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Abstract

The purpose of this study is to investigate atétoflemployees towards BPR implementation in
the Ethiopian Airports Enterprise. To achieve thisscriptive survey research integrated with
guantitative and qualitative methods are used. Rerfprimary data from 237 randomly selected
employees from different departments are colleciiecaddition interview with selected three
middle and supervisory level leaders and FGD witARBengineering team members are
conducted. In order to know the perception diffee=namong employees, individual,
organizational and sectoral-related variables amaéyzed using both descriptive and inferential
statistics; whereas the data obtained via FGD areated and analyzed with qualitative
narration. Results in general indicated that m#yp(76%) of employees have positive attitude
towards BPR implementation. Despite the overallitp@s attitudes shown on the majority of
employees to BPR, there is variation on the lef/ehaployees’ attitudes towards the change tool
as compare to core and support processes, age, @ggrience and educational qualification
of employee. Accordingly, it is found that core ¢&ss staffs have positive attitude than support
Process staff. Moreover, it is found that age, ll@feeducation and extent of work experience
affects employees’ attitude towards BPR . Furthibg overall leadership commitment and
support; communication efforts and enabling envinemt towards the implementation of the
change tool are found as satisfactory in view opleyees. Moreover, the key challenges to
successfully sustain BPR are found as: competgagyimplementation problem due to lack of
expertise support, lack of coordination and intdgma and poor alignment of the
implementation process with recognition and rewdirds therefore concluded that although the
overall attitude of employees is good in the orgation, it is recommended that capacity-
building through training and development, havingogess consultation, establishing
appropriate governance structure, establishing dimabenvironment in the implementation
process and creating collaboration and coordinatieithin the units in the organization are
critical to the reform efforts in general and tdPB implementation in particular in the
organization.
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CHAPTER ONE

INTRODUGODN

This chapter deals with the background of the ystuigfinition of terms, statement of the problem,
objectives of the study, significance of the studgppe of the study, limitations of the studynd

organization of the studyhe details are as follows.

1.1. Background of the Study

Looking at its background, the Ethiopian Civil SeevReform Program (ECSRP) has been undergoing
various re-structuring activities since 1996. Wites CSRP was introduced at that time there werke f
major reform pillars in order to improve and modeenthe Ethiopian civil service. These five major
pillars were: Top Management, Human Resource Manage Service Delivery, Ethics and Expenditure
Management and Control. These major pillars hage &4B components and further sub-components
under various projects.

Among the five major pillars the service delivenytiative is designed to improve or change the long
standing service delivery system in the countryisl service so that establish efficient and effeet
service delivery system to provide quality servioecitizens .So as to realize this mission BPR, the
change management tool for quality service delivirgtem, is chosen and implemented in the civil

service and government owned organizations in ¢thatcy, Ethiopia.

BPR was first introduced in 2003 in few federal amigations, and now executed almost in all
government organizations. By implementing this gatool organizations are expected to create smooth
environment for sustainable economic developmenthef country in turn via efficient, transparent,
responsive, and ethical civil service. However,ithplementation of the tool and the acquired rasaite

not as it was expected before and as well not tmifacross organizations in the country. This migght
due to wrong perception and conception towardschange tool as employees commonly consider the
tool, BPR, as a downsizing tool.

Hence, this study is designed to see the attitdentgployees towards the effect of change tools
implementation specifically BPR in one of the ongations in Ethiopia, Ethiopian Airports Enterprise
(EAE) where this tool is implemented effectivelythBpian Airports Enterprise is a government owned

organization that administers all the Airportshe tountry.



Understanding the attitude of civil servants toveattte implementation of BPR makes sense for redulta
measures to realize successful organizational @aligthere are negative or skeptic civil servants
towards the tool, BPR, organizations may not brihg desired organizational change as attitude
influences their action. Ahadi (2003) confirmedstidea as:

“Employee attitudes are essential for organizatiasteange to an extent that a negative employee
attitudes i.e skepticism and cynicism and resigtatan easily nullify the change effort.” Furthermor
some research works conducted and presented imuganorkshops in the civil service organizations in
relation with BPR and other change tool implemeaotaindicated that there are contradicting opiniomns
terms of the effectiveness of this change tool.

More specifically outputs of various studies on B&#Rl empirical evidences on employee view towards
this tool are not consistent. In this regard, thelGervice continuously failed to address theidbs
level of service delivery to the public at large aasesult of global and contextual (or culturaBuss,
among others, (Greenfield, 1965; Hiwet, 1975; ) tBea other hand it has been identified by some
researchers that BPR in Addis Ababa municipalitg &anking services—is relatively satisfactory.
Further Bezabih (2009) confirmed that the attitofleespondents towards service delivery policy with
BPR has brought some improvements in some ciwi@eiorganizations. This improvement is expressed
in terms of provision of fast service delivery, piog behavior of civil servants to serve theiteciis, and
engagement towards their work.

Consequently with this general background that gshely is designed to investigate the attitudes of
employees towards the tool in the organization whers fully implemented. As this study is a surve
research, its conceptualization as the dependeratia is the status of employee’s attitude towdlds
change tool BPR; whereas the independent varigbladividual and organizational variables.

Therefore, a conceptual framework is developed. ffamework | primarily focuses on themes like
demographic factors; leadership commitment and @tpgommunication strategies to employees;
extent of an enabling environment, and institutiarkallenges and dynamics in implementing BPR and
the corresponding views of employees in the orgdiua.

Moreover, understanding the employee’s attitudehie organization supports or provides inputs to
develop knowledge on human resource managementhwhiccrucial to achieving success in the

organization and so that for organizational develept.



1.2 Operational Definitions of Key Terms

Attitude: It is a predisposition or a tendency to resporsitpely or negatively towards a certain idea,
object, person or situation. Attitude influences iadividual's choice of action, and responses to

challenges, incentives, and rewards.

BPR: is the fundamental rethinking and radical redesi business processes to achieve dramatic
improvements in critical, contemporary measuregasformance such as cost, quality, service, anddspe
(Hammer & Champy, 1993).

Civil Servants: are those employees and leaders or managers wlas alefined above for the purpose

of clarity in this study.

Employees: Enployees are permanent workers in the Core busaresSupport processes of the federal
civil service organizations in Ethiopia, excludifigt, middle and top level leadership, as welhabtary

and police organizations.

Leadership: includes all leaders of the civil service orgarimatin Ethiopia including all levels first,

middle and top level.

1.3 Statement of the Problem

The rationales for selecting this topic as a ptyoarea emanates from the conception that emplsyee’
attitude are important to the successful implentemtaf any change tool like BPR in an organization
Employees are undoubtedly the most affected bodlgarimplementation of any organizational changes,
such as BPR. During such changes, the first chgdleleaders need to deal with employees as
implementers of change tools. This is one of theuas that need to be addressed before the
implementation of any change tool for instance BMRthis part is missed, the involvement and
willingness of employees to shoulder their full pessibility would fall and may develop negative
attitudes to the change which is very difficulréverse.

According to the study conducted in Addis AbabayQMdministration, employees underscored their
feeling to resist change for the reasons that tbk wnvironment is uncomfortable; fear of losingith

job and position and even become skeptic towarelsebults of BPR. In line with this, the achievetsen
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after the implementation of BPR in the civil see/arganizations are not as to its expectation. @iee
factors that contribute for this unsatisfactoryfpenance is the concern of employees and leadership
commitment to deliver services to their maximunoeffAs EAE is one of the leading organizations in
the implementation of the tool, BPR, such type ofbtem has been observed in the organization
employees. How is the level of existence of thébjam in the employees of the organization is thatpo

to be addressed. Moreover, the on/off practateserved on follow up and support from leadership a
various levels could have been the reflection tifuakes of leadership to change interventions.
Researches confirmed that employees attitude to &BRital for the realization of desired ends.sTiki
because positive attitudes produce behaviors teafioaused, persistent and effortful in their afésrto
support and facilitate the implementation of theargpe (Hussey, 1995). Assessing the attitudes of
employees related to change is valuable for annizgdon as this information can help the leadgrshi
devise appropriate strategies in tackling attitymleblems and cope up with the implementation of
change tools (Vakola and Nikolaou, 2005).

Therefore, the study intends to investigate thiudts of employees in Ethiopian Airport Enterprise
(EAE) to the implementation of BPR and finds outetvter the attitudes held to this change tool cdmci
with the desired objectives of the organizatioBy doing so insights can be obtained empiricallyttoa
extent to which employees react to the implemeotatif the change tool and how the employees and
leaders attitudes facilitate or retard the impletagon of this tool in government organizationssBa on

the findings from the study, recommendations isvoded to decision makers of other organizations on
how to devise appropriate strategies in dealindp winployees’ attitudes in sustaining the changé too
BPR in their organization.

Hence this research is carried out to investigabev s the employee’s attitude towards the
implementation of the change tool, BPR, in the &tian Airport Enterprise. And then possible solugio
are provided to the following basic research qoesti

=

What is the attitude of employees oE=2Awards BPR implementation?

2. What are the key factors and challenges that inleeEAE employees’ attitude in the
implementation of BPR?

3. How is the role and level of commitment of emplay@ed the leadership in the organization
towards the implementation of the change tool?

4. How is the work environment in the organizatiorb&gin, implement and sustain the change

tool with the required level of intensity?



5. How is the level and ways of communication to @eatiareness and develop better

understanding about the change tool, BPR, upon@regs in the organization?

1.4 Objective of the Study

1.4.1 General Objective of the Study

The research project has been conducted to deshobe individual and organizational variables

positively or negatively influence attitudes of doyges’ with respect to BPR implementation.

1.4.2 Specific Objectives of the Study

With the umbrella of the general objective mentobrebove the research project has specifically

intended:

» To identify the attitude of employees of EAE abB®R implementation ;

» To distinguish the key factors that influence emgples of EAE attitude to BPR implementation.

» To identify the role of employees and leaders iplementing the change tool, BPR, in the

organization.

» To evaluate the level and ways of communicatioméke familiar employees and develop better

attitude towards the change tool, BPR.

» To provide policy recommendations to the managen@ntEAE and even other related
government organizations on how to tackle attituddated issues in sustaining the

implementation of BPR and other change tools.



1.5 Significance of the Study

The research project has got the following sigaifices to the users of the findings.

» It adds knowledge and understanding on the sitnatidd employees’ attitude on the
implementation the change tools in the organizasiothat the organization designs the required

strategy for effective implementation other changegagement tool applied in the future.

» The study has provided timely policy recommendatiand feedback to EAE management on the

overall existing practice of change intervention.

» Scalable lessons can be drawn from the implementaif the change tool ie. BPR in the

organization that could be a lesson to other sigdevernment owned organizations in Ethiopia.

> It paves the way for further study.

1.6 Scope of the study

The study has been carried out on Ethiopian Aigpé&mterprise, government owned service providing
organization to local and international customer&thiopia. The research is undertaken based on the
responses obtained from employees and the middlesapervisory level leadership. No other data
collection approaches is used except those disgusgbe review of related literatures. The datedufer

the analysis is based on single time measurements.

1.7 Limitation of the study

The study may have a number of its own limitationentioned below. The study methodologically
depends only on responses obtained from questi@naierview conducted with selected management
members and focus group discussion with BPR teehtéam members, but measuring attitude is very
difficult in a single point in time data collectédm respondents. This is because attitude of eyepl®

may change over time, and requires pertinent treatsraccordingly. Also some of the respondents may



tend to show reservations in putting the realitgiving responses regardless of the clarities gieihe

purpose of the research. Besides to these thet® imégnaccuracy of data, sampling errors, etc.

1.8 Organization of the Study

The research paper has got five chapters. The dimapter is introduction which deals with ;
Background of the Study, Definition of Key Termgatément of the Problem, Objectives of the Study,
Significant of the Study, Scope of the Study, Latidns of the Study and Organization of the Study.
The second chapter deals with Literature Revieve ffiird chapter dowels up on Research Design and
Methodology. The fourth chapter contains Data Asialyand Interpretations of the study and the fifth
chapter will have Summary of findings, Conclusiom &ecommendations. Finally other considerations
which include references used to clarify concegssumptions, the instruments used to collect data a

also incorporated in the paper.



