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1.Introduction (Burnes, 2004), organizations have their own

evaluation criteria for each transformational

The never-ending changing of envi- endeavor. Typically, the success of organi-

ronment highlighted by the economic crisis zational changes is assessed considering pa-

revealed the importance of organizational , , o
rameters such as improvement in activities or

ability to pursue change. While change has cost reduction.

become a steady reality of organizational life
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A few dimensions of organizational
change have been of interest for researches
and practitioners: organizational context and
change initiation, implementation strategies /
processes or stakeholders” involvement.

However, while specific pre-planned
steps for each change project are necessary,
the implementation is prone to the perception
of individual benefits and the satisfaction the
change actors can get' . Therefore, an organi-
zational change delivers results that are not
only useful for organizational performance,
but are also appreciated by individuals.

This paper aims to highlight a few or-
ganizational indicators that portrait the im-
plementation of changes within Romanian
companies. A set of hypotheses were tested
during the research, using primary data ob-
tained through a questionnaire-based survey.

The first part of the paper briefly pres-
ents some theoretical elements of organiza-
tional change. The second part of the paper
provides details on the research methodol-
ogy used. The results are analyzed and in-
terpreted in the last part, followed by final

conclusions.

2.Theoretical background

A few terms commonly appear in dis-
cussions related to organizational change:
stakeholders, objectives, budget, or people.
A brief definition of the concept of change
has been provided by Gafney (2010) who de-
fines the organizational change as “the move
from an ongoing situation to a future desired

! Robert Fabac (2010), Complexity In Organizati-
ons And Environment - Adaptive Changes And

Adaptive Decision-Making, Interdisciplinary De-
scription Of Complex Systems 8(1), 34-48.
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situation that is intended to increase efficien-
cy and competitiveness”?.

Change has been studied by many
scholars and various aspects were revealed.
First, aiming for innovative ways of enhanc-
ing competitiveness (Whitfield & Landeros,
2006), the change has two main drivers for
initiation: the need to overcome a threat or to
pursuit an opportunity. Each change is trig-
gered by different level of these drivers.

Scholars pointed out the importance of
planning for achieving successful changes.
Lippitt (1958) was amongst the first scholars
who consider that interventions intended to
modify the functioning of an organization
should be premeditated. Lewin’s Three-Stage
Model of Change recommends that change
should take place in three stages: unfreez-
ing, change and freezing. Moreover, Lewin,
Elrod and Tippett (2002) consider planning
of change implementation as the most im-
portant key success factor. They indicate that
specific pre-planned steps are necessary for
each change initiative and specific stage.

Scholars like Kotter (1996), Kanter et
al. (1992) and Luecke (2003) reflected on
the ‘emergent approach’ of change. In their
view, change is a process of learning, de-
veloped by organisations in their quest to
responds to the internal and external envi-
ronment. Moreover, Todnem (2005) consider
that “change readiness and facilitating for
change” of the organizational players is the
most proper approach of change.

According to numerous studies, change
success depends on the organizational
leaders, even though there is a significant

> Gaffney, S. (2010), Dynamics of Organisational
Change - the Belfast model, Gestalt Journal of Aus-
tralia and New Zealand, 2010, Vol 7 No 1 Pages
75-88, GANZ

I No. 18 ~ 2013



m Stakeholders and organizational dynamics M 'Ahajer

difference in the expected roles of leaders
and required traits of leaders® . As designers
of future, leaders have to be aware of the en-
vironmental opportunities and threats and
to create proper plans for implementation. A
change leader is a strategic designer but also
a skilled implementer, familiar with project
management, supervising and control tech-
niques, able to overcome resistance and to
encourage organizational members to adopt
new practices (Van de Ven, 1986). Whatever
he does, the change leader is finally account-
able for results.

Organizations have different criteria to
evaluate changes. Even though the imple-
mentation process is important, the final re-
sults of change are essential for achieving the
change’s goal. Each change is characterised
by a few key factors agreed by organization
that essentially describe the finalization and
indicate the level of success achievement.

There are a few managerial models and
techniques that support the identification of
the key organizational change indicators.

McKinsey 7S is a model used to describe
an organization. In the authors’ view any or-
ganization can be split into seven interlinked-
elements (staff, strategy, shared values, skills,
style, structure and systems). Therefore, any
change that affects one component will gen-
erate modifications in other components.
Usually, organizations establish indicators
to evaluate modifications in each of these
dimensions.

