what degree they felt their IT needs were med daily basis, and both responded favorably
with either a comment of “good,” of “99 percent et

Businessfeeling of IT partnership. Only the business partners were asked this questio
yet their comments were varied, including topicpaiftnering, proactiveness, and separation
from the business unit. The business partnershfete could be improvement in this area by the
IT team, commenting. “[Level of partnering] is okayhe reorganization structure umbrella was
to get closer to the business, but | haven't segeti—IT does what we ask them to do.” Table
12 captures suggestions from the Home Entertaintmesibhess team for future IT team
improvement.
Table 12

IT Partnership

N
Partnering 2
Proactivity 2

Separation From Businesgs 1

N = 2 (only business partners)
Knowledge of I T contact. Both business respondents agreed that they kné% iho

the correct IT person was to contact for their arfethe business.
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Summary of Interviews

Throughout the interviews, some topics were broughtepeatedly. The area of
communication was the most frequent area discussetiwas brought up in seven of the 13
distinct questions. This was followed by commagitslearer role definition, prioritization,
resourcing, and partnership, which were each amdiseussed in five of the 13 overall
guestions. The next most frequent topics werenalgnt and empowerment, with the remaining
categories only addressed in one or two of thetopresesponses.

Most of the impact from the organization change feasrable and addressed the
previous feelings of misalignment and confusiofilipartnership with the Home Entertainment
business partners, but new issues also surfacedhete were only two business partners who
consented to an interview, their feedback was tageneralize beyond their specific
statements; however, the main take-away was tegtféit supported by their IT team and
confident that they would get what they needed ftbeir IT partners.

Summary

The results of the study were presented in thiptena The first section of this chapter
detailed the quantitative data that was gathenexitfh the use of an electronic survey given to
employees in the Home Entertainment IT team. ®@atsample of 10 employees, eight
responded (80%) with the highest rating of 5 fairthikelihood to support a similar change
again, and another respondent (10%) provided agafi4. The second section detailed the
findings from the qualitative interviews conducteith both the IT employees and the Home
Entertainment business partners, which providedidfaek in support of the organizational

change. Additionally, suggestions were providetetch the change goals of improved IT
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employee empowerment and alignment between thea and business partners. Chapter 5

provides conclusions from the study and discussesigations for further research in this area.
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Chapter 5: Conclusions

This chapter discusses the research findings fhentase study, makes conclusions from
the data, and provides recommendations both fatipeaand for future research.
Resear ch Overview

The purpose of this research was to determineftaetieeness of an organizational
change in which the goals of the change were tatemmore empowered employees and business
partners who felt a better level of service fromithT team. The following two questions were
researched:

1. Do employees feel more empowered in their rtikr an organizational change is
made to focus on partnership between an IT teanttendusiness unit partners?

2. Do both the business partners and the IT teahafbetter partnership and more
successful IT service delivery after a change iderta create a customer-aligned
organization structure?

Discussion

Based on this case study, the organizational charogtly met its stated goals, in that
most employees (70%-80% depending on the spenidicator measured) felt more empowered
after the organizational change, and overall tsemms to be a strong partnership from both the
business partner and IT employee perspective. Memvthe overall average response of 3.30
for the survey question addressing decision mafailting just above neutral) is not as high of a
response as would have been expected from the ehdngpeaking with the respondents in the
interviews, some of this less favorable responaese attributed to the division of technical
teams from business engagement teams. Improveshegiaitions and processes between these

two IT teams was recommended as an area of imprevefor the future. In comparison, the
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business partners were not as strong in their ctowmithat the organizational change increased
their sense of partnership, as they had found eookinds to get done what they needed to prior
to the organizational change. From the IT emplg@&spective though, 70% of the respondents
felt they had a more effective partnership after¢hange.

Although the organization change increased the osii of the business relationship by
the IT employee, which should have increased taknig of empowerment, a new, unforeseen
dynamic with the separation of the technical teasulted in a unexpected decrease in control
and thus lessened empowerment. The survey amndiaweresults indicate that the relationship
between the IT business engagement teams and teeHmical team will need further attention
to increase the empowerment among employees amteeall satisfaction with the
interactions inside the IT team. Additionally, @seof communication, role clarification,
prioritization, and resourcing were brought up @sa8 of focus to increase future success.
Comments from interviews with the IT employees lgidwp the feeling of loss. IT members
no longer own the IT applications because they aaw the business engagement relationship.
Overall, the IT team as well as the business pextiedt there was improvement through the
organizational change (as indicated by the 90%¢ghondents in the survey selecting that they
would make this same change again if given the dppidy). However, there will need to be
continued feedback and adjustment to address rsa@sbrought to light by the interactions.
From the responses given during the interviewapgears that the original issue was addressed
through the change, but the division within thed@m to create a shared technical team will
need further refining to address the new frustraéind lack of control the IT employees feel.
Organizations are not static and thus the changiwvgronment and work will need an

organization that can continue to change with it.
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Implicationsfor Research