CHAPTER TWO

REVIEW OF RELATED LITERATURE

2.1 Change in an Organization

Organizations need to conduct change because of difi@rent reasons as per the actual situatioinef
organization. However, most commonly change canecdrom reversing recent underperformance,
responding to a changing competitive environmersti@tching the organization to be much better than
currently is.(Kaplan and Norton,2001)

A change that is undertaking in an organizatiahig expected to bring the right organizationacbe it
should be revolutionary. Revolutionary change ingel as a change that is rapid, dramatic, anddbyoa
focused (George and Jones, 1996). Revolutionarpgeha@omprises reengineering, restructuring, and
innovation. Re-engineering involves the fundamemé&thinking and radical design of businesses to
achieve dramatic improvements in critical, conterapp measures of performance such as cost, quality,
service, and speed (Hammer and Champy, 1993). €eard Jones define business processes as any
activity that is vital to the quick delivery of gd® and services to customers that promotes hidlityjat

low costs. According to them (these authors) bssingrocesses involves activity across functions. It
involves artists, writers and editors. “Becausagigeering always focuses on a business processand
on functions, a reengineering organization alwaglepés a new approach to organizing activities”
(George and Jones; 1996).

Managers have taken up reengineering, starts gregmeeering process with the customer, ignoring the
existing arrangement of the tasks, roles, and waotksities, putting the question how we can reoigan
the way in which it is done, work, our businesscess, providing the best quality, low cost goods$ an
services to the customers of the organization.

Revolutionary change refers to the restructuringlving the turnaround of things by restructuringem

the organizations experience a rapid deterioratidre organization then resorts to restructuring by
reducing its levels of differentiation and integoatby eliminating divisions, departments, or lowarels

in the hierarchy and down sizes by getting rid ofpyees to lower operating costs. Sometimes
restructuring becomes necessary and an organizatied to be downsized as unforeseen changes in the
environments occur via a shift in technology mattes company’s products absolute or a worldwide
recession reduces demands for its products. An@som®s organizations downsize because they have
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grown too tall and bureaucratic and their operatiosts have become far too high (George and Jones,
1996).

Lastly revolutionary change, innovation, which ceiegs restructuring, is often necessary. Innovatesars

to restructuring which is often necessary becabsages in technology make the technology an orgtaiz
uses to produce goods and services absolute.dfgamization is to avoid being left behind in tloenpetitive

race to produce new goods and services, it mugl saps to introduce new products or develop new
technologies to produce those products reliablowt cost. Innovation can results in spectacularcess
(George and Jones, 1996) speaks about the so-calleduct champion” referring to the attempts of an

organization to increase at a success rate of atimvto a new product development.

2.2 The Concept of Business Process Re-engineering

Business process reengineering is as it is deflaedHammer and Champy it is the fundamental
rethinking and radical redesign of business prasde achieve dramatic improvements in critical,
contemporary measures of performance, such as qoatity, service and speed. (Hammer, 1993)
Reengineering the business process normally insladiindamental analysis of the organization and a
redesign of business work flows, job definitionsgamizational structure, control process and reaihg
mechanisms.

It is generally conceived as consisting of founadats to be considered. These four elements wiged n
to be considered are strategies, processes, tegynahd humans. .Strategies and processes arénuild
the ground for the enabling utilization of techrgpés and the redesign of the human activity system.
The strategy dimension has to cover strategiesmwiitie other areas under concern, namely orgaaizati
strategy, technology strategy and human resoutctegy. Processes can be defined on differeeidev
within the organization. The most important thirggto identify core processes which are satisfying
customer needs and add value for them. And ther athe the support process which provide the
necessary input and support to the core procdsdormation technology is considered as the
major enabler for spanning processes over functional and organizational boundaries and
supporting process driven organizations. The human activity system within the

organization is the most critical factor for reengineering.



Strategies

/

Technology People

Process

Figure 2.1 The Conceptual Frame Work of BPR (KatAnon, 1994)

Ambitious objectives, creative teams, process bapgdoach and integration of IT are among the main
success factors for Business Process Re-enginedmegrding to Ascari (1995) as cited in (Hailelgro

& Ajit, 2012), culture, processes, structure, aachhology mentioned as important success factars fo
business process re-engineering. In line with tbglevel management commitment and sufficient
resourcesare crucial in ensuring project success. In pddicwa thorough process analyss well as a
suitable implementation map/concgpbvides a sound footing for any subsequent aws/i{Marlen,
2012).

Moreover, Al-Mashari & Zairi (1999), the dimensioo§the critical factors for BPR includes: change
management, competency and support in manageméntnation infrastructure, and project planning
and management system. Moreover, these authorestegghat human issues should be given more due
for BPR to function well. Employees must share memn understanding and acceptance of the ways
the new business process is embodied in activtiethe individual and unit or subunit levels which
requires supportive organizational culture whiclstr®ng on communication and on intra-organizationa
synergy.

Employees are undoubtedly the most affected etigny organization when organizational changes,
using any change tools including BPR, are undertaki an organization. According to Nickols (2003),

employees are people who think of themselves asheesof the organization. This view suggests that
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employees are people who commit themselves to aehiee objectives of the organization and, in
exchange, the organization offers them pay andd gmrking environment. In creating this
Nhemachenal (2004), recommended some pointes medtielow to be considered by the management
of an organization.

Understand the needs of employee&very employee has his own individual set of neédsaders of
organizations must be sensitive to employees naedisnake every effort to stay attuned in this eesp
This way, a manager can better assign work tonf@ayee most qualified and most suitable for thsi ta

in question.

Establish the guiding principles When introducing a change, the manager shoulditeran
environment that actively seeks out employees’ ddeabetter implement that change. A successful
change also depends on having employees see, owverabrace both the need for change and the
proposed way forward.

Keep to the principles Trust is generally something that is earned awee. Leaders of organizations
can build trust by demonstrating that they are egidy ethical standards and beliefs, and then by
exhibiting behaviors that are consistent with thessdards and beliefs. They should demonstrate an
understanding of employees’ problems and issuessaod willingness to become involved in their
resolution.

Engage in constant, honest two-way communicatiorClear, honest, open communication is important
in keeping employees interest in the success afggheEmployees and managers must have an ongoing,
honest dialogue about the change process. Educatmioyees about the business strategy, market
forces and financial realities driving the chang# imcrease employees’ understanding of the need f
change.

Reinforce through consistent behavior:In the process of change, leaders of organizatoams keep
trust from employees by sustaining respectful amdcable relationships and by giving employees
freedom and opportunities to excel. They have ltnaémployees to question assumptions, debate,ideas

make proposals, and evaluate the change on itésmeri

11



2.3 BPRImplementation Challenges

There are accounts of failures recorded in the gieeering efforts of business companies, and
government institutions as well. In addition to #ftort exerted and time spent many of reengingerin
initiatives have made organizations to cost lamgeunt of many. Even Hammer and Champy admit that
many companies that begin with reengineering dosnoteed; estimating that as many as 50 to 70 per
cent of the organizations that tried a reengingeeiffiort have not achieved the dramatic resulsnded
(Hammer and Champy, 1993).

The common reason advanced is that some corposatian proceeded with the strategy failed because
they introduced incremental changes from set pua@sdinstead of totally discarding them and stgréin
new. This practice tends to impugn the credibitifyreengineering as a technique, for much too often
efforts undertaken by organizations have beendabas$ “re-engineering” when in fact they are nahm

real sense of the word, and would merely involverganization, incremental changes in procedures,
rewriting of policies, etc. Other reasons are tisteom merely fixing a process instead of chanding
quitting too early, not having expert advice andsghating energies across a great number of
reengineering projects. Some experts even claibréleagineering has peaked and its days are nuthbere
(Halachmi, 1995).

In the face of all these therefore, reengineeriag feceived its share of skepticism. Applied topthklic
sector, reengineering fundamentals of “breakingyafs@m the pastmay be a major obstacle that public
sector organizations must overcome. For one, thigreuof bureaucracies has been so ingrained tmat a
effort to modify it may receive resistance not ofrlgm the bureaucrats, and politicians but alsonfisome
interest groups as well.

Another difficulty that lies at the heart of theoptem is that reengineering requires substantial
investments in developing or even upgrading infdioma technology. Reengineering methods of
employing information technology in government grgations may put government budgets under
severe pressure considering the costs of hardwansultant’s fee, constant upgrading and maintexnanc
as well as training and re-training of employeehisTissue would certainly be prominent among
developing countries where public spending needbetaarefully prioritized in the light of habitual
neglect of marginalized sectors trapped in povedagk of opportunities and livelihood, and denidd o
access to basic social services. A public agenay @llocates a substantial amount of its budget to

information technology, hardware, software andrally be subject to much criticism and public censure
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The other major issue that would have to be adddessthe reengineering process is that downsiafng
employees. This may not be a popular one and mdateithe wrath of both the management of an
organization and employees. Wide-scale removalsonidsal of government personnel at any level for
reasons of redundancy will always be an explosihe sensitive issue that may not generate sympathy
from the public (Halachmi, 1995).
For most public organizations, undertaking radatanges in the way they actually deliver their mew
and products could be problematic. In line withstlais cited in Hassen (2012), Bucci (2007) have
identified the specific barriers to the successfyblementation of business improvement techniguoes i
the public sector. These include:

* Public sector culture.

* Lack of a clear customer focus.

* Too many procedures.

» Employees working in silos.

» Lack of awareness of strategic direction

* The general belief that staff are overworked andegpaid.

* Alack of understanding of the effect of variatiegstems thinking and process flow.

* The professional versus managerial role within joug®rvices.

* Not understanding the process at either the fieator across organizational boundaries.

» The transient nature of political leader

2.4 Employees Attitude in Implementing BPR

2.4.1 The Concept of Attitude
An attitude is referred to as a hypothetical cargtrepresenting an individual's degree of likalistike
for an item (Ajzen, 2004). Attitudes are genergbsitive or negative views of a person, place,ghor
event. These views are often referred to as titedgtobject.
Four major components of attitude are:
1) Affective; emotions or feelings
2) Cognitive: belief or opinions held consciously

3) Conative: inclination for action.
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4) Evaluative: positive or negative response tmulii (John T. Cocioppo and others: The Ohio State

University)

Attitudes towards change may be defined as cerégularities of an individual’s feelings, thouglaisd
predispositions to act toward some aspect of higeoenvironment.

Moreover, Schabracq (2007) defined attitude as &ntal and neural state of readiness, organized
through experience, exerting a directive or dynamiftuence upon the individual’'s response to all
objects and situations with which it is relatedheocan reason that attitude induces not only pre-
determined responses but also tendencies towarfispang of such responses.

Attitudes can be based on different types of infation (Iloana, 2013). One popular conceptualizatibn
the attitude construct, the tripartite theory, Isotat there are three primary types of informaton
which attitudes can be based: cognitions or belafect or feelings, and actions or behavior (Scaeq,
2007). Attitudes refer to the general and relayivethduring evaluations people have of other people,
objects, or ideas. These overall evaluations capdséive, negative, or neutral, and can vary igirth
extremity.

Thus, a positive attitude towards organizationange may promote a positive perception of the obang
weaken any feeling of uneasiness with the presehttee change, and thus facilitate a decision tept

or support a change (Visagie, 2010). On the oth@dha negative attitude towards change may create
negative perceptions of a current change and/dingseof uncomfortable with a current change, which
can result in a distortion of perceptual proceshié@ler and Petty, 2003). In this sense, employées w
have a negative attitude towards organizationahghanay have a negative perception of organizdtiona
change that promotes feelings of uneasiness watlptésence of organizational change and thus teads

higher levels resistance to change and lower lefedsipport for change.

2.4.2 Factors Influencing Employees Attitude inhplementing BPR

loana (2013) in his work suggested that employéssings, intentions and thoughts about change (i.e
attitude) should be determined before an orgamimattan move ahead with the planning and

implementation of change. It is believed that erppés’ positive attitudes toward change are esseatia

successful organizational change implementatiorendéms not well-planned and communicated
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organizational change endeavors may converselyecangployees to hesitate it and finally resist in
various ways. Consequently the causes of resistarmganizational change may be classified in to
three levels for the purpose of conducting thiglgilAnd these classifications of organizationalrdea
are presented as follows below.

2.4.2.1 Employee Related Factors

Employees are undoubtedly the most affected emtigny organization when some change management
tools, such as BPR are being introduced and impiégden the organization. During any major change,
the first challenge organizational leaders needetd with is employees’ (potential) lack of trusthat
change. There are various factors that determidevidual’s attitude to implementation of BPR (Asli,
2012).The main ones are:

Security: employees with a high need for security are likelyesist change because it threatens their
feelings of safety and individuals naturally rushdefend the status quo if they feel their secuity
status is threatened.