Another model used in change man-
agement is Leavitt's Diamond. It reveals the
critical success indicators of an organization

% Robert Fabac (2010), Complexity In Organizati-
ons And Environment - Adaptive Changes And
Adaptive Decision-Making, Interdisciplinary De-
scription Of Complex Systems 8(1), 34-48.

who pursuits change by presenting four key
organizational components: structure, mana-
gerial tasks, people and technology. Leavitt
considers these components as critical suc-
cess factors of change due to the fact that they
interact and must be reconciled. Therefore,
given that, upon completion of the change,
all components are balanced, just a few suc-
cess indicators are enough to present the re-
sults of change implementation.

Nevertheless, at scholastic level, there is
no comprehensive picture of key elements to
characterize the success of an organizational
change. Their existence would be beneficial
for practitioners and scholars who would
find it sufficient to assess only a few factors
instead of monitoring tens or hundreds of
singularities.

The lack of universal indicators of
change outputs significant for organizational
interest will be surpassed by investigating a
fundamental research question: what are the
mostimportant elements that can best charac-
terize the output of an organizational change.
By finding the answer at this question, orga-
nizations might find easier to engage in fu-
ture performance increase transformations.

This study aims at highlighting a few
comprehensive success factors that charac-
terize the outputs of organizational changes
within Romanian companies.

There are a few questions regarding the
relevance of some outputs for the success of
change:

1. What is the relationship between the
change that successfully achieved its goal
and the achievement of the set-up objectives?

2. What is the relationship between
a successful change and the budgetary
framing?

3. What is the relationship between a
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successful change and the implementation
interval?

4. What is the relationship between the
finalization of the change who successfully
achieved its goal and the transformation of
the previously-existing routines?

5. What is the relationship between a
successful change and the set of skills and
competencies resulted?

To get answers to these questions we
used a methodological approach based on a

sociological survey (Rotaru and Ilut, 2006).

3. Research Methodology

The purpose of this paper is to highlight
a few key organizational changes success fac-
tors within Romanian companies. Among
them key roles are played by meeting objec-
tives as scheduled, budget usage, or acquir-
ing superior skills and competencies.

Figqure 1 shows the associations being tested.

SUCCESSFUL CHANGE

We assume, in our study, the direct re-
lationship of a successful change to meeting
its’ initial objectives, as well as to its’ effect
to transform organizational routines and en-
hance people’s skills.

The objectives of the study are to
identify:

OL1. the relationship between the suc-
cess of a change* and the achievement of the
initially settled objectives;

02. the relationship between the suc-
cessful achievement of change goals and

* who achieved its goal

Meeting initially agreed objectives

Implementation on agreed schedule

Implementation within agreed bugdet

Transformation of previous routines

Superior skills and competencies within the
organization

interval and budgetary framing;

O3. the relationship between the suc-
cessful achievement of change goals and
transformation of the previous routines;

O4. the relationship between the suc-
cessful achievement of change goals and
improved skills and competencies resulted
from change;

Based on the objectives formulated,
the author formulated the following set of
assumptions for the Romanian firms, as
follows:

1. There is a significant relationship be-
tween the successful achievement of a change
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goal and the achievement of initially-settled
objectives.

2. There is a significant relationship be-
tween the successful achievement of a change
goal and the implementation on schedule.

3. There is a significant relationship be-
tween the successful achievement of a change
goal and the finalization of the change imple-
mentation within the budget.

4. There is a significant relationship be-
tween the successful achievement of a change
goal and the transformation of the previous

M?;hager

5. There is a significant relationship be-
tween the successful achievement of a change
goal and the enhancement of skills and com-
petences within organization.