These findings on the connection between orgaoizatichanges and employee
empowerment are consistent with Foote et al. (2@@#l)Boehm and Phipps (1996), in that
shifting decision making to lower levels in the angzation provides feelings of autonomy and
ownership that create more enthusiastic and comdngimployees. Henderson (1990) found that
shared goals and joint decision making resulteadnmutually beneficial relationship for both
sides of the partnership in their feelings aboatghrtner organization.

The areas that were brought up for future focuténHome Entertainment IT
organization for increased partnership were alsoutised in the literature. Homburg et al.
(2000) and Rezak (2008) highlighted that throughdfganizational change, those with less-
relevant skills for the new organization need t@abtvely dealt with to ensure success. All
respondents highlighted that for the service dejivand team performance goals to be met, IT
employees who do not have appropriate interpersmmamunication skills (on either the
business engagement teams or the technical teahthase lacking the technical aptitude
(specific to the technical team), will need to ity their skills or eventually leave the
organization.

Implicationsfor Practice

The impact of this research is that while custoaliggnment focused organizational
change can improve both the experience of the grapkwith their work, as well as the
effectiveness of the organization with their custosn(either internal or external), the change
needs to be carefully evaluated for the specificasion before the change is undergone. An
organizational change toward a partnership straatan have a negative impact on employees,

creating further dissatisfaction in their workthe change is not a fit for the particular culture
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and environment. Additionally, if the change igplemented under circumstances without the
appropriate readiness, or does not have the supgpdeatures necessary to facilitate the shift to
customer alignment, the disruption of the changelead to negative results for both the service
organization and the customer, and may ultimatesdylt in an end to the partnership. Thus, the
literature and the case study reviewed show tleatiange with this specific IT organization
was relatively successful, but that each situatieeds to be reviewed on its own merits before
implementing the same change.

Study Limitations

This study was limited in its external applicalyilgince this was a specific case study of
an individual team within the broader IT organiaatof a media company. It is hard to predict
how transferrable this data is to other functicrglanizations, or to nonmedia companies. This
could be investigated by conducting a study withghme research questions for either a
different functional team or for a company thatat in the media sector.

Additionally, the sample size for the study is dpsd while 43% of the sample
responded to the quantitative survey, this only@med to 10 respondents. This concern was
offset by combining the survey with qualitativeentiews with this same sample of IT
employees, as well as two business partners. veguwonducted prior to the change would have
been a beneficial baseline of employee empoweritaeal and business partner satisfaction to
evaluate better the degree of impact of the chantj@ut relying on the subjects’ own
interpretation of the starting point and the stdtemployee empowerment and business

alignment after the change.
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Finally, there is a potential for bias by the reskar, as she was a Human Resources
employee that previously supported the IT teamis blas was partially alleviated by
conducting the survey and interviews after shetheftIT organization.
Recommendationsfor Future Study

A replication of this study simultaneously conductath a functional team that is not IT
and conducted with an IT team that is not in thelimendustry would provide data to determine
if the research findings can be generalized outsiagther IT teams or media companies. Since
organizational structure is strongly influencedthy company’s context as well as its industry,
such research would help highlight the applicapdit a business engagement structure in other
service organizations. Additional follow-up resgrawith this same organization would be
beneficial as well, specifically if some of thether suggested improvements are made.
Continued evaluation after changes will help refime organizational structure needed for this
particular organization as its environment contgiteechange around it. Furthermore, review of
the IT service tickets logged by the business pastnould allow for additional data to see if
more of the issues are resolved for the busine$sqya in a timely manner and are correctly
addressed with the initial solution provided. Argoing investigation with this small IT team
could continue to serve as a customer-alignmenitsied organization case study, reviewing
nuances that evolve over time that influence theioaship with the business partner and the
empowerment of the IT employees.
Summary

In terms of the original research questions theaeher sought to answer, both questions
were answered through the research for the spexci@nization in the case study, but it is

harder to generalize those findings beyond thadrmmegtion. In terms of the first research
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guestion, about improved employee empowerment ¢girdlie organizational change, the group
of employees in the case study did see some imprenein the ability to make decisions for
their business partner and to control the issugluen, but a new issue sprouted up in the
process, which had a negative impact. Respondetdsl that if the relationship and processes
between the business engagement and technical team@smproved, then this empowerment
would continue to rise. For other organizatiohss difficult to generalize if they would also
have a resulting negative impact on empowermentutir implementation of a customer-
aligned structure. Itis assumed that if theserotinganizations did not create a new division of
labor as well through this change that they mighy diave the positive impact the business
engagement teams felt in their newly defined bissmelationships.