Therefore, since BPR is characterized by dramdtange, employees could have personal difficulties,
surrounded by confusion, frustration, and sometipaasc.

Selective information processing:Individuals shape their world through their petcaps. There is a
significant relationship between perceived usefssnaf business process reengineering and cooperatio
in its performance. It means that the more peroaptf advantages of process reengineering in
employees mind , the more their cooperation in @m@ntation (Haghighat,2012;Vithessonthi,2005).
Moreover, the works of Ahadi (2003) strengths thewe literatures that employee resistance can pteve
BPR projects from succeeding. This can be causedheydanger of losing job; skill or knowledge
requirement; and skepticism about results.

Moreover, demographic factors such as gender, ingeme, work experience are also that determine
individuals attitude to implementation of organieatl changes like BPR. Martin (2006), reiteratas t
notion as: “...studies in both the U.S. and Europeegaly indicate that women are somewhat more
likely than men tends to accept organizational geaand reacts quickly to environmental dynamics”.
Inversely he explains “...it may be, too, that memegally have a greater tolerance for risk than do

women and may place relatively higher value ontatibn, compared to moral, goals”.
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Further Phillips (2002) conducted "A Case Studythed Efficacy of HR managers serving as Change
Agents”, and he found that a substantial perceptibferences exist among individuals based on
differences being academician versus practitiosponsibility/accountability and income wise etc.
disparities. Therefore it can be easily understivoch these and other authors that demographic facto
can probably create distinguishing features otudttis and behaviors of people about something. i$hat
why this study is intending to investigate and gpalthe problem in terms of the specified demogaph
variables stated in the background section in icelatvith attitude of employees towards BPR

implementation.

2.4.2.2 Organizational Factors

In an organizational context, employees may supporesist change efforts with their behaviors, and
stand depending on the organizational philosopldyraanagement’s practice. Even though the nature of
human being has a tendency to seek real changanalaity of literature focuses on the opposite
inclination; that is rejection of change— and afésro identify causes of employee resistance éCart
1995).

So among the organizational variables that infleeemployees’ attitude, in this study, are leadershi
commitment and support, communication and motivatiorganizational culture and structure, extent of
organizational capacity and an enabling environni@manage change and the outcome of change ingudi
attitudes, perceptions and reactions as major aist

In this regards, in the beginning, leadership magilg agree to support the project because the
organizational change process is so crucial amadegfic to the organization, and leaders see theevala
system that can clearly communicate strategic time@nd demonstrate measurable results. And tkere
usually palpable excitement and enthusiasm overapal results achieved during the fast process of
developing the organizational change process.

Most organizations experience an immediate impr@rgmin internal communications and
understanding, a breakdown of silos, and a heiglotasense of alignment and shared purpose. But when
the senior leaders leave the “mountaintop highthef strategic sessions and pass the torch to olgect
owners and others, the project can stall as thentzgtion returns to its old habits of a daily @tiemal

focus. Based on this notion, organizational factbed facilitate or impede the change process @n b

seen in the following manners.
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Organizational environment: Stimulation of employees and organization to atdie changes,
members’ cooperation, suitable ways of encouragénaea reward, creativity improvement and
establishing effective connections. Therefore sinenger the organizational culture, beliefs andes

in an organization, the more perceived usefulnesd @ase of use in reengineering performance
(Haghighat, 2012).

Leadership commitment: Considering extension of change dimension a knigdable supportive
leader can guarantee successful implementatioreerigineering. Leadership support is an important
ingredient in the implementation of BPR in makihg thange sustainable. The support must be obtained
and sustained to successfully implemBRR (Ahadi, 2003). In line with this accordingAtbizu and

Olazaran (2006), leadership and management styliehvtend to be reflected in the structure’s lovesels,
constitute a real incentive for change. The leddprexercised by the executives of several of ame’s
companies is clearly a key factor in BPR implemgonss.

For example, Qayoumi (2000) has identified thdofeing factors are the major one which affect

performers attitude in implementing BPR in any oiigation. These are:

» Strong (and visible) support of the project by tiye leadership and management;
* Availability of systematic plan and control system;

* Adequate resources;

» Linkage to overall organizational strategies;

* Use of best employees;

» Close attention to organizational culture;

» Focus on process change not improvements;

* Reward for strategic team members and

» Celebration of successes.
On top of this Qayoumi in the same publication agyu'Regardless of what an organization’s leaders

say, an organization’s employees soon figure out tiobehave to be successful within their particula

environment. This is because every organizatiomatpse under tacit rules and expectations, namely
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organizational culture, that in most cases are moxeerful than the formal mode of control.” And the
extent of the supportive and open work culture thaspower either to speed up or hinder BPR, may be
any other change tool, implementation in an org#tronal context.

There is usually an uncomfortable period of timevinich the organization is caught between the ag w
and the new way — letting go of the old and emimgthe new while continuing to drive the organiaati
forward at competitive speed. Therefore, it takesia leadership authority to make key decisions to
stop working on non-strategic activities and prtggéet go of the old) and to strategically re-ptine

the organization’s fundamental resources which teguccessfully implement the desired changes.

Communication: The manner in which change is communicated is rapb since communication
alters the attitudes and behaviors of employeex@ordance with the objectives of the change tuBa
(loana, 2013). Communication is very importantmnoaganization because it enables organization’s
members to discuss critical organizational expeesrand develop relevant information; communication
helps organization members accomplish both indalidand organizational goals by enabling them to
interpret the implementation of any change todalluding BPR, and ultimately enabling them to
coordinate their fulfillment of personal needs wtitleir accomplishment of their evolving organizatib
responsibilities. On the other hand, poorly managkdnge communication could result in rumors,
resistance to change, the exaggeration of negaspects of change and ultimately a crisis.

An important aspect that may ensure successful eimehtation of BPR initiatives is proper
communication with employees. BPR initiatives oftnl as a result of poorly-managed change
communication and may result in rumors, resistancehange, the exaggeration of negative aspects of
change and ultimately a crisis (Visagie, 2010).

Employees should be well informed on when the chaages place, how the change is implemented,
what is expected of them, how the change will iafice their jobs, and how the company will support
and motivate them to be more committed to the chaBgrly communication can decrease cynicism and

uncertainty, neutralize rumors before they spréaolighout the whole organization.
Information Technology: Recognizing the role of information technology@engineering, establishing

effective infrastructure, investment and supplyifigancial sources and appropriate integration of

informational systems.
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Because of the reason that Business Process Raeengyg is about creating new attitudes and ways of
collective thinking to address customer needs wftltient and effective services. But in this preet
employees may have different and antagonistic vigeaple feel threatened, uncomfortable or uncertain
because of these changes. This is because peoples@aurity and stability-not change (Matebu, 2009)
Re-engineering business process is complex enoibw delving in to what people think about it.
Hence, it is logical for the engineer to ask whyoneshe should care about people’s attitudes atheut
organizational engineering. There are various memgor this. First, an individual's attitudes irdloce

his interpretation and attributions about the reasonderlying management actions. In this sense, an
individual’s attitude could determine whether hesbe sees management’s motivation for reengineering
as necessary to remain in the business, to seeveugtomer better, or to eliminate middle managads

other employees. Second, attitudes influence ap&rseconstruction of past events.

2.4.2.3 External and Institutional Factors

Implementing any organizational change tools iroeganization including BPR can also be influenced
by other external factors such as factors outsfdée organization. Various literatures show thedrée

are several external factors that lead BPR impléatiem in to success. Examples of these factors
include: the societal culture, economic stabilapd technological change, environmental and palitic
coalitions (Meyer, Brooks and Goes, et al., 1990).

As organizations, whether public or private, opeiatthe open system they interact with these pater
factors. To provide their goods and services to tieents they depend on the environment to recéne
input, process their operations and deliver th@ods and services in one way or another they get
affected by these external factors. So understgrtiie extent of influence these factors have incaise
makes sense to know the status of BPR implementatio

A generally positive attitude towards reengineertag prompt more positive collections of earlier re
engineering efforts even if considerable difficedtiare encountered during these projects. Third, an
individual’s attitude influences the evaluationather social stimuli surrounding reengineering. ffou

an individual’s attitude influence expectations &d evaluations of the results of managementratio
Translated in to this study context, the above fesues imply that if reengineering is consideedhé
good, then it is more likely to having good effedach as empowering employees by giving them the
authority to make their own decisions, rather tharming bad effects such as dumping more works on

individuals without having fair and proper compeainsn.
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CHAPTER THREE

RESEARCH DESIGN AND METHODOLOGY

In general when we say research design and metbhgylat means that the strategic decisions apphied
designing and conducting the research study. Ard gpecific research design, method and other

procedures have been presented below.

3.1. Research Design

Due to its nature of inquiry and scope, the rededesign which this study used is descriptive syrve
method with mainly quantitative and in addition ligaéive approaches so it can be called a mixed
approach.

As it can be understood from various sources, f@nmle, survey research is designed to ensure
objectivity, generalizability and reliability by esoying specific techniques in participant selegtio
analysis and inferences to the entire populatiamé of the study in terms of relationships among
specific variables (Creswell 2009).

Likewise the mixed approach design throughout #s=arch process helps to provide a comprehensive
analysis of the research problem, and explaingtit@ome (Creswell 2009). The mixed method approach
is found to be most appropriate other than usititeeithe qualitative or the quantitative approacmna

So the main reason to employ this approach is epgsty understand the research problem that is the
attitude of employees in the organization.

And in fact it helps to stick or supplement findénga complementing data gathering tools that coold
otherwise be obtained by one types of design drument. Because, mixed research designs help to
come up with reliable and inclusive findings witlanimited time period that objectively measured an
indicates its meanings, relationships, facts etthé actual work settings.

Furthermore it ought to be clear that the concdpfi@mework served as a point of departure for
designing the mixed approach design, framing trstruments and methods of data collection, and
predicting the conclusion based on the findingthefvariables relationships.

The descriptive method is the method used to imyegst the attitude of employees on the change tool,
BPR, implementation practices in the organizatlbenables to find out the existing facts regardimeg

real situations, attitudes, perceptions and viefvseegpondents’ towards the implementation endeavors

So it is believed that descriptive survey methtslthe ideal expectations of the inquiry in anrafieto
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find out the existing reality by means of the azdftesearch questions, and to attain the statedtolgs
of the study.

3.2. Source of Data

Both primary and secondary data are used for aisalyee primary data are obtained from randomly
selected target groups of employees and managdesntmembers. On the other hand, different types
of documents like pertinent books; different typégpublished or unpublished documents; the internet
archives; miscellaneous operational documents Bkategic plan, BPR and BSC documents,
organizational policies, periodic change evaluatieviews, etc from the organization, EAE, and even
from other government organizations are used agnglacy data source. These types of data help the

researcher to compare and triangulate findings4o acrease credibility.

3.3. Study Population and Sampling Techniques

The study is conducted on the Ethiopian Airportdentise (EAE) head office located in Addis Ababa.
The head office is the place where all the worlkcpss such as the core process, the support pracess
the other management process is found. All the ingrlanits of the organization presented in the nrga
gram of the organization and in addition 2/3 rdtle# total population of the organization are foumd
the head office. There are four core processes fand support processes in the organizatiom.
determining the actual sample size, Hair et al0@2@dvises that the minimum required returned $ausipe,
type of data analysis to be used and the expeatedof missing data should be taken in to accdDant of

the 260 questionnaires prepared and dispatches@@iquestionnaires are distributed to each aode a
support process units to make the distribution fad representative among employees in the
departments.

3.4 Instrument of Data Collection

To collect the mandatory data for the study, basstruments for descriptive survey method such as
semi-structured questionnaire, interview with guid questions are prepared and tested ahead to
ascertain its reliability. The parameters usedhm $tudy are made to pinpoint for conformity wikie t

theoretical framework of attitude variables at eliéint levels; such as employees and leadership

commitment, communication and motivation etc. ® ¢hange tool BPR is explored.
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Likewise, using Likert scale attitude statement apdn-ended questionnaire are employed to obtain th
required data. In addition to the questionnairamiastered in collecting data, interview are heldhw
top and middle level managers to gather datatwtan complement with survey data gathered by using

guestionnaires.