In order to test out the assumptions,
an on-line survey was sent to members of
Romanian companies that experimented or-
ganizational changes within the last 3 years.
Table 1 presents a brief typology of the orga-
nizations to which respondents belong.

routines.
Table 1. Distribution of respondents by type of company
Type of company No of answers

Private company owned (mostly by) Romanian investors 95
Private company owned (mostly by) foreign investors 45
Public institution 53
Cross-border (multinational) enterprise 51
NGO / Social partner 14

Grand Total 258

In the selection of firms, our research
tried to capture the diversity of fields of ac-
tivity and, consequently, of changes. Thus,
we investigated changes finalized in private
companies with various degrees of owner-
ship, as well as in public institutions, NGOs
or social partners. Also, we investigated vari-
ous types of finalized organizational chang-
es such as applying new ERP models (28
answers), installation of new manufactur-
ing equipment & implementing a new soft-
ware (43 answers), optimization of business
processes (82), relocation of activities (23),
acquisition or opening new business (3) or

restructuring / reorganization (79).

The questionnaire was developed by
Orlando Voica and pre-tested on a number
of fifteen respondents.

The participants were informed initially
through an e-mail message about the study
goals. Data collection took place between
February 15 and December 31, 2013. The re-
spondents were mainly change management
consultants, managers or directors of com-
panies that were involved in organizational
changes finalized within the last 3 years pre-
vious to our survey.
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Table 2. Definition of variables

Variable Validity* | Min Max
1 2 3 4 5
Change has All Not at Toa |Toagreat| Com- More than
achieved its all / very | small extent pletely it was
goal small extent planned
extent (over
achieve-
ment)
Change imple- All Not at Toa Largely Com- More than
mentation re- all / very | small pletely it was
sults match the small extent planned
initial planned extent (over
objectives achieve-
ment)
Change has N/A ac- Not at Toa |[Toa great| To a very
transformed cepted | all/very | small extent great
the initial rou- small extent extent
tines extent
Employees de- | N/A ac- Not at Toa |Toagreat| Toa very
veloped supe- cepted | all/very | small extent great
rior skills and small extent extent
competences extent
Change imple- All With a With [ As sched- | Quicker
mentation consistent | small uled than
completion delay delay scheduled
moment
Budget spend-| N/A ac- More Over- as less than
ing efficiency cepted | than5% | come | planned | planned
greater | the plan
than by less
planned | than 5%

Note: * - Unavoidable answer
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Item / 1 2 3 4 5 Mean [ N/A
Change has achieved its |5 34 127 80 12 3.23

goal 1.94% | 13.18% [49.22% [31.01% | 4.65%

Change implementation |6 41 135 63 13 3.14

results match the initial | 2,339
planned objectives

15.89%

52.33% [24.42% | 5.04%

Change has transformed |13 44 99 97 3.11 |5
the initial routines 5.14% |17.39% |39.13% | 38.34%

Employees developed su- | 21 59 102 72 2.89 |4
perior skills and compe-|827% |[23.23% [40.16% |28.35%

tences

Change implementation |51 77 117 13 2.36
completion moment 19.77% [ 29.84% | 45.35% | 5.04%

Budget spending efficien- | 29 67 73 43 2.61 |46
cy 13.68% | 31.60% | 34.43% | 20.28%

In the selection of firms, our research
tried to capture the diversity of fields of ac-
tivity and, consequently, of changes. Thus,
we investigated changes finalized in private
companies with various degrees of owner-
ship, as well as in public institutions, NGOs
or social partners. Also, we investigated vari-
ous types of finalized organizational chang-
es such as applying new ERP models (28
answers), installation of new manufactur-
ing equipment & implementing a new soft-
ware (43 answers), optimization of business
processes (82), relocation of activities (23),
acquisition or opening new business (3) or

restructuring / reorganization (79).

The questionnaire was developed by
Orlando Voica and pre-tested on a number
of fifteen respondents.

The participants were informed initially
through an e-mail message about the study
goals. Data collection took place between
February 15 and December 31, 2013. The re-
spondents were mainly change management
consultants, managers or directors of com-
panies that were involved in organizational
changes finalized within the last 3 years pre-
vious to our survey.
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Table 4. Distribution of responses to variables

