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3 METHOD 

This chapter will describe the method applied to the current research. The following 
sections will reveal the context, population, sample, constructs, scales and data collection. 

 

3.1 RESEARCH POPULATION & SAMPLE 

Employee participation was reported to play a critical role in a specific organizational 
change type: customer relationship management (Plakoyiannaki, Tzokas, Dimitratos & 
Saren, 2008; Wanous, Reichers & Austin, 2000). Both employee participation and customer 
relationship management –also known by its acronym CRM– were introduced in the 
introduction chapter of this dissertation. There it was also suggested that financial 
organizations were expected to be more ready for implementing CRM, than most other 
types of organizations, based on Winer (2001). 

Thus, a field study was performed regarding participation in CRM organizational change 
among financial organizations. First it will be described which financial organizations 
introduced CRM, then the criteria for those organizations to be included in the current 
research will be described. Then the organizations that were asked to cooperate and the 
organizations that cooperated will be described, including the number of employees that 
was confronted with the CRM organizational change. A part of those employees 
participated mor or less; another part did not or hardly. Both so-called participants and 
non-participants took part in the current research. Next, the construction of the scales and 
items for use in a questionnaire for all those employees will be revealed, including the 
sources that were used, followed by the explication of the assumptions that were included 
in the current research. Then the pilot study will be described in which the scales and items 
were first tested, the initial data was gathered and the initial interviews were conducted. 
After that, the main study will be described, including the data gathering process and the 
interview setup. Finally, the quantitative and qualitative checks will be revealed that were 
performed to test the preliminary outcomes of the current research. The foregoing method 
will be detailed starting hereafter. 

 

Population: employees changing financial organizations towards CRM 

Between the beginning of 2000 and the beginning of 2007, CRM was introduced in many 
financial institutions in the Netherlands. Those financial institutions consist out of banking 
institutions, insurance institutions and other financial institutions like financial advisory 
services. According to internal market reports from Deloitte Consulting (2004) and the 
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Verbond van Verzekeraars in the Netherlands (2008), all four banking institutions with a 
market share above five per cent in the Dutch mortgage marketxii implemented CRM. 
Similarly, all eight insurance institutions with a market share above five per cent in the 
Dutch life or non-life insurance marketxiii implemented CRM in those years. Furthermore, 
all five global financial advisory services institutionsxiv with a market share above five per 
cent in the Dutch financial advisory services market implemented CRM in their own 
organizations and in several client organizations. In these 17 large financial institutions 
CRM was considered a popular organizational change type between 2000 and 2007 
(Deloitte Consulting, 2004; Verbond van Verzekeraars, 2008). 

Consequently, the current study kept constant many of the variables that may exist across 
many contexts by applying the following conditions for inclusion in the population: 

a. Individual employees implementing … 

b. one particular organizational change type (customer relationship management) … 

c. in one particular organization type (financial organizations) … 

d. in one particular cultural region (the Netherlands) … 

e. in one particular decade (from the beginning of 2000 to the beginning of 2008, 
thus the research ended before the credit crisis started). 

                                                                 

xii Those banking institutions with a mortgage market share above 5 per cent in the calendar year 
2004 were: ABN Amro, ING, SNS and Rabobank based on internal market data from Deloitte.These 
large banking institutions consisted out of many different organizations, for example ING was 
divided into the banking organizations Postbank and ING Bank. 
xiii Those insurance institutions with a life or non-life insurance market share above 5 per cent in the 
calendar year 2004 were: Aegon (with their organizations Axent and Meeus), Aviva (with their 
organizations ABN Amro Insurances, Delta Lloyd, Ohra), Eureko (with their organizations 
Achmea, Avero, Levob and Hagelunie), Fortis (with their organizations Amev, Amersfoortse and 
SR), Rabobank (with their organization Interpolis), ING (with their organizations NN, IAN), SNS 
(with their organization Reaal) and Swiss Life. 
xiv Those financial advisory services institutions with a market share above 5 per cent in the 
calendar year 2004 were: Accenture, Atos/KPMG, CapGemini/Ernst & Young, Deloitte/Deloitte & 
Touche/Bakkenist and IBM Advisory/PriceWaterhouseCoopers. 
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While the foregoing scope limited the potential generalization of results, it also limited 
some threats to internal validity. Because if certain groups of employees would participate 
under circumstances that would possibly bias the results of the research, then conclusions 
regarding all employees could become obscured. For example, Armenakis & Bedeian 
(1999), Holden (1996), and Zwick (2004) warned that conditions in the external 
environment around organizational change could potentially bias organizational change 
outcomes, like country specific culture and politics, large technological advances, industry 
specific competitive forces, or extreme economic circumstances. Therefore, it was chosen to 
keep the current research environment as homogeneous as possible. In the current 
research, all individuals within the population were implementing CRM in quite similar 
financial organizations while making use of the technological possibilities and limitations 
known by these organizations in the beginning of the current century. 