3.5 Methods of Data Analysis

As to the data analysis is concerned, descriptaistics integrated with qualitative techniques ased.
After the data have been collected, the responises &y the respondents are initially verified,tedi
categorized, encoded, tabulated, and analyzed saigstical packagesAs to the data analysis is
concerned, descriptive statistics integrated witilalitative techniques were used. After the data beehn
collected, the responses given by the respondeetg wmitially verified, edited, categorized, encdde
tabulated, and analyzed using statistical packafes.statistical packages used are SPSS versio6sahé
17.0 software.

The analysis of data is made by using frequenger;entages and mean values. These measures of
central tendency are mainly used to describe thia ilaa meaningful manner that could portray the
attitude of employees to the implementation ofrtilentioned change tools.

The use of these tools in the analysis part is indaocheck whether the differences in responses ar
significant. These procedures helped the reseatclesrentually come up with valid and reliable fimgs
which are free from methodological errors and peatbiases.

Further, to investigate the extent of the perceptmwhich respondents favor or differ toward tharmge
tools, inferential relationship tests are made Wwhetthe responses provided by the two groups of

respondents demonstrate significant differences.

Specific Procedures Followed To Analyze Demographiariables

To provide the general picture of respondents’ data descriptive statistics is employed and it is

presented on table 4.1 in chapter four. So asearlgl present, analyze, interpret and concludedbase

the collected data employing descriptive statishefped the researcher to understand the extent of
representation and to know their implications taltire BPR views. These demographic characteristics
of respondents are thus incorporated with soméat#rs such as distribution frequencies, ratios and

percentages.
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Then an attempt has been made to investigate mgrtguulation characteristics with the help of means
standard deviations, standard errors and otheraeténdency measures to understand how these
characteristics relate and influence employeestud#. Thus the individual variables treated are
population characteristics like mainly the bio-dath respondents; their context of workplace as
determined by the organizational structure as em@ support processes. Regarding the bio-data are
concerned such as gender, age, educational gqa#ibiicand work experiences are the main individual
variables of investigation.

These variables are included in the first partef questionnaire and filled out by employees oéaord
support processes of the studied organizationhBoctategorization is taken as one of the indepande
variable as it is one of the implicit inquiries tife researcher which could be affecting employees’
attitude. The collected data are treated basedhesetindividual variables accordingly. Further a
preliminary analysis on missing data is carriedtoytroduce error free data for the proposed engasy
attitude analysis. This is done for not to incluag outlying responses that may lead to invalidiltes
Questionnaires with serious errors have been egdlfdm the analysis.

Once these quantitative analyses of the questioaniaive been completed, the data obtained from the
interview are transcribed, analyzed and interpretiedg with the main themes of quantitative analysi
The use of both quantitative and qualitative dataleliberately made so as to come with reach and
reliable data that can complement each other teeagorwith valid findings.

Merriam (1998) discusses that qualitative reseaschieould analyze data as they are collectingdatat.
Thus the researcher has taken each note while cbnduthe interview with the managers and
employees. Then the notes are transcribed andzatapromptly.

This procedure also helped the researcher to smgpleboth the quantitative and qualitative methods,
and to evaluate the similarities and differencetheffindings. This deliberate procedure ensurdsetps

to triangulate both methods in order to have commgmsive findings, reliable and valid results based

multi approaches of data collection and analysis.

3.6 Ethical Considerations

Once the target population and sample sizes a@gmeed from the organization database, the next

decision is to approach the representatives anpbnelents of the study. First it is started withoarfal

letter communication with the management of thenization. After ensuring their willingness to
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participate in the study and the data collectioacpdure is conducted accordingly. Thus the whole
research project is undertaken in accordance witisent and willingness of every participant.

As a result with all these procedures the dateecttin is successfully completed. And out of thialto
260 questionnaires distributed, 237 (91%) of thestjonnaires are successfully filled out and inetlah

the analysis process.

Moreover, 3 people from the top management memBetscted from different departments are
participated in the interview. Focus group disomssvith the technical team of the change management
tool in the organization took place to counter éhthe reliability of the data gathered in the qioestrs
from the employees. In addition the researchendée the top management discussion meeting of the

application of the change management tool.
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CHAPTER FOUR

DATA PRESENTATION, ANALYSIS AND INTERPRET ATION

This chapter deals with hard facts of data presemtaanalysis, and interpretation or implicatimighe
analyzed data. It includes two major analysis tephes. The first section presents the general
characteristics and demographic features of respuasdvhich are the subjects of the study. They are
employees of the organization from whom data arkected, analyzed, inferred and generalized.
Whereas the second section of the chapter discadsmit the concrete results, meanings, interpoatat
and implications of the finding after tested byeirgntial statistics based on the stated variableseby
relating to the research questions

4.1 Demographic Characteristics of Respondents

In the first part of the survey questionnaire resfents are required to provide their bio-data. biwe
data questions include gender, types of processi@ or support , since BPR classifies procese@s
and support process, age, educational qualificatiand length of service in the organization.
Accordingly, the general characteristics and contiposof respondents are shown in the followingeab

It should thus be noted that this table entirelgspnts the general bio-data characteristics obretgmts
mentioned above, with the help of percentageseaelit a specific statistic.
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Table 4:1 General Characteristics of Respondents

S.No. Variables Frequency | Percentage
Gender

1 Male 152 64
Female 85 36
Sub Total 237 100%
Types of Process

> Core Process 105 44
Support Process 132 56
Sub Total 237 100%
Age Category
< 25 Years 20 8
25-34 Years 107 45

3 35-44 Years 100 42
44-54 Years 10 5
55and aboveYears | ...... | ....
Sub Total 237 100%
Educational
Quialifications
<10"Grade @ | ...

4 10M-10+2 12 5
Diploma/10+3 68 29
B.A/BSc 147 62
Masters 10 4
PHD |

Sub Total 237 100 %
Work Experiences

<5 Years 18 8
6-10 Years 132 56

5 11-15 Years 65 27
16-20 Years 17 7
>21 Years 5 2
Sub Total 237 100%
Total 237 100 %

These issues are intentionally incorporated ingiinestionnaire to assess whether they have influepce

on employees attitude or not. Therefore they aresidered as independent variable

in order to know

their similarities or differences in terms of emges’ perception towards the change tool

implementation which is considered as a dependandhle.
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With this notion in mind, the collected data areecked, coded, analyzed, organized and presented in
table 4.1 above. This table indicates, out of thialt260 questionnaires dispatched 237 (91%) are
successfully completed and returned. That is tHieatability rate of the questionnaires distributied
employees is 91% which implies very dependableréiga conclude about the target population thd tota
staff of the organization. Some others the remaiguestionnaires are found drastically incompletd,

or unable to be returned by respondents, so tegtdtre fully excluded from the research.

In addition gender is also treated as a study bliaAccordingly a total of 152 (64%) males and 85
(36%) females are involved in the study. This shtlhet the ratio is somewhat close to one-half mix.
Hence, one can easily be convinced that the cosgarbetween these two groups can signify the
underlying similarities or differences although thg&o slightly differs.

The other major variable which is taken as a megoiable of the study and reference for comparison
the types of job of employees which is defined @&bas core and support process. As shown in the tabl
4.1, 105 (44%) and 132 (56%) respondents are fh@rcore and support processes respectively. Hence,
it can be understood that the proportion of respatglis not highly polarized—that is dependable for
comparison.

Likewise concerning the age distribution of respantd, table 4.1 shows reasonable age distribution.
From this table it is clear that majority506) of the respondents are found in the age gafups to 34
followed by 42% age group of 35 to 4A4d 8% and 5% in the age group of <25 and 4Bltespectively. And
again there is no participant from the age groupaB8 above. This might be by chance or it is olwithat
employees of this age group are small in numbanamy organizations. This implies that respondefitthe
survey study are fairly includettom all age groups although the majorities arethie middle of the
frequency distribution.

Even though the majorities of the respondents@uad between the age groups ranges of 25-34 yiears,
is also indicated that it declines its extent te tower extreme—that is at the entry level. While i
increases to the right side of the distribution.tle implies that majority of the employees arerfd at

the entry level of their professional career stdfjgen though there are considerable respondentsmex
this large frequency distribution, there are sintikes in number at the entry and exit stages of
employees’ career.

Regarding the educational backgrounds of respoader@oncerned; the majority (62%) of respondents
is first degree holders. And this condition shall donsidered its positive or negative implicatienaa

independent variable to understand employeesud#itowards BPR implementation. Thus this situation
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implies that the respondents are relatively wittidsdevels of educational qualification and likelod of
general awareness towards the subject matter ddttitly. And this circumstance positively contritzute
to the reliability of the findings of the studygaedless of its results.

Furthermore an attempt has been made to measuextiet of work experience and respondents are
asked about their length of service. Hence the mtgpj¢56%) of respondents in both processes are
between 6 to 10 years of working experience. Thas that the respondents of the survey study have
neither less nor long work experience to evaluatechange process and it might have fair implicatio

the level of awareness about the change tool.

4.2 Analysis of Collected Data

4.2.1 Analysis of employees’ variables

This section discusses the attitude of respondegtrding the variables related to BPR implememati
in the organization. So as to measure this varjdbéeresearcher used an attitude scale and respisnd
are requested their level of agreement or disageaeribout the parameters of the study. This a#itud
scale was the Likert's five points scale in the sjiomnaire, and compared the views of the sample
groups by validating in relation to the stated ables.
Thus, each opinion provided in the questionnaineasurement scale has had the following rate.
5 =SA = “Strongly Agree”
4 =A ="Agree”
3 =N = “Neutral”
2 =D = "Disagree”

and

1 =SD = “Strongly Disagree”
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Table 4:2 Employees Attitude towards the Implementaon of BPR.

*Frequency

Responses
S.No. Variables SA |A N D SD | Total

1. | The initiative of implementing BPR by*F 104 | 95 26 9 3 237
government organization is primarily o
improve the efficiency and effectiveness| @k 44% | 40% | 11%| 4% 1% 100 %
government organizations

2. | As a result of implementing BPR F 78 85 31 31 12 237

=)

3. | BPR is an appropriate tool to solve the F 116 | 64 40 14 3 237

roblems of service delivery in this
grganizaﬁon_ y % 49% | 27% | 17%| 6% 1% 100 %

4. | BPR is an appropriate intervention to serve F 116 | 76 33 9 3 237

customers with better speed, quality and c“g}o. 29% | 32% | 14%| 4% 1% 100 %

5. | Employees in this organization have shownR 114 | 66 14 31 12 237

sense of ownership to BPR implementati n% 28% | 28% | 6% 3% 5% 100 %

6. | The leadership of this organization has F 90 81 40 17 9 237

shown a sense of ownership to BPR
implementation. % 38% | 34% | 17%| 7% 4% 100 %

7. | The implementation of BPR is essential in F 111 | 62 38 21 5 237

improving the measurement and management
of performance in this organization. % 47% | 26% | 16% 9% 2% 100 %

8. | The perceived importance of BPR is gettindg~ 114 | 74 21 19 9 237
i db I f time to time.
improved by employees from time to time % 28% | 319% | 9% 5% | 2% 100 %

9. | In this organization, implementing BPR doe§ 90 81 38 23 5 237

not have an impact on employees’ job
securty, ployees | % | 38% | 34%| 16%| 10% 2% | 100%

10. | The Government should work to sustain BPR 85 104 26 14 7 237
for the future.
Ut % | 36% | 44% | 11%| 6% | 3% | 100 %

Cumulative figures F 102 |79 31 18 7 237
% 43% |33% |[13% [8% |3% | 100%

As we see in the above frequency distribution tdbke overall views of respondents’ regarding the

existing BPR implementation in their organizati@B8;1(76%) is a significant number to judge or
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comprehend that the employees of the organizatiame hgood or positive attitude towards the
implementation of the tool in their organization.

Whereas about 56 (24%), from the returned queasdioes, respondents have replied either their akutr
stand or negative feelings towards the implemesrathnd out of this number even though the numser i
small 7(3%) of respondents expressed their strasagoeement to the implementation of the change too
in their organization. Mean while from the sameldabis also observed that the importance of BER t
solve the problems of service delivery; providinglity service with maximum speed and minimum cost
after the implementation of BPR have been undeestcby some respondents.

From this result it may be argued that althoughrtiagorities (76%) of the employees have had better
awareness and positive attitude towards the chtoajea small number of employees 24% are still out
of the ongoing change game in the organizatiomust be kept in mind, therefore, that though the
disparity is small since implementing any organaal change tool like BPR effectively require the
involvement of all in an organization, and muclogfand application of various mechanisms neeckto b

applied in the organization to create better anesgrso that acquire positive attitude upon empglaye

From these results, therefore, it is obvious arait be safely concluded that majority of the emgésy
have positive attitude towards BPR implementatiothe organization.