Regarding the second research question addres$eedjreg of increased partnership
between IT and the business and increased IT getelivery, the partnership aspect appears to
have the strongest results. Based on the datargdtkhrough the survey and the interviews, the
increased feeling of business partnership (spadiyi¢or those in a business engagement team
after the change) appears to result from the orgéinnal change. These results would seem to
be transferable to other organizations that alemsé to make such an organizational change.
The secondary measure of increased IT serviceatglivas more difficult to answer. Through
the interviews, it was discovered that the busipesters had found work-arounds to get what
they needed from the IT team prior to the charfge, it can be deduced that the organizational
change did not increase or decrease the servioeedelevel, but did create a clearer process for
such service delivery that did not require on treativity of the business partner. As for how
the service delivery would be impacted for a défgrorganization that implements a customer-

alignment structure, no assumptions can be made tie research gathered.

54



References

Beaujean, M., Davidson, J., and Madge, S. (200&g.‘moment of truth’ in customer service.
McKinsey Quarterly(1), 62—73.

Bevan, H., Robert, G., Bate, P., Maher, L., & Wells (2007, March). Using a design approach
to assist large-scale organizational chafidgee Journal of Applied Behavioral Science,
43(1), 135-152

Boehm, R., & Phipps, C. (1996, August). Flatrfesays.McKinsey Quarterly1—-18.

Bozon, I. J., & Child, P. N. (2003, June). ReimiShell’s position in Europ®&cKinsey
Quarterly,1-11.

Day, J. D. (2003, Special Edition). This quar@ére value in organizationThe McKinsey
Quarterly, 4-5.

Day, J. D., Lawson, E., & Leslie, K. (2003, Jun&hen reorganization workMcKinsey
Quarterly,1-10.

Empowerment. (n.d.). IBusinessDictionary.comRetrieved from http://www
.businessdictionary.com/definition/empowerment.html

Foote, N. W., Galbraith, J., Hope, Q., & Miller, 2001, August). Making solutions the
answer.The McKinsey Quarterlyi—10.

Fraser, C. H., & Strickland, W. L. (2006). Whenganization isn’'t enouglMcKinsey
Quarterly, (1), 9-11.

Henderson, J. C. (1990, Spring). Plugging intatsgic partnerships: The critical IS
connection.Sloan Management Review (3}, 7-18.

Hilmer, F. G., & Donaldson, L. (1996). The trilzation of managemenkicKinsey Quarterly,
(4), 26-37.

Homburg, C., Workman, J. P., Jr., & Jensen, O.0020 Fundamental changes in marketing
organization: The movement toward a customer-fatwsganizational structurdournal
of the Academy of Marketing Scienc&4), 459-478.

Malone, T. W. (2003). Is empowerment just a fadidntrol, decision making, and IThventing
the Organizations of the 2LCentury,49-69.

Marhawa, S., & Willmott, P. (2006, September). ndging IT for scale, speed, and innovation.
McKinsey Quarterly1-10.

55



McKinsey Quarterly(2006, June). Organizing for successful changeagement: A McKinsey
Global Survey.

Rezak, C. (2008)The alignment factor—Addressing change as a ‘pedpdienge Retrieve
from EzineArticles.com

Rockart, J. F., Earl, M. J., & Ross, J. W. (199B)ght imperatives for the new IT organization.
Sloan Management Revié8(1), 43-55.

Walton, R. E. (1977)-ailures in organization development and changjew York, NY: John
Wiley & Sons.

56



Appendix A

IRB Approval

57



PEPPERDINE UNIVERSITY

Graduate & Professional Schools Institutional Review Board

November 29, 2010

Emily Logan
11133 Aqua Vist St. #203
Studio City, CA 91602

Protocol #: 00810M05
Project Title: IT Business Engagement Model

Dear Ms. Logan:

Thank you for submitting the revisions requested by Pepperdine University’s Graduate and Professional
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identified, directly or through identifiers linked to the subjects; and b) any disclosure of the human
subjects’ responses outside the research could reasonably place the subjects at risk of criminal or
civil iability or be damaging to the subjects’ financial standing, employability, or reputation.

in addition, your application to waive documentation of consent, as indicated in your
Application for Waiver or Alteration of Informed Consent Procedures form has been approved.