 

Sample: employees changing sixteen financial organizations towards CRM 

Each financial institution that was described in the previous section consisted out of 
several financial organizations that operated under their own brand names with their own 
management and their own legal structure. In those financial organizations, especially the 
consultants in the field of financial advisory services played expert roles in the 
introduction of CRM. These consultants were often hired by the banks and insurance 
organizations to guide them through the implementation of CRM. Usually the experience 
of these consultants with implementing CRM in their own organizations was shared with 
their client organizations. One of these consultants –the researcher and author of this 
dissertation– implemented CRM in sixteen client organizations between 2003 and 2006. 
These sixteen organizations were approached by the researcher and all agreed to cooperate 
with the current research under the following conditions: 

a. Anonymousness, indicating that no organization names and no employee names 
nor details referring to specific organizations and specific employees were to be 
revealed. 

b. Minimum usage of time from employees, which dictated specific requirements to 
the current research method: a short questionnaire, no repeated measurements 
over time and a limited amount of interviews. 

c. Shared insights, which meant that insights gained from the results of the research 
had to be shared with the managers of each organization under study. 

All these client organizations offered financial products and services.  
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Of these sixteen organizations, one offered life insurances and related financial products 
only; four offered financial services ranging from accounting management services to 
financial support services and eleven offered insurance products together with mortgages 
to their customers in the Netherlands. These organizations can be characterized as follows: 

1. The first organization offered insurance products together with mortgages to 
customers. The jobs of 82 employees changed because of the introduction of CRM 
and 72 of these employees cooperated in the current research (87.8 per cent 
response rate). 

2. The second organization was smaller, but offered similar insurance products 
together with mortgages to customers. The jobs of 47 employees changed because 
of the introduction of CRM and 15 of these employees cooperated in the current 
research (31.9 per cent response rate). 

3. The third organization offered similar products to customers as well. The jobs of 
60 employees changed because of the introduction of CRM and 30 of these 
employees cooperated in the current research (50.0 per cent response rate). 

4. The fourth organization offered similar products to customers. The jobs of 56 
employees changed because of the introduction of CRM and 50 of these 
employees cooperated in the current research (89.3 per cent response rate). 

5. The fifth organization offered similar products to customers. The jobs of 30 
employees changed because of the introduction of CRM and 22 of these 
employees cooperated in the current research (73.3 per cent response rate). 

6. The sixth organization offered similar products to customers. The jobs of 93 
employees changed because of the introduction of CRM and 49 of these 
employees cooperated in the current research (52.7 per cent response rate). 

7. The seventh organization offered similar products to customers. The jobs of 64 
employees changed because of the introduction of CRM and 44 of these 
employees cooperated in the current research (68.8 per cent response rate). 

8. The eighth organization offered similar products to customers. The jobs of 57 
employees changed because of the introduction of CRM and 29 of these 
employees cooperated in the current research (50.9 per cent response rate). 
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9. The nineth organization offered similar products to customers. The jobs of 40 
employees changed because of the introduction of CRM and 28 of these 
employees cooperated in the current research (70.0 per cent response rate). 

10. The tenth organization offered similar products to customers. The jobs of 72 
employees changed because of the introduction of CRM and 35 of these 
employees cooperated in the current research (48.6 per cent response rate). 

11. The eleventh organization offered similar products to customers. The jobs of 54 
employees changed because of the introduction of CRM and 24 of these 
employees cooperated in the current research (44.4 per cent response rate). 

12. The twelfth organization offered financial trust management services and many 
related products to customers. The jobs of 62 employees changed because of the 
introduction of CRM and 44 of these employees cooperated in the current 
research (71.0 per cent response rate). 

13. The thirteenth organization offered life insurances and related products to 
customers. The jobs of 130 employees changed because of the introduction of 
CRM and 118 of these employees cooperated in the current research (90.8 per cent 
response rate). 

14. The fourteenth organization offered financial management services and related 
products to customers. The jobs of 213 employees changed because of the 
introduction of CRM and 49 of these employees cooperated in the current 
research (23.0 per cent response rate). 

15. The fifteenth organization offered similar products to customers. The jobs of 59 
employees changed because of the introduction of CRM and 51 of these 
employees cooperated in the current research (23.0 per cent response rate). 

16. The sixteenth organization offered similar products to customers. The jobs of 98 
employees changed because of the introduction of CRM and 72 of these 
employees cooperated in the current research (73.5 per cent response rate). 