The next sections attempt to investigate in dépticonsidering how the individual variables postw

or negatively contributed towards employees’ atitin this regard.

On the other hand, it was the researcher expecttiat a mere differences in perception of respotsde
may lead to wrong conclusion. For instance langubggiers and misunderstanding between the
researcher’s intention and respondent’s interpogtadf the questionnaire; by chance err or guessing
filling the questionnaire, sampling error and otle&traneous variables which inhibit correct sc&@e.
first recognizing the source of differences andogsécto what extent are these differences significan
true differences should be addressed. The reseasmsbamed that some variables related to individual
parameters may be the source of differences, ase ttifferences have an implication on the attitnfde
employees. By recognizing these parameters thdirfteesearch question can be answered.

Thus as discussed so far in general, and someblesieelated to individual parameters in particalse
analyzed in this section and presented as showimeifiollowing manner. Among such variables related
to individuals is the context of workplace of emy@es or process-wise dissimilarity of cases. Thhe
results and analysis of core and support procesditoon integrated with gender of respondents is

presented in the tables that follow.
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Table 4:3 Employees perception based on Work Procass

Responses
S.No. Work Processes SA A N D SD | Towl
1. F 44 42 12 6 1 105

Core Process

% 42% 40% | 11%| 6% | 1%| 100 %

2. Support Process F 46 50 13 16 7 132
% 35% 38% | 10%| 12% 5% 100 %

Regarding employees’ attitude in terms of the @re support process as we see in the table 4:3abov
82% of employees from the core process marked #dggeement and 7 % of employees have negative
attitude towards the implementation of the tool. e&Whwe compare the two categories the core and
support process the core process employees haiter@adtitude towards the change tool this implies
good as the core process employees are those wovikeo perform the main activities of the
organization and as well this part of the work &tbat have frequent contact with the organization
customers. And it is understood that quality antety services are expected much from this workeorc
as the BPR theories explain core business workensié provide high quality service within short ijper

of time to customers.

In the case of employees in the support processe W% of respondents from this group expressed
their positive attitude, at about 17 % of responslexpressed their negative attitude. In both ggpthe
core and support process employees’ almost equabau of respondents at about 10% marked the
neutral option. This also has some implicationn@sgoint of the research is attitude a behaviaratept

but it requires further study to identify the reaseach at a conclusion.
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Table 4:4 Employees perception based on Gender

S.No. Gender Responses

SA |A N D SD | Total

1. F 61 68 9 6 8 152
Male

% 40% | 45% | 6% 4% 5% 100 %

2. Female F 38 39 4 4 | ... 85
% 44% | 46% | 5% 5% 100 9

[=]

Demographic factors such as gender, age, incomek gperience are also that determine individuals
attitude to implementation of changes in an orgation. In terms the first factor gender women are
somewhat more likely than men tends to accept darghonal change and reacts quickly to
environmental dynamics, Martin (2006). Inverselyelxglains “...it may be, too, that men generally have
a greater tolerance for risk than do women and phage relatively higher value on utilitarian, cormgzh

to moral, goals”. Therefore it is good to see ttiguale difference if there is between the two sese as

to see employees related factor in the implementaif the change tool in the organization.

Regarding employees’ attitude in terms of gendema see in table 4:4 above 85% of 152 male
employees marked their agreement whereas 9 % sfdtoup have negative attitude towards the
implementation of the tool. When we compare the tategories 90% of 85 female employees have
positive attitude towards the change tool wher&asobfemale respondents has expressed their negativ
attitude by choosing the D option. However, no dras chosen the SD option from the female
respondents while there are 5 % of male respondemishas chosen this option. This implies good as
the number of female respondents in the studytismall and even though the number of female staff
general in the organization are attributed to tipgpsrt process.

Nevertheless, there is no significant differeneevMeen the views of male and female as evidenc#ukein
frequency distribution table above. This impliesder does not affect the attitude of employeehkén t
organization. Hence the implication of this findingnfirms that there are fundamental differences in
perception between the core and support processpoyees towards BPR implementation roughly in
the organization.

So from the overall result of this analysis it dainferred that the core process employees hater be
attitude towards the implementation of the charg® than the support process employees; whereas

there is no basic differences exclusively basedesder.
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Table 4:4 Employees perception based on Age Categor

S.No. Age Category Responses
SA A N D SD Total
1 F 11 8 1 | ] 20
<25 years % 54% | 40% | 6% 100 %
F 53 36 3 8 7 107
2. 25-34 years % 50% | 34% | 3% 7% 6% 100 %
F 45 43 5 7 | ... 100
3. 35-44 years % 45% | 43% | 5% % | ... 100 %
F ool | 4 3 3 10
4. 45-54 years % | e | el 40% | 30% | 30%| 100 %
e T e L O O R
5. 55 years and above % | e | e || e | | e,

As we see in the above table 4:4 many of the wor&ef in the organization is in the age group of325-
years. When we evaluate the attitude of this grtowards the implementation of the change tool more
than half percent that is 53% of employees in Hue group has marked the SA option and 6% of
respondents have selected the SD option too. liti@adB6% of this group has also expressed their
positive attitude by selecting the Agree optiontally 89% of employees in this group have positive
attitude towards the implementation of the charmgé in the organization. The other largest woricéo
next to the age group 25-34 is 35-44 age groups.oDthe total 237 number of the respondents 100
employees belong to this group. 88% of respondenits this group has got positive attitude towarus t
change group. What we haven't seen in the othempgono one has chosen the SD option from this
group. Even though the number of employees in ¢feegroup <25 years is small as it is compared with
the other group, 94% of employees in this groupehehwsen the A and SA options. It means that they
have positive attitude towards the change tool. Agnthe 10 people who are in the age group of 45-54
years and filled the questionnaire 6 people exprediseir disagreement and the rest became ne8tal.
we can’'t see any positive attitude towards the ghaool in this age group. From this data analyss

can infer that relatively the higher the age grdomot have positive attitude where as the smtiker
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age group has got positive attitude towards thenghaool. The reason behind might require further
study.

Table 4:5 Employees perception based on Educatiorelel

Responses
S.No. Education Level SA | A N D SD | Total
e T T pryeens
1 <10 th. Grade
0 O O A I R
F 6 6 | e | e 12
.| 1071042 % | 51% | 49% | ... | ...| ... 100 %
F 45 21 | ... 2 68
3. | College Diploma or 10+3 % 66% | 31% | ...... 3% | ... 100 %
F 69 49 9 14 6 147
4.| B.A or BSc. % 45% | 35% | 6% 10% 4% 100 %
Fo|... 7 1 1 1 10
5. | Masters Degree % | ... 70% | 10% | 10%| 10%| 100 %
e T T pryeens
6. | PHD % | ... TR ryeeees

The other issue of analysis related to individuadliable is whether level of education has influeone
employees’ attitude towards BPR or not.

When we see the employees’ attitude based oneHauation level in the above table 4:5 it is pdssib

say there is no attitude difference with respecedacation level difference. Among employees who
filled the questionnaire almost all or more tha®®6f employees from the three level of educatiorhsu
as 10'.- 10+2, college diploma and'1degree holders marked the SA and A options . iNagdeement
option is selected but the 3% of college diplomaleyees. When we see the professional groups, 80 %
of the first degree holder’s respondents have edpeir agreement towards the change tool. However
not small number that is 14% of respondents fromm gnoup has expressed their negative feelings.

Having this amount of negative response from thigig cannot be considered as simple as majority of
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the total respondents are from this group. In &ldisince the main working force of the organizati®
from this group, having the positive attitude oistiforce is crucial for implementation of any chang
tool. As the number of master’s degree holder’'sleyges is small as we see in the table above, ro on
has chosen the D and SD options except 8% of relgmis opt the N option.

Thus this result implies that scholars in the stddorganization do have positive perception to the
implementation of the change tool. Consequentlynftbis finding it can be concluded that employees
with higher levels of education in EAE show postattitude towards BPR.

Table 4:6 Employees Perception based on Work Expemce

Responses
S.No. Work Experience SA |A N D SD | Total

F 8 10 | e e |, 18

1. 0 to 5 years
% 45% | 55% | .... TR 100 ¢
F 62 44 11 15 | ... 132

2. 6o 10 years % | 47% | 33% | 8% | 12%| ... 100 %
F 26 21 10 8 | ... 65

3. 11 to 15 years % 40% | 32% | 15%| 13% ..... 100 %
Fo|...... 9 2 4 2 17

4. 16 to 20 years. % 53% | 15% | 22%| 10% 100 %
Fo|... 5 | ] ] 5

5. 21 and above years % | ... 100%| ..... | .co. | ... 100 %

The last, but not the least, item which is clasdifas an individual variable under the bio-datahef
guestionnaire is work experience. To understarglrtbtion the respondents are categorized in fivlkkwo
experience group. As the outputs of the frequenstyildution table above has shown, among the pasiti
attitude that can be seen in the first three gragpét be seen in the last two groups of work eignee.
From the table we can understand that in the dixpierience group 0 to 5 years even though the numbe
of participants is small in number all the partanps have expressed their positive attitude. Thersk

experience group, 6 to 10 years, which the numberspondents is large 80% (106 out of 132)
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responses show good attitude. In this group w80B% of respondents have expressed their positew vi

no one has chosen the SD option though there &eré2ponses in the option D. Generally employees in
this service year group have good opinion up orctiange tool implementation.

The second largest number of participant in tleysis the 11 to 15 years experience group. Lile th
previous experience group respondents in this gedsp haven't chosen the SD option. However, 11(
15%) of respondents have opted the N option . Baeggral in case of attitude taste may have its own
reason which requires further study to identify thet cause.

In the group of 16 to 20 years experience out efitii(100%) respondents 2(10 %) of employees express
their strong disagreement towards the change &mol,again as we see from the table no one hasrchose
the SA option from this group. In addition the lagperience group of 21 and above years experhce
the respondents have chosen the option A but tihebeu of respondents is quite small. Differences
among the various groups classified in the workeeigmce shows that the extent of views among these
various groups is not consistent towards BPR implaation. This finding led the researcher to the
conclusion that employees in the organization Isagmeificant perception difference exclusively based
their work experience. From the above analysis areaonclude that small years experienced employees
have positive attitude where as the long yearsrexpee workers in the organization do not havetpasi
attitude towards the change tool which lead taherstudy to find out the reason why this happened.

4.2.2 Analysisof Organizational and Managerial Variables

After discussing the individuals’ related variabla the previous topic, it is found appropriatedssess
how is the managerial and organizational factorselation to the implementation of the changd too
,BPR , look like in the organization.

To understand this issue the assessment mainlyddcan the extent of leadership commitment and
support from initiation up to implementation stagesel of communication strategies to employees in
the process of implementing the tool and the degf@m enabling environment as a result of thisigea
tool. To this end respondents are requested tdgedkeir opinion with respect to these three disams

which are classified as organizational and manabeairiables.

4.2.2.1 Leadership Contributions towards BPR Implerentation

Leadership contributions in terms providing theessary direction and support with the requiredllefe
commitment plays a vital role for overall achieverinén general and specifically for successful

implementation of an effective change program imganization. From its name the leadership may be
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judged in terms of work outcomes of the changeesthe success or failure of work outcomes might be
considered to be consequences of leader behautaging this in mind the questions distributed #mel

respondent’s opinion gathered from are presentddanalyzed below.