Your research must be conducted according to the proposal that was submitted to the IRB. If changes to
the approved protocol oceur, a revised protocol must be reviewed and approved by the IRB before
implementation. For any proposed changes in your research protocol, please submit a Request for
Modification Form to the GPS IRB. Because your study fails under exemption, there is no requirement for
continuing IRB review of your project. Please be aware that changes to your protocol may prevent the
research from qualifying for exemption from 45 CFR 46.101 and require submission of a new IRB
application or other materials to the GPS IRB.

A goal of the IRB is to prevent negative occurrences during any research study. However, despite our best
intent, unforeseen circumstances or events may arise during the research. If an unexpected situation or
adverse event happens during your investigation, please notify the GPS IRB as soon as possible. We will
ask for a complete explanation of the event and your response. Other actions also may be required
depending on the nature of the event. Details regarding the timeframe in which adverse events must be
reported to the GPS IRB and the appropniate form to be used to report this information can be found in the
Pepperdine University Protection of Human Participants in Research: Policies and Procedures Manual (see

link to “policy material” at http:fiwww pepperdine edufirb/graduate/).

5100 Center Drive, Los Angeles, Califomia 90045 = 310-568-5600
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Please refer to the protocel number denoted above in all further communication or correspendance related
to this approval. Should you have additional questions, please contact me. On behalf of the GFS IRB, |
wish you success in this schelarly pursuit.

Sincerely,

s (-

Doug Leigh, Ph.D.

Associate Professor of Education

Pepperdine University

Graduate School of Education and Psychology
65100 Center Dr. 57 Floor

Los Angeles, CA 90045
dleigh@pepperdine_edu

(310) 568-2389

cc: Dr. Lee Kats, Associate Provost for Research & Assistant Dean of Research, Seaver College
Ms. Alexandra Roosa, Director Research and Sponsored Programs
Dr. Doug Leigh, Chair, Graduate and Professional Schools IRB
Ms. Jean Kang, Manager, Graduate and Professional Schools IRB
Dr. Ann Feyerherm
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Appendix B

Certificate of Human Research Participants
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Appendix C

Informed Consent Form
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INFORMED CONSENT FOR PARTICIPATION IN RESEARCH ACTIVITIES

Participant:

Principal Investigator: Emily Logan

Title of Project: IT Business Engagement Model

1. I , agree to ppaie in the research study

being conducted by Emily Logan as part of her Pegipe University Masters of Science

Organization Development degree under the direatibDr. Ann Feyerherm.

2. The overall purpose of this research is td@epthe affect structural changes have on
the empowerment of the employees within an IT azgéion, and thus the improved

service delivery for their business partners.

3. My participation will involve a 45-60 minute cio@-one interview conducted by the
researcher answering up to 13 interview questions.

4. My participation in the study will take no lorrgean 60 minutes. The study shall be
conducted in a private office or conference roorthaUniversal City, CA NBC
Universal office complex.

5. | understand that the possible benefits to mysedociety from this research are an
increased understanding in the purpose and sufaEsess of organizational changes.
This may specifically lead to more effective IT popt in the future.

6. | understand that there are certain risks ascbdnforts that might be associated with this
research. There are no expected risks to the paits for participating in the one-on-
one interview. The only cost to the participantis time needed to complete the
interview (45-60 minutes).

7. | understand that | may choose not to partieipathis research.

8. | understand that my participation is voluntand that | may refuse to participate and/or
withdraw my consent and discontinue participatiorine project or activity at any time
without penalty.

9. | understand that the investigator(s) will tedé reasonable measures to protect the
confidentiality of my records and my identity wilbt be revealed in any publication that
may result from this project. The confidentiality my records will be maintained in
accordance with applicable state and federal laws.
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10.

11.

| understand that the investigator is willing &answer any inquiries | may have
concerning the research herein described, and cam dontacted at
emily.logan@pepperdine.edli understand that | may contact Ann Feyerherm at
ann.feyerherm@pepperdine.eiflll have other questions or concerns about wsearch.

If I have questions about my rights as a reseaasficipant, | understand that | can
contact Dr. Doug Leigh, Chairperson of the Pepperdiniversity Graduate Schools’
Institutional Review Boardjoug.leigh@pepperdine.edu

| understand to my satisfaction the informatiegarding participation in the research
project. All my questions have been answered teatigfaction. | have received a copy
of this informed consent form which | have read anderstand. | hereby consent to
participate in the research described above.

Participant’s Signature

Date

Participant Name

| have explained and defined in detail the reseprobedure in which the subject has consented
to participate. Having explained this and answergglquestions, | am cosigning this form and
accepting this person’s consent.