Change implementation results match the initial
planned objectives
Not .
atall | Toa To a blons) L60 F| qp
Com- | was planned
/very | small great
pletely (over-
small | extent | extent :
achieved)
extent
Not at all /|4 1 0 0 0 5
very small ex-|1.55% [0.39% |0.00% |0.00% [0.00% 1.94%
tent
To a small ex- |2 28 4 0 0 34
tent 0.78% 1 10.85% | 1.55% |0.00% |0.00% 13.18%
Change
has To a great ex- |0 10 104 11 2 127
achieved [0t 0.00% ]3.88% 40.31% |4.26% |0.78% 49.22%
its goal | Completely 0 2 26 48 4 80
0.00% 10.78% | 10.08% | 18.60% | 1.55% 31.01%
More than it|0 0 1 4 7 12
was  planned |0 00% [0.00% |0.39% |[1.55% [2.71% 4.65%
(over achieve-
ment)
Total 6 41 135 63 13 258
2.33% | 15.89% | 52.33% | 24.42% | 5.04% 100.%
Due to the sample size and the fact that which leads to the conclusion that the hy-
variables used are ordinal, we used the bivar- pothesis is verified (see Kendall correlation
iate correlation coefficient Kendall’s tau-b for analysis, table 5).

hypothesis testing. The coefficient is 0.712,

Table 5: Correlations Kendall between variables

Change has | Change implementation
achieved its | results match the initial

goal planned objectives
Kendall’s | Change has | Correlation| 1.000 JT12%*
tau b achieved its goal Coefficient
Sig. (2-tailed) |. .000
N 258 258
Change imple- | Correlation |.712%* 1.000
mentation results | Coefficient
match the initial [ Sjg (2-tailed) |.000 :
planned objectives N 758 758
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As result, we can conclude that there
is a positive correlation between the lev-
el of achievement of the change goal and
the achievement of the initially planned
objectives.

The second hypothesis tested the re-
lationship between the successful achieve-
ment of a change goal and the finalization

changes that are successful in achieving
their goals are finalized within the interval
scheduled.

Frequency distribution analysis on the
two variables shows that changes that are
successful in achieving their goals are final-
ized within the interval scheduled. (see table
6).

of the change implementation as scheduled:

Table 6. Distribution of responses to variables

Period of implementation
with a ] .
con- with as sched- G Total
. small than
sistent uled
delay delay scheduled
Not at all / very |4 0 0 1 5
small extent 1.55% [0.00% 0.00% ]0.39% |1.94%
To a small extent | 16 6 12 0 34
6.20% [2.33% 4.65% 0.00% 13.18%
Change
has To a great extent |24 51 48 4 127
achieved 9.30% [19.77% |[18.60% | 1.55% 49.22%
its goal Completely 7 18 48 7 80
2.71% |6.98% 18.60% [2.71% 31.01%
More than it was|0 2 9 | 12
planned  (over {0 00% [0.78% [3.49% [0.39%  [4.65%
achievement)
51 77 117 13 258
Total
19.77% [29.84% [45.35% |5.04% 100.%

The bivariate correlation coefficient leads to the conclusion that the hypothesis
is verified (see Kendall correlation analysis,

table 7).

Kendall’s tau-b we used for hypothesis test-
ing of the ordinal variables is 0.318, which
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Table 7: Correlations Kendall between variables

Change has | Period of implementa-
achieved its | tion
goal
Kendall's | Change has|Correlation | 1.000 J318%**
tau b achieved its goal Coefficient
Sig. (2-tailed) |. .000
N 258 258
Period of imple-|Correlation|.318%* 1.000
mentation Coefficient
Sig. (2-tailed) |.000 .
N 258 258

**. Correlation is significant at the 0.01 level (2-tailed).

The third hypothesis tested the rela-
tionship between the successful achievement
of a change goal and the finalization of the
change implementation within the budget-
ary limits.

There were 212 answers valid an-
(82.17 %)

swers and 46 non-answers.

Frequency distribution analysis on the val-
id answers shows that there is a direct rela-
tionship between successfully achievement
of a change goal and the finalization of the
change implementation within the budget-
ary limits. (see table 8).

I No. 18 ~ 2013



m Stakeholders and organizational dynamics M 'Ahajer

Table 8. Distribution of responses to variables

Budget spending efficiency (Budget spent was...)
giﬁzfr overcome
planned by less as less than S/Total [ N.A Total
by G than 5% | planned | planned
than 5% | the plan
Not at all /{0 0 1 1 2 3 5
very small {0.00% |0.00%  |0.47% [0.47% |0.94%
extent
To a small | 1 6 6 8 21 1334
extent 0.47% [2.83% 2.83% |3.77% [9.91%
Change To a great| 18 38 30 19 105 22 (127
has extent 8.49% |[17.92% |14.15% |8.96% [49.53%
achieved [ Complete- | 10 19 33 10 72 8 80
its goal |[ly 4.72% |8.96% 15.57% |4.72% |33.96%
More than |0 4 3 5 12 0 12
it was10.00% |1.89% 1.42% 12.36% |[5.66%
planned
(over
achieve-
ment)
Total 29 67 73 43 212 46 258
13.68% [31.60% |34.43% |20.28% |100.0%