Table 4:7 the level of leadership contributions irthe implementation of BPR in the organization

Responses
Statements
S.No.
SA A N D SD Total
1. | The leadership takes the leading role| By 104 95 18 9 9 237
being example from idea initiation
stages of BPR implementation. % 44% | 40% | 8% 4% | 4% 100 9
2. | Employees are provided adequate F 107 111 | ... 18 | ... 237
training that can help them in 3 3 3 3 3
implementing BPR in their respective & 45% A% 8% | 100 %
assignments.
3. | The leadership support is consistently| F 92 100 24 14 7 237
available to employees in solving
problems encountered while % 39% 42% 10% 6% 3% 100 %
implementing BPR.
4. | The leadership uses a pull approach inF 100 76 24 38 | ... 237
making employees accept BPR
initiatives. % 42% 32% 10% 16%| ...... 1009
5. | The leadership involved employees fromF 114 66 14 31 12 237
the beginning up to the implementation
phases of BPR. % 48% 28% 6% 13%| 5% 100 %
6. | The leadership is providing credit to F 95 90 24 12 | ... 237
employees’ contribution in implementing
R P 1% 40% | 38% | 17% | 5% | ... 100 %
7.| The leadership of the organizationis | F 111 71 38 17 | ... 237
providing due attention to sustain the
implementation of BPR through % 47% 30% 16% % 100 ¢
continuous follow up and feedback.
F 103 87 20 20 7 237
Cumulanveravenage % |43% |37% |8% |8% |4% |100%
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When we evaluate the leadership commitment and sstipp the implementation of BPR in the
organization from the respondents opinion in theeta:7 above the cumulative average shows that the

leadership of the organization have played itsiteatble well in the change process because 80&#teof

respondents have expressed their positive opilmeards this idea even though 12 % of the resposdent
have expressed their negative opinion. When wehseeases specifically we can say that the leagersh
has played well its role in terms of providing ada®g training and building employee’s capacity and
make ready for the change. More than 90% of respursl response assures this point. Regarding
problem solving roles of leadership, 81% of respgon@ opinion shows positive attitude where as 8f%
respondent’s response shows negative. This is Ioegreed in the other points of the leadership role.
Therefore, possible to say the leadership rolelims solving problems in the change process mag hav
got some limitation. The other point presentedha tjuestionnaire to see the leadership role in the
change process is how the leadership role in makmngloyees involve in the change process is. Like i
the previous case here also 18% of respondents égwessed their negative opinion even though
around 76% of them have positive opinion to thenporherefore here also the leadership commitment
and support has got some limitation in terms of\aig employees in the change process.

Regarding providing credit to employee’s contribatin the change process and providing due attentio
and undertaking the required follow up more tha% 48 respondents expressed their positive attitade
the leadership where as at about 5% of respon@eptessed their negative attitude. Generally spegaki
from the above analysis we can conclude that thdeleship role and support which is critical assit i
mentioned in the literature review part in the iempentation of BPR in the organization as per
employees opinion is very good and beyond satisfact

Likewise according to the interview made with thedde management group and the change
management technical team, the commitment of lsagein sustaining and keeping the momentum of
the change was encouraging and good efforts wede rmspecially from the top leadership and from the
middle to some extent. During the implementatioaggh standards and procedures were developed and
communicated to employees and the study documeats vgsued and the required trainings were
provided to all employees to create awareness.dtiitian to this the implementation phase was
undertaken with the required level of control amgbport through proper monitoring and evaluation
mechanism in weekly bases. The implementation phase carried out through implementation plan

strategies and the overall change process was gagpday an independent professional advisory team.
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From these quantitative and qualitative resultsait be concluded that all respondents have common
understanding towards leadership commitment angatiin the process of implementing BPR in the
organization. And of course this does not meanttimateadership has reached its maximum potemtial i
supporting the change process as there are somedigre shown in the respondent’s opinion reftecte

in the table 4:7 above.

4.2.2.2 Communication and Awareness Creation Stratges

The level of communication and awareness creatrateglies in the implementation of the change itool
the organization is the other point of analysisamthe organizational and managerial factors of thi
study. So this section presents and discussesttihgda of respondents towards this variable inrthe
organization, EAE in the implementation of BPR.imifar to the other variables presented so far, an
attitude scale is used and respondents are askedwinle their level of agreement or disagreemeithée

levels of communication strategies to employeesthen views are analyzed quantitatively.

Table: 4.8 the extent of communication to employees the implementation of the change tool.

S.No. Statements Responses
SA |A N D SD | Total

1. | Training and awareness programs created 109 | 104 | 24 | ..... 237
clarity about the purposes and needs| of
imp'ementing BPR. % 46% 44% 10%| ...... e 100 %
2. | There has been a clear channel of F 71 135 | 12 12 12 237

communication about BPR implementatiog 0 5 0 0 0 0
across the organization. 7 30% | 57% | 5% | 5% | 3% ) 100%

3. | This organization always attempts to F 45 123 | 24 38 7 237
identify problems and challenges in
implementing BPR and communicates tg % 19% | 52% | 10%| 16% 3% 100 %

employees accordingly.

4. | The organization tries to share best F 95 81 24 24 13 237
practices among employees about BPR % 20% | 34% | 10%| 10% 6% 100 %

implementation.
F 80 111 |21 19 8 237
% 34% | 47% |9% [8% |3% | 100 %

Cumulative Average
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When we see the respondents’ response in relatidn the communication and awareness creation
works in the organization, in terms of creating eem&ss through trainings has been done well because
90 % of the respondents approve this by expressiag positive opinion. Moreover, choosing the
appropriate channel to communicate the changeigadso done satisfactorily as per the respongbeof
respondents though there are 8 % of negative apimore than 85% of responses depicts positive
opinion of employees. However, from the points rtseassess the communication aspects relatively

significant number of respondents’ response depietgtive opinion towards communicating of

problems and challenges while implementing the ghaools. That is around 19% of respondents has
expressed their negative opinion where as 10 %irenmeeutral. The same is true for how is the sigarin
of best practices among employees in the implertientaThat is at about 16% of responses show
negative opinion while 74% of responses depicipibstive one. To sum up when we see the cumulative
average figures more than 80% of the responses #iepositive opinion of respondents while 10% of
the figure is negative opinion and the rest aro8%dof the average response is neutral. Based en thi
figure we can conclude that the level of commumicato employees in the implementation of BPR in
the organization is satisfactory so employees efdiganization have well communicated and are aware
of the change tool.

Moreover, from the interview and technical groupcadission it is found that the organization has
implemented different communication strategies gisitechanisms such as Microsoft outlook, weekly
report by employees, periodic meetings, orientaéiod training to create awareness & develop common
understanding on the change tool.

In addition some employees selected from differé@partments attended a forum for exchanging
information organized by government body in the lengentation of the change tool. Despite these
efforts, most of the participants in the discusgpointed out that, employee mobilization works ao¢

as their expectation.

Similarly there are times where the monitoring amdluation endeavors become highly tightened and in
some cases loose. Therefore it is concluded thadwegh variations in some responses are observed, t
overall attempt to communicate the change tool yapgl different strategies is good in view of the
majority of respondents.
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4.2.2.3 Availability of Enabling Environment.

The other organizational variable classified as thed major issue is establishing an enabling

environment for the change process. The concephabling environment in sustaining a change tool

implementation including BPR is discussed in therditure review part. To this end, the followingtpa

discusses the attitude of respondents towards uhigble in the implementation process in the

organization. Therefore, in relation with this \&dalie, how is the respondents response for the iqunest

presented in the questioner and its analysis angded as follows.

Table 4.9 the availability of an enabling environrent for proper implementation of the change tool n the

organization.

S.No. Responses
Statements SA |A N D SD | Total
1. | There is a positive relationship among 95 100 | 22 20 | ... 237
organizational members in the process of
|mp|ement|ng BPR % 40% 42% 10% 8% ...... 100 00
2. | BPR has helped this organization to have F 83 118 | 12 12 12 237
clear systems, processes and procedures
with a reasPnabIe balance between % 35% | 50% | 5% 504 506 100 %
employees’ empowerment and
safeguarding of organizational resources.
3. | This organization has successfully F 52 118 | 23 23 21 237
supported BPR with information
technology which speeds up daily % 21% | 50% | 10%| 10%| 9% 100 %
operations.
4. | The organization has created the platformF 81 103 | 15 23 15 237
for proper identification and solving
problems encountered in implementing | % 34% | 44% | 6% 10%| 6% 100 %
BPR.
5. | The implementation of BPR has enabled B© 95 81 15 23 23 237
S'jr?éfgté?;e good performers from poof —— 755349 | 6% | 10%| 1094 100 %
6.| The implementation process was supportedF 71 47 28 45 16 237
by appropriate systems of motivational
s?;/hep:ﬁespﬂl)r bet%/er performan(!\é. | % 30% | 32% | 12%| 19% 7% 100 %
F 82 97 19 24 15 237
Cumulative Average
2 % | 35% |41% |8% |10% |6% | 100 %
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Respondents’ response on the availability of amkmgaenvironment in the organization as we sethén
table 4.9 above more than 75% of the respondesggonse from the cumulative average shows positive
opinion. However, not small number of response$ sigcaround 16% of responses shows the negative
one. Among the items listed to evaluate the avaitalof an enabling environment in the organizatio
82% of respondents’ responses expressed theinygospinion where as 8% marked the option D and
there is no SD for the item whether there is gaddtionship among members of the organization ér no

From the figures we can say that there is goodioelship among members such as department, units,

teams and even individuals in the organization.if@good relationship among change players in the
change process is critical in an organization agh requires effective team work and integrat®iit a

is mentioned in the literature review part. For iteen to see the role of the change tool in teris o
establishing good systems, having workable poliares procedures and empowering employees 85 % of
respondents has expressed their positive opinignhbre even though the amount is small 5% of
respondents’ response show SD. This implies thatBRR undertaken has brought good system and
created suitable working environment in the orgatian. However, in relation with the use of
information technology in supporting the changecpss as per the figure observed in the table though
71% of responses show respondents positive opit®éa of responses which can’ be seen in the other
items show negative opinion. This implies that thange process has got limitation in terms of being
supported by the required information technologwt Bl is one of the major critical elements in
undertaking BPR in an organization.

The other item used to assess the enabling enveonfar the change is creating plat form to identif
and solve problems encountered in the implememigirocess. Here also even though around 78% of
responses show positive opinion at about 16 %etdlal response depicts negative opinion. In teyms
identifying and solving problems the figure impliat there is some sort of limitations.

So from this quantitative analysis it is indicatdtht there are no independent organizational and
managerial factors which are exclusively relatedthe enabling environment variable. And it is
concluded that although some respondents have lewelror neutral view towards the availability ari
enabling environment gained from the change toplémentation, almost all employees who are either
from the core or support processes have commornrstadeing in the BPR implementation, and this is

an indication of good efforts in the organizatiorakling environment.
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With regard to an enabling environment the infoioragathered in the interview confirmed that thisre
lack of explicit and formal performance based mation system applied or available for effective
implementation of BPR in the organization. Thisldduave a negative impact on the sustainabilitthef
change tool. However, it is also mentioned by sofnihe management team members in the interview
that the motivation scheme which is under study bl finalized and implemented soon so the problem
might not stay for long.

Thus these results of quantitative and qualitatindings imply that there is no significant perdept
difference between respondents towards an enadfimgonment variable. And this condition implies

and also leads to generalize almost all employédheoorganization have common understanding in
these managerial and organizational variables.

Finally, we can conclude that despite the fact Huahe or far below the average views’ of resporglent
have negative view, and some of the specific casastioned in the analysis which have some actual
limitations the organizational and managerial fextohen they are evaluated at organizational lawel
found to be satisfactory and the attitude of empésyregarding the implementation of BPR is verydgoo

in the organization.
4.2.3 Analysis of Other Related Variables

Subsequently in order to comprehend the concernndi/idual and organizational factors affect
employee’s attitude in the implementation of tharge process respondents are requested in the open
ended part of the questionnaire to provide theiniops about the major problems and challenges thei
organization faced in implementing BPR. The opeteenquestions are focused on what key problems
and challenges are being faced; why these probéeenpertaining and what should be done to alleviate

these problems.
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Table 4.10 Respondents view on key problems and dlemges

S.No. Major Themes Respondents | Percentage| Remark
Number
1. | Competency gap of employees 285 %
2. | Implementation problems 2084%
3. | Lack of coordination and integration 1826%
4. | Reluctance and resistance of employeegs 2%
5. | Others ( different cases) 2D %

According to table 4.10 above, the largest portibthe figures 205(86%), which is most repeatedtigcc
theme is competency gap of employees. This shoatdhk critical problem in implementing BPR in the
organization is related with having the required! sihd knowledge up on employees. This problem
might be existed due to lack of having proper awase creation sessions using different mechanisms.
On the second place next to this theme is impleatient problem which has 200(84%) of the total.
When we evaluate and analyze the kind of this implatation problem, it has close relationship wité t
competency gap. The implementation problems coxilst due to lack of technical skill on performers,
lack of working manuals and shortage of appropriitection and follow up. Lack of coordination and
integration is the other point raised as a proltgmsome respondents at about 182 (76%) of resptsden
have mentioned this as one of the possible prohlenthe implementation of the change tool.
Respondents have also mentioned some points relatiedeluctance and resistance of employees even
though this point is not stated by many of the oesients. As we see in the table above 22(9%) of
respondents indicated this as the possible proldsmployees’ resistance and reluctance may be caused
due to the other reasons mentioned by many resptstliee competency gap of employees and some
implementation problems mentioned above. Emplouseslly get reluctant and become resistant if they
lack competency up on something then lose intefésrefore the reasons mentioned by respondents are
interrelated each other. Then other issues likk tddransparent evaluation mechanism, lack of kqua
pay for equal jobs, and problems of resourcesnputi allocations has got 21 ( 9 %) of the total

response.
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This implies that although there is encouragingulissin terms of employees’ attitude towards the
implementation of the change tool in the organarastill a number of 22(9%) opinion of reluctancela
resistance cases require further study to anahgeoot causes.