Principal Investigator — Emily Logan Date
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Appendix D

Quialitative Interview Questions—Home Entertainment
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Home Entertainment Business Partner Interview Quest

1.

2.

To what degree do you feel your IT needs areanetn average day?

To what degree do you feel that the IT teambssiness partner in your Home
Entertainment organization? What is the levelroBptive strategy work?

To what degree do you believe that you knowctireect IT person to contact for a
given technology issue?

What, if any, large issues have arisen betweemtsiness and IT teams in the last 2
years prior to the IT organizational change in Nda2610?

What, if any, large issues have arisen betweemtisiness and IT teams in the last
several months since the IT organizational change?

To what degree do you feel there has been iseceaffectiveness in the interactions
between the Home Entertainment team and the IT2eam

What other changes have you observed sinc&tbeghnizational change in March
20107?

What, if any, areas of your interaction with thiéeam do you think could be
improved? Are any of these areas new since thenargtional change?

To what degree do you believe that your maindifitact is able to take the necessary
actions needed to resolve your IT issues? Isethigowerment lower, higher, or the
same level as before the organizational change?

10. Overall, how likely are you to positively daberyour IT support to other business

groups (1 = not at all likely, 5 = very likely)
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Appendix E

Qualtitative Interview Questions—IT
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Home Entertainment IT Employee Interview Questions:

1. What do you believe is working well between h@me Entertainment business unit
and the Home Entertainment IT team?

2. What do you believe could be done better oedkifitly in the interactions between
the business and IT teams?

3. What, if any, has been the effect of the Manganizational change on your
relationship with your Home Entertainment businestners?

4. What, if any, large issues have arisen betwleemtisiness and IT teams in the last 2
years prior to the March org change?

5. What, if any, large issues have arisen betweemtisiness and IT teams in the last
several months since the March org change?

6. To what degree do you feel you are able to pragly strategize with your Home
Entertainment business partners?

7. Do you feel you have the ability to take necassaations to resolve IT issues for
your HE business partner?

8. How has this ability (in reference to #7) beahanced or diluted since the
organizational change?

9. If you had 3 suggestions for the IT organizaiastructure or interaction with the
Home Entertainment Business, what would they be?

10. Overall, how likely would you be to suggestusibess engagement organizational
structure to another IT organization? (1 = notlldileely, 5 = very likely)
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Appendix F

Quantitative Survey Questions
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All of the below questions are in reference todhganizational change that was made for the
Home Entertainment IT team in March 2010, shiftieg Business Engagement focused model.

Answer the following questions thinking to beforaidh 2010, prior to the re-org:

1. Please rate the degree to which you felt frtistravith the IT and Home
Entertainment business interactions (1 = no frtistnahrough interactions, 5 =
thoroughly felt frustrated)

2. Please rate the degree to which you believe# thas a need to adjust the alignment
between the Home Entertainment business partndrtharHE IT team (1 = no need
for change, 5 = thoroughly felt a need for change)

Answer the following questions in regards to ther@ut situation today, several months since
the organizational change:

1. Please rate the degree to which you believertnizational change has been
effective in the defined goal of increased clafttythe Home Entertainment business
in regards to IT support (1 = not at all effecties effectively met the goal)

2. Please rate the degree to which you believert@nizational change has been
effective in the defined goal of cleaner alignmehlT responsibility within the IT
groups (1 = not at all effective, 5 = effectivelgtthe goal)

3. Please rate the degree to which you believert@nizational change has been
effective in the defined goal of better IT servitdivery to the Home Entertainment
business (1 = not at all effective, 5 = effectivelgt the goal)

4. Please rate the degree to which you have mdessiability to make decisions on
work that affects you (1 = significantly less atyili5 = significantly more ability)

5. Please rate the degree to which you have camiaslresolving issues that arise for
your business partner (1 = significantly lack cohto resolve issues, 5 =
significantly have control to resolve issues)

6. Please rate the degree to which, if given th®opyou would choose to re-organize
the Home Entertainment IT team into the Busineggagament structure created in
March 2010 (1 = strongly against making this chalge strongly supportive of
making this change)

7. Do you currently have a relationship with a HiEsBiess Partner? Yes/No

8. If yes to question 10, rate the degree to whaalr relationship with your business
partner has become more effective since the orgaoial change (1 = the

70



partnership has become less effective, 5 = the@atip has become significantly
more effective)

Thank you for taking the time to complete this syrv

If you would be interested in participating in dtlmhal interview questions, please send me an
email at:Emily.logan@pepperdine.edu
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