We used the bivariate correlation coef-
ficient Kendall’s tau-b to test the hypothesis.
The coefficient has a negative value of - 0.144

that is significant at the 0.01 level, which

leads to the conclusion that the hypothesis

is verified (see Kendall correlation analysis,

table 9).

The fourth hypothesis tested the rela-
tionship between the successful achievement

of a change goal and the transformation of
the previously existing routines: changes that
are successful in achieving their goal trans-
form the previously existing routines.

By analyzing the frequency distribution
of the 253 valid answers (98.06 %) we can
conclude that changes that are successful in
achieving their goals transform the previous-
ly existing routines. (see table 10).
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Table 9: Correlations Kendall between variables

Change has | Budget spending effi-
achieved its | ciency
goal
Kendall's | Change has | Correlation | 1.000 -.144%*
tau_b achieved its goal Coefficient
Sig. (2-tailed) |. .006
N 258 258
Budget spending|Correlation|-.144%* 1.000
efficiency Coefficient
Sig. (2-tailed) |.006 .
N 258 258

**. Correlation is significant at the 0.01 level (2-tailed).

Table 10. Distribution of responses to variables

Budget spending efficiency (Budget spent was...)
giﬁzfr overcome
planned g7 LSS as G S/Total | N.A Total
3y e than 5% | planned | planned
than 5% | the plan
Not atall /|0 0 1 1 2 3 5
very small [0.00% [0.00% |0.47% [0.47% [0.94%
extent
To a small | 1 6 6 8 21 13134
extent 0.47% |2.83% 2.83% |3.77% |9.91%
Change To a great |18 38 30 19 105 22 127
has extent 8.49% |17.92% [14.15% [8.96% |49.53%
achieved | Complete- [ 10 19 33 10 72 8 80
its goal |[ly 4.72% [ 8.96% 15.57% [4.72% |33.96%
More than |0 4 3 5 12 0 12
it Was10.00% |[1.89% 1.42% [2.36% |5.66%
planned
(over
achieve-
ment)
Total 29 67 73 43 212 46 | 258
13.68% [31.60% |34.43% [20.28% |100.0%
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The bivariate correlation coefficient hypothesis is verified (see Kendall correla-
Kendall’s tau-b used for hypothesis testing is

0.312, which leads to the conclusion that the

tion analysis, table 11).

Table 11: Correlations Kendall between variables

Change has | Change has transformed
achieved its | the initial routines
goal
Kendall's | Change has|Correlation | 1.000 J312%*
tau_b achieved its goal Coefficient
Sig. (2-tailed) |. .000
N 258 258
Change has trans-|Correlation |.312%* 1.000
formed the initial | Coefficient
routines Sig. (2-tailed) |.000 .
N 258 258

**, Correlation is significant at the 0.01 level (2-tailed).

The fifth hypothesis tested the relation-
ship between the successful achievement of
a change goal and the enhancement of skills
and competences within organization: suc-
cessful changes generate superior skills and
competencies within organization.

There were 254 answers valid answers
(9845 %) for which frequency distribu-
tion analysis shows that changes that are

successful in achieving their goals generate
superior skills and competencies within or-
ganization (see table 12).

We used the bivariate correlation coef-
ficient Kendall’s tau-b for hypothesis testing.
The coefficient is 0.332, which leads to the
conclusion that the hypothesis is verified (see
Kendall correlation analysis, table 13).
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Table 12. Distribution of responses to variables