Next to identifying the key problems and challengealyzed above respondents are requested to gropos
solutions of their own to alleviate the problem&yhhave already mentioned via the open-ended

guestionnaire, and the result of this questiomumsrearized in the following table:

Table 4.11 Respondents view on possible solutions

S.No. Major Themes Respondents Percentage| Remark
Number
1. | Sufficient training and awarenegs 198| 84%
creation program
2. | Alignment of incentives 190| 80%
3. | Appropriate technical support by subject 132| 56%
expertise
4. | Continuous monitoring and follow up 34| 14%
during implementation
5. | Establishment of good system 323.5%

As we observe in the above table 4.11 the sumnTfaityeorespondents opinion in the open ended part of
the questionnaire 198(84%) of respondents proptisatdproviding sufficient training and awareness
creation are the possible solutions to alleviategtoblems mentioned by them. As the second pessibl
solutions proposed by the respondents is alignmwieintcentives. 190 (80%) of respondents proposid th
as solution to alleviate the problems. These twads are very critical or have got strong impaacinup
employees’ attitude in the implementation of chatay# in the organization. Application of appropea
incentive mechanism motivates employees to undetstéand perform much and go along with the
required momentum in the change process. Evenéanatiove analysis of table 4.9 above we have
observed that for the point that used to assesshehe¢heimplementation process was supported by
appropriate systems of motivational schemes or28o% of respondents expressed their negative apinio
This confirm that the implementation process hatsspme sort of limitation and is possible to say the
organization need to work differently in terms afpporting the process with appropriate incentives

mechanisms.
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Sufficient training and awareness creation progisihe other point proposed as a solution to etev

the problems mentioned above. As we see from thée tehis point is also proposed by many
respondents. But this idea might be contradict withilar idea in the other part of the questionmair
Respondents have already given positive opiniohish@0% for the question that asks if the trainamgl
awareness programs given to employees createtiya@out the change process. However, we can’'t say
there was lack of training and awareness creatiograms; it is obvious that having additional thagn

and capacity building sessions in the organizatmmre clarify ambiguities if there is and capac#ate
employees for better implementation of the changegss.

Acquiring technical support from subject matter extp is the other point raised as a solution fer th
problems. 132 (52%) of the total respondents pregdkis idea as a solution. An advisory or consglti
team in the implementation of BPR is one of theié®avith others like steering team and technicaine
required in the governance structure of BPR impleing organization So it is rational to have an
experts power to solve problems like competency gag implementation problems indicated by
employees in the previous table.

Continuous follow up and establishing good system the other points proposed by respondents as
solutions to alleviate the problems. These two goame proposed by almost equal number of people.34
(14%) and 32 (13.5%) respectively of the total cegfents proposed these solutions. The points ssich a

having a continuous follow up and establishing gegstem is naturally interrelated each other.

Establishing good system means it is having a sBystE monitoring and follows up, a mechanism of
solving problems and providing immediate solutiang having appropriate policies and procedures etc
The information gathered from the interview is atecognized these points assertively. A continuous
capacity building programs to employees, havingoasalting body on technical matters and a close
monitoring and follows up are the issues raise@lbynterviewees repetitively as solutions to miraen
problems and increase the attitude of employeeartsvimplementation of any change tools including
BPR in their as well even in other organizations.

To sum up continuous monitoring and follows up natdms, equitable incentive system, capacity
building programs, having a consulting body forht@cal issues and establishing good supporting
system are the organizational and managerial blasathat affect the attitude of employees in the

implementation of the change tool in the organdrati
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@GRTER FIVE

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

This chapter presents the summary of the majorirfgsd of the study, conclusions and possible
recommendations based on the analysis and intaetjpretof the data that are collected through
guestionnaires, interview, and group discussidhg. attitude of employees towards the implementatio

of BPR in the Ethiopian Airports Enterprise.

5.1 Summary of the Major Findings

This study attempted to investigate the attituderaployees towards the implementation of BPR in the
Ethiopian Airports Enterprise (EAE). The study pdms the management of the organization and other
concerned bodies possible policy recommendatiorss @mange management tool implementation
methodologies based on the findings. Thereforelpdithe management of the organization not only to
inform about current employees’ attitude towardsRBifplementation but also to decide on future
directions and planning activities of reform effortndertaking in the organization in general anouab
BPR implementation in particular. Moreover othevgmment organizations which are engaged in BPR
and other change management tool implementation afsy learn from these findings and inculcate

important lessons onto their specific contexts.

Regarding Individual Variables on Attitude of Employees.

= The collected primary data from employees throdghdurvey questionnaire indicated that majority
76% of the respondents have expressed their agnegeme the scale and this shows employees of the
organization have positive attitudes towards thelementation of BPR in the organization. Having
larger amount of employees positive attitude towatee implementation of a change tool specifically
BPR which require the involvement of all in an origation is a good opportunity for the organization
implement its strategy successfully.

= Furthermore, in the analysis of employees in thekvpmocess as core & support process since this
classification is basic in the concept of BPR,sitdiscovered that the core processes employees have
higher or better positive attitude than the suppostesses employees. Having greater amount afiyesi
attitude in the core staff is remarkable in thelgngentation of BPR as the core staff employeesrane

responsible to accomplish the mission of the ozgtiun.
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= Regarding employees’ attitude in terms of gendeerd is no significant difference between the
views of male and female employees in the impleatent of BPR in the organization. As the matter of

fact it can be possible to say that gender doesaffett the attitude of employees in the organarati

= Employees attitude in terms of age group the agam@5-34 in which many employees belong to
have higher positive attitude towards the impleragom of the change tool than the other groups.
Employees from the second largest group, 35-44gageps, has got positive attitude next to the first
group. Though the number of employees in the agepgof 45-54 years is small as it is compared with
the other, employees in this age group do not hpoaitive attitude towards the change tool in the
organization.

= It is also ascertained that employees in the orgdion do not have significant attitude difference
towards BPR implementation based on education&rdiices. More than 90% of employees from the
three level of education such as"t@0+2, college diploma and'ldegree holders have positive view
towards the change tool. Significant number ofgghefessional groups, first degree holder employeess
replied their agreement towards the change toolisTihis result implies that scholars in the studied

organization do have positive perception to thel@mentation of the change tool.

= The other individual variable under the bio-dafatlre study is work experience. The second
experience group, 6 to 10 years experience, whashdrge number of workers in the organization show
higher positive attitude than the others work eigrere group. Having positive attitude in this expece
year’s group is critical and essential for the aigation as the group is the largest group andrnpiaiéy

sufficient group as their experience in the orgatan is small as compared with the other groups.

= The second largest experience group in the orghoiz, 11 to 15 years experience group, is the
second work experience group which show positiéude towards the implementation of the change
tool nextto 6 to 10 years experience group .
When we summarize the above findings in generall@yeps’ attitude gets lower as their experience
gets higher in the organization. That is might be tb fearing of losing jobs or positions since BBR
change tool that brings a radical and fundamefhi@hge in an organization.

However, the number of employees is getting éssthe experience is getting higher. Thereforearit

be said that the largest working force in the oizgtion has got positive attitude towards the
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implementation of BPR which is desirable for gegtthe intended result out of the implementatiothef

change tool.

Regarding Variables Related To Organizational and Mnagerial Factors.

After the analysis of individual related variabl@&smakes sense to know that how organizational and
managerial related variables affect employeedualti towards BPR implementation in the organization

The following findings are determined from the istigation in relation to this variable:

= In general, it is found that the leadership comraitirand support the implementation of the change
tool in the organization is good. The leadershipheforganization has played its leading role wethe
change process.

= The leadership role in terms of providing adequedaing and building employee’s capacity at the
time of implementation is very remarkable as icasnpared with other roles like solving problems and
involving employees in the change process.

=Solving problems during implementation of the charigol have been done better than involving
employees to the required level in the change gsoc&herefore, making employees involve in the
change process require much effort to be done iwelie organization from the leadership perspective
=  Likewise, the commitment of leadership in sustagnand keeping the momentum of the change
was encouraging and good efforts were made espefiam the top leadership than from the middle

level.

Regarding Variables Related to the Extent of Commuication to Employees

The extent of effective communication to employedsring the implementation of BPR in the

organization is found to be very satisfactory.

= In terms of creating awareness through traininggehaeen done well moreover, choosing the
appropriate channel to communicate the changad@d$o done satisfactorily

= Regarding communicating of problems and challengbde implementing the change tool, by

applying different communication strategies usinechmnisms such as Microsoft outlook, weekly report
by employees, periodic meetings, orientation armhitng to create awareness & develop common

understanding on the change tool have been unéertakthe required level . This implies that the
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communication aspect has been addressed well iordenization. That is why the employees have

positive attitude in general towards the changé too

Regarding Variables Related To Enabling Environment

In relation with the availability of an enabling\@monment in the organization, generally the orgahon

has created conducive and enabling environmenthfiayees in the implementation of the change toll i
the organization.

= |t is assured that there is good relationship anmaegbers of the organization such as department,
units, teams and even individuals in the orgarozrati

=  The management has played significant role totereaabling environment in terms of establishing
good systems, having workable policies and proedand empowering employees. However, in
relation with the use of information technologysupporting the change process, the change proeasss h
got limitation and not possible to say the processeing supported by the required information
technology system.

= With regard to creating plat form to identify armlv& problems encountered in the implementation
process, much effort has been exerted and significd@ange has been achieved. However, the process
lacks sustainability throughout the implementatdithe change tool due to lack of effective empésje
involvement.

= Moreover, the information gathered in the intervieanfirmed that there is lack of explicit and
formal performance based motivation system apmlrealvailable for effective implementation of BPR in

the organization.

Regarding Variables Related to Institutional Factos

= The other related factors that affect the implemigoh of BPR in the organization is competency
gap of employees reflected at various level uprapleyees in the working process. The implementation
problems has existed due to lack of technical skilperformers, lack of working manuals and shyeta

of appropriate direction and follow up.

= The implementation process has also encounterdalgons on having sufficient coordination and

integration activities. Organizational change alsvegquires the mobilization of everybody in the
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organization and this again requires proper coatthn and integration among members in the
organization so that the involvement of all couddrbcognized and utilized to the required level.

= Providing sufficient training and awareness creatave the possible solutions to alleviate the
problems existed in the implementation process.adidition application of appropriate incentive
mechanism motivates employees to understand arfdrpemuch and go along with the required
momentum in the change process. In respect to angentivesthe organization needs to support the

implementation process with appropriate incentimeghanisms.

5.2 Conclusions

Having large number such as%6of employees’ positive attitude towards the impdatation of the
change tool in the organization shows there is sddaguable situation for BPR in the organization. In
addition, even though the attitude of employeesato® BPR implementation in the organization is
satisfactory, it can be concluded from the findirtigat its sustainability is being affected by vaso
individual as well as organizational and managdaedors. The implications of these specific fastand

the conclusions are presented below:

> In terms of organizational set up core process eyagls have better and positive attitude than
support process employees towards the changengbéimentation in the organization. And this
implies good for the organization as the core pgeamployees are the main working force that
accomplishes the overall mission of the organizaéind again the larger number of employees in
the organization.

» Since, there is no significant difference betwdsm Yiews of male and female employees; it is
possible to conclude that gender does not affecattitude of employees in the organization.

» Age affects employees’ attitude towards the chdaagkto some extent. As the age increases the
attitude has become negative but as well the nummbemployees gets lower. The early age
workers have better attitude than the late empoyeée organization

> It is also ascertained that educational differende not have significant attitude difference

towards BPR implementation in the organization.
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Similar to age of employees, work experience of leyges affects attitude of employees toward
BPR implementation in the organization. Employeekose experience is small in the

organization have shown positive attitude whilesthavho have long years experience haven't.

The leadership commitment and support in the implgation process of the change tool
,BPR, in the organization is high and though treeesome limitations in the lower level and in

the middle level to some extent due to lack ohiecal skill .

The level of communication to employees in the enpéntation of BPR in the organization is
very satisfactory so employees of the organizatiave well communicated and are aware of the
change tool.

The communication and awareness creation sessiens varried out by applying different
communication strategies using mechanisms such @sod6ft outlook, weekly report by
employees, periodic meetings, orientation and ingirto create awareness & develop common

understanding on the change tool.

Respondents’ response on the availability of arblema environment in the organization more
than 75% of the respondents’ response from the laime average shows positive opinion.
However, not small number of responses such amndr&6% of responses shows the negative
one. With regard to an enabling environment thermftion gathered in the interview confirmed
that there is lack of explicit and formal perforrarbased motivation system applied or available
for effective implementation of BPR in the organiaa. This could have a negative impact on the
sustainability of the change tool.

Lack of having the required skill and knowledge ap employees on the change tool,
implementation problem such as lack of working nasulimitations in terms of coordination
and integration and to some extent resistance qfilaymes are some of the points raised by

respondents as problems of effective implementaifdhe change tool in the organization.

Providing sufficient training and awareness creatjgrograms, alignment of appropriate

incentive mechanisms, acquiring technical supporhfsubject matter experts, continuous follow
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ups and establishing good system are the possiilgians that forwarded by respondents to
alleviate the problems existed and upraise empyattitude in the implementation of the
change tool in the organization. Application of apgiate incentive mechanism motivates
employees to understand and perform much and gayalith the required momentum in the

change process.

To sum up, employees of EAE have good and posdtitiide in general towards the implementation of
BPR in the organization. However, factors such asniy individual, managerial & organizational
negatively affect the attitude of employees in tbeganization. Moreover, critical issues like
communication and awareness creation programs, lizetlwn and close follow-ups, ensuring an
enabling and motivating environment through incegimechanisms as well as capacity building issues
need to be enhanced in the organization so as toebefited much from the implementation of the

change tool .BPR, and satisfy more all stakeholdetise enterprise.
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5.3Recommendations

Following, from the analysis, findings and conctus undertaken yet, some general as well as specifi
and fundamental policy recommendations are provatetl presented. Hopefully, the recommendations
are helpful for effective implementation of the nbe tool so that the management of EAE and even
other organizations may take care of it. It is olg that there are some things identified in tlelyst
which require reconsideration in the implementapoocess as evidenced by the findings. In lighthef
findings the recommendations are categorized iafmcity building through training and development,
process consultation, establishing appropriate m@aree structure, establishing enabling environment

and collaboration and coordination .

Capacity building through training and development:

v In order to tackle the indicated competency gapmdifzidual employees and leaders, the EAE
management in general but the human resource geweltt section and the organization change
and reform unit in particular have to pay due ditenand work together to capacitate employees
with the necessary skill and knowledge about BPRwan other change management tools that
could be implemented in the organization in theifeit This should be implemented through well
organized and designed system in collaboration wigianizational reform oriented institutions to
newly recruited and existing employees as welliisrdnt level management leaders. This must
be applied through proper identification of indiwad gaps, design of intervention, delivery and

evaluation of outcome.

v' EAE management has to be strictly serious in intcotj BPR to newly employed employees
during induction programs and arrange separateitigaprograms on this and even other change

tools to make them aware about and involve themedgtin the change process.

Process consultation:

v' The capacity building program and the organizaiaeform programs should be undertaken
with support of technical professionals who are #subject matter expertise experienced in
consulting different organizations better if acguaxperience in the sector. Process consultation

is the appropriate consultation method for orgaroral reform programs specially in conducting
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BPR in an organization. In process consultationhogttthe subject matter expertise or the
consulting team undertake its consultation by wagkiogether with the technical team of the
organization that carry out the change processhéndrganization. Such type of consultation
process is appropriate to EAE to minimize the caempey gap of utilizing the change tool by
employees and avoid the implementation problemdhatbe existed during the implementation

process.

Establishing appropriate governance structure:

v Establishment of good system in the implementapiatess like having governance structure of
its own for the implementation of BPR in the orgation which is out of the regular operation or
day to day activities and implementation plan amae of the systems need to be established. The
implementation plan serves as a road map for uakieg the change process. While preparing
the implementation plan implementers will have thance to see the possible challenges and
problems that come across in advance so that theypcepare alternative ways of action as
remedy. The implementation plan provides informat@bout the resource required for the
implementation, period of time for testing, meclsam for monitoring and evaluation and

responsible bodies for specific activities.

Establishing enabling environment:

v' Administrative interventions are those activitied afecisions taken by the top executive to
alleviate the observed problems and challengeststegtep in the short term. Problems observed
in communication and mobilization especially theseire of an enabling and motivating
environment needs urgent decision. These decisinag relate to the review of existing

remuneration and providing new motivating incensedemes in the organization.

v EAE management has to play its role in mobilizingptoyees in the organization through
arranging workshops, forums and conferences wiereneanagement members and all other staff
in the organization participate. Such types of regeaments are critically important to create
learning opportunities and problems solving mecbasi that can be shared among the
community of the organization. Moreover, such agenents can facilitate the initiation of

directions to be taken by the higher governmentiaft.
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v' The top leadership of the organization must stieemgtits support and follow up sustainably to
keep the momentum of change consistently. They teeckate followers both at the middle and
lower level who are passionate to realize the dives of changes implemented in the
organization. They should attempt to lead the cadngm top to bottom approach by practically

visiting actual situations, encouraging good penfers and exchanging feedbacks.

Collaboration and coordination:

v All the core business unit and other support precests in the organization should work together
collaboratively with the change and reform unit gbhis the most responsible unit to introduce
and implement change management tools including BRRe organization. Since implementing
organizational change requires the mobilizatioalbin an organization the collaborative effort of
the involving units is critical in the organization

v" The change and reform unit should coordinate trengh process by providing the necessary
support in terms of designing mechanisms and sfiegeand employing the required monitoring

and follow up.
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Annexes

Annex-1

A survey Questionnaire for EAE employees

The purpose of this questionnaire is to gather datathe study ofemployees’ attitude on BPR
implementation. The findings of the study will serve as an inputitgprove BPR implementation
process in your organization. So we kindly request to respond to all questions honestly and to the
best of your knowledge. We strongly confirm thatiyoesponses will be kept confidential. Finally, we
would like to thank and appreciate, in advanceytar kind cooperation and filling the questioneair
Instructions :

"1JNo need of writing your name in the questionnaire.
‘1Before you try to answer the questions, please caeefully and understand them well.

"10JTo indicate your responsplease tick (1) on the appropriate box or write on the space proded
that most closely represents your opinion.

Part One: General Information

1. Name of your Department/Process you are currerhkivg in

2.Your Current Title/Position

3.Gender:[1[1Male [I[/Female
4.Your Age:[1[1< 25 years 11125-34 years11135-44 years!1[145-54 years 1> 55 years
5. Your Highest Educational status:

[111< 10th Grade 1[110th — 10+2 1 ICollege Dipl. or 10+3 ][ 11st Degree
‘1[JMaster’'s1[1PhD

6. Your Total Work Experience in this organization:

[1110-5 years 1116-10 years1[111-15years
[11J16-20years 1121 years and above
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Part Two: Perception of employees ab&PR implementation

7. Please indicate your level of agreement or disagese on the following statements. While
respondingircle your answer from the alternatives given in theddiglow.
Strongly Agree =5 Agree = 4 Neutral = 3 Disagree = 2 Strongly Disagree = 1

7.1 The initiative of implementing BPR by governrhen SA | A N D SD
organization is primarily to improve the efficienapd 5 4 3 2 1
effectiveness of civil service institutions

7.2 As a result of implementing BPR in your orgatian,
empowering the employees is the right action tdifate
decision making

7.3 BPR is an appropriate tool to solve the problemseotice
delivery in this organization.

7.4 BPR is an appropriate intervention to serve citzetth better
speed, quality and cost.

7.5 Employees in this organization have shown a seheeneership
to BPR implementation

7.6 The leadership of this organization has shown aeseh
ownership to BPR implementation.

7.7 | The implementation of BPR is an essential toohiprioving the
measurement and management of performance in this
organization.

7.8 The perceived importance of BPR is getting improbed
employees from time to time.

7.9 In this organization, implementing BPR does notehan impact
on employees’ job security.

7.10| The Government should work to sustain BPR for there.

8. In your opinion, how is/wake level of Leadership Commitment and Supporto implement BPR
in your organization effectively? PleaSe&cle your answer.

8.1 The leadership takes the leading role by bexagmple SA | A N D SD
from idea initiation stages of BPR implementatiorthis 5 4 3 2 1
organization.

8.2 Employees are provided adequate training tnatelp 5 4 3 2 1
them in implementing BPR in their respective assignts.

8.3 The leadership support is consistently avaslabl 5 4 3 2 1
employees in solving problems encountered while
implementing BPR.

8.4 The leadership uses a pull approach in malkimg@yees 5 4 3 2 1

accept both BPR initiatives.
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8.5 The leadership involved employees from the begmoinup 5
to the implementation phases of BPR .

8.6 The leadership is providing credit to employeesitabution 5
in implementing BPR .

8.7 The leadership of the organization is providinge dttention 5
to sustain the implementation of BPR through camius
follow up and feedback.

9. Extent ofCommunication to employeesowards implementing BPR.
Please indicate your level of agreement or disages¢ on the following statements. While respondimge

your answer from the alternatives given in theddiglow.

9.1 Training and awareness programs created chribyt the SA | A N D SD
purposes and needs of implementing BPR 5 4 3 2 1
9.2 There has been a clear channel of communicabonot BPR | 5 4 3 2 1
implementation across the organization.
9.3 This organization always attempts to identifgtgpems and | 5 4 3 2 1
challenges in implementing BPR and communicates to
employees accordingly
9.4 The organization tries to share best practossng 5 4 3 2 1
employees about BPR implementation.

Availability of anenabling environmentfor proper implementation of BPR in the organizatio

10. Please indicate your level of agreement or disageee on the following statements. While respondimgle

your answer from the alternatives given in theddiglow.

10.1

There is a positive relationship among organizatiomembers
in the process of implementing BPR .

SA

10.2

BPR hase helped this organization to have cledesys
processes and procedures with a reasonable bdlatweeen
employees’ empowerment and safeguarding of orghoizd
resources.

a1l ol

INFNIBN

wlw| 2

NN O

10.3

This organization has successfully supported BP&jepts
with information technology which speeds up daily
operations.

10.4

The organization has created the platform for bl
identification and forum for solving problems enntered in
implementing BPR

10.5

The implementation of BPR has enabled to diffeegatgood
performers from poor performers.

10.6

The implementation of BPR is supported by appropsgstems of | 5

motivational schemes for better performance.
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Part Three: Attitude of Employees towards the MajorFactors that influence
the implementation of BPR .

11. What are the major problems and challengeshgwe noticed on employees of this organization with

regard to the implementation of BPR?

13. Please write again the possible solutions oemedies to take that you propose to alleviate the

problems and challenges you mentioned above.
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Annex-2
Interview Guiding Questions .

1. 0000 00000000 000000 0000 000 000 00000 000 (BPR

.......?

> o000000 oo oo o000 ....?
> 000000 00 000000 ....?

2_ 000000 0000 000 000 00000 000 0000 000000 000000

000000 0000 0000 000 0000 0000 ?
> 0000 0000 o0 o0 o0 00
> 00000 000 00000000 000000 ?

> 000000 000000 0000 0000 0000 00000 /...... .../ 00

3. 00000 00000 000 0000 o000 00

(IYTT A TYTY ) (Orgar"zed MObI|I2atI0nS) o000 coooooe

3> eee sese see oooe ?
3> eeeess ceeee (o0 see soseece o)
> 000000 0000 000000 000 000000 .

4_ 00000 00000 000 00000 0000 00000 000000 00000 o0

0000 000000 00000 0000 0000000 ?

5_ 00000 00000 000 0000 00000 0000 0000 ...../.....

> 000000 000000 0000 0000 00000 00000 0000 0000 0000
6_ 000000 00000 000 0000 0000 000 00 000000 000000

0000000 ?

> 00000 000 0000 ?...... 000 000

7_ 000000 0000 000 0000 00000 000000 0000 0000 o000

implementation) seee

?

000 000000 ?

.2

./ o00000 ?

?

000 00 000000 ?

(XYY Y I 1
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