Employees has developed new skills and superior com-
petencies
at a very ata |atavery Total
small OEEL great great | S/Total | N.A
degree
degree degree | degree
Not atall /|1 3 0 1 5 0 5
very small10.39% [1.18%  |0.00% [0.39% [1.97%
extent
To a small |9 16 7 2 34 0 34
extent 3.54% |6.30% 2.76% 10.79% |[13.39%
Change To a great|6 28 61 31 126 1 127
has extent 2.36% [11.02% |24.02% [12.20% |49.61%
achieved | Complete- |5 12 30 30 77 3 80
its goal |[ly 1.97% |4.72% 11.81% [11.81% [30.31%
More than |0 0 4 8 12 0 12
1t was10.00% [0.00% 1.57% |3.15% |4.72%
planned
(over
achieve-
ment)
Total 21 59 102 72 254 4 258
ota
827% 123.23% |[40.16% |28.35% |[100.0%
Table 13: Correlations Kendall between variables
Change has | Employees has devel-
achieved its | oped new skills and su-
goal perior competencies
Kendall's | Change has | Correlation| 1.000 332%*
tau b achieved its goal Coefficient
Sig. (2-tailed) |. .000
N 258 258
Employees has de- | Correlation |.332%* 1.000
veloped new skills | Coefficient
and superior com- | Sio (2-tailed) |.000 :
petencies N 258 758

** Correlation is significant at the 0.01 level (2-tailed).
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5. Conclusions

Organizational change is the process
used by organizations to redesign their struc-
ture, processes and culture. While the aim of
change is to move from the current state to-
ward a future desired state to increase their
effectiveness and efficiency , leaders have an
outstanding influence on the initiation and
implementation processes.

The study has intended to detect the key
indicators that commonly characterize an or-
ganizational change implementation output.
It aimed to identify relationships between the
successful achievement of a change goal and
its objectives and items such the period of
implementation, budgetary framing, trans-
formation of routines as well as skills and
competencies enhancement.

First, our research demonstrates that
changes are perceived as being successful
in achieving their goals if they achieve their
initially settled objectives. This conclusion
is consistent with the idea that changes are
initiated after a diagnostic process that pro-
vides an organization with the systematic
knowledge that it needs to design a set of ap-
propriate intervention activities to improve
organizational effectiveness (Van Tonder &
Dietrichsen, 2008). The organizational di-
agnosis involves collecting pertinent infor-
mation about current operations, analyzing
the data obtained, and drawing conclusions
regarding potential change and their conse-
quent objectives (Cummings & Worley, 2005;
Slocum & Hellriegel, 2007).

A second conclusion of our research
is that there is a significant relationship be-
tween the successful achievement of a change
goal and the finalization of the change imple-
mentation as scheduled: changes that are suc-
cessful in achieving their goals are finalized

within the interval scheduled. This conclu-
sion is consistent with the ideas presented
in the classic models of strategic planning
and strategic management (Miles and Snow,
1978; Porter, 1980).

Another finding of our research is that
all costs of successful changes are within the
budgetary allocation. Organizations are in-
terested in the successful achievement of a
change’s goal, and this excludes expenses
beyond budgetary limits. Our study proved
that there is a significant relationship be-
tween successfully achievement of a change
goal and the finalization of the change imple-
mentation within the budget. However, al-
though there are many situations in which
organizations realize a trade-off between
budget spending and goal achievement, bud-
get spending efficiency is an important indi-
cator of change implementation outputs.

Our research has also confirmed that
successful changes transform the previously
existing routines. The significant relation-
ship between successfully achievement of a
change goal and the transformation of the
previously existing routines is consistent
with the idea that when employees realize
the nature and sequence of tasks to be accom-
plished, they share knowledge and opinions
regarding the organization’s routines and
modify them.

Our last conclusion confirms the fact
that superior skills and competencies are
developed inside organizations involved in
change. Our results show that successfully
achieving the change goal requires encour-
aging individuals to enact new behaviors so
that desired changes are achieved. The new
behaviors are spawned within the organi-
zational tacit knowledge and are the foun-
dation for the enhancement of skills and
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This is
consistent with the idea of enactive mastery;

competences within organization.

that is, the gradual accumulation of increas-
ingly complex skills.

These results are limited in scope. The
limits come from the fact that the study does
not make a thorough distinction between
variables that can influence the change (im-
plementation) processes and outputs. For
instance, at the end of a change process an
organization can have established further
procedures and routines designed for per-
formance improvements which are not used
daily due to the employees’ reluctance to ap-
ply them.

However, a few directions of activ-
ity arise from this study. First, organizations
should set up mechanisms for assessing a set
of global indicators of change effectiveness
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therefore, can support further importance
and emphasize the organizational dynamic
capabilities.
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