In total, 1217 jobs were affected by the introduction of CRM and 732 employees cooperated 
with the research. In all foregoing organizations, CRM was introduced following the same 
implementation plan, with the same goal and scope, with the aid of the same consultant 
organization. This implementation plan consisted out of a customer relationships oriented 
long-term business strategy and a short-term operational customer relationships 
improvement plan containing the activities that needed to be performed in order to reach 
the long-term goals. 
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The foregoing homogeneous research field implicated that the research results from this 
sample were not expected to be biased by different organization industries, different 
organization change types, different implementation approaches, or different consultancy 
approaches. In all sixteen organizations, consultants wrote the organizational change plan, 
based on a so-called best practice roadmap. This roadmap was rooted in Lewin’s (1951) 
and Schein’s (2002) phased organizational change process. The roadmap consisted out of 
the following three phases over time from the start to the end of the CRM organizational 
change: 

I. In the first (unfreezing) phase, consultants from one financial advisory services 
organization constructed a business case. In that business case, the advantages 
and disadvantages of CRM for each organization, together with the estimated 
revenues minus costs of the CRM implementation and a planning of the activities 
over time were described. The business case was presented and discussed with 
managers, followed by the first go/no go decision made by top management. In 
the case of a no go decision, CRM was not implemented in that organization and 
could therefore not be researched. After a go decision, top management of each 
organization was asked to cooperate with the current research. These top 
managers formed a so-called steering committee with the mission to steer the 
CRM organizational change towards one main strategic change goal: improved 
customer relationships. This unfreezing change phase lasted approximately three 
months on average. 

II. The second (transitional) phase started after a go from top management. 
Following Labianca, Gray & Brass (2000), (employee) participation was 
introduced from the beginning of this phase. In each organization, top 
management asked a few managers to provide them with names of individual 
employees that could possibly benefit the organizational change. Those 
employees were then asked to participate in this particular organizational change. 
In turn, these employees were asked to find more employees that were also asked 
to participate in the change. Those employees were formally assigned roles in 
organizational change team. This team then consisted out of workers, team 
leaders, lower and middle management from all kinds of departments and from 
most hierarchical levels in the organization. Then, in the case of missing skills and 
experience regarding organizational change, experienced consultants were hired 
and added to the change team. The change teams in those 16 organizations were 
mixed with on 50 to 70 per cent internal employees and 30 to 50 per cent external 
consultants. All of them were asked to make joint decisions in their own assigned 
roles in organizational change teams. Some of them were involved in decisions 
regarding strategic issues like the go/no go decision, others regarding tactical or 
operational issues, ranging from customer satisfaction related issues to computer 
screen layout issues. This particular type of participation of individual employees 
can be considered as formal and direct participation (Cotton et al. 1988; Leana & 
Locke, 1990). After that, the members of the change team (the so-called 
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participants) were asked to brainstorm to form ideas regarding the 
implementation of customer relationship management, followed by interviews 
and meetings with other organizational members who were not part of the 
change team (the so-called non-participants). In this way, other organizational 
members who were not formally assigned a role in the change team, were 
provided the opportunity to contribute their suggestions. These suggestions were 
gathered and put on a list by the members of the change team and reported by 
them to the steering committee, which is considered a form of informal and 
indirect participation (Cotton et al. 1988; Leana & Locke, 1990). After that, the 
change team started with the construction of a requirements list. This 
requirements list consisted out of all necessary processes that needed to be 
improved via organizational change, like for example improved customer service, 
and/or improved procedures to handle customer complaints, and/or an 
improved computer system for sharing customer information (Brown, 2000; Chen 
& Popovich, 2003; Payne & Frow, 2005). On average, this requirements list 
consisted out of hundreds of processes that participants found important to 
change. The requirements list was slightly altered and approved by the steering 
committee. Then the approved list was used to construct the so-called design of 
organizational change. The change team constructed a design of each process 
within the organization that needed to be changed to be able to fulfill the 
requirements. Each process change was then assigned to a member of the change 
team to add further details, like job descriptions and documented roles and 
responsibilities. This member of the change team had to consult others in the 
organization before finalizing his or her process design. Each process design 
consisted out of activities, job descriptions, job titles of employees incorporating 
the changes in their own work, computer applications that supported these 
changes and its underlying processes and control mechanisms. Consequently, 
each process design was approved by the steering committee before being 
implemented. After such approval, the change team received assistance from an 
information technology team and a training team. The technology team 
programmed developments in a CRM computer system, while the training team 
provided courses for non-participants to prepare them for the upcoming changes 
in the following (third) change phase. The CRM change was not only to be 
incorporated into the work of participants, but also into the work of non-
participants. At least some representatives of the latter needed training before 
being able to work using the newly developed computer system, processes and 
job tasks. Dependent on the speed of programming and training, a so-called go 
live date or change date was chosen by the steering committee together with the 
change team at which everyone in the organization was supposed to change to 
the new processes. Until that date, all non-participants were not involved in 
organizational change and continued to work using the former computer systems, 
processes and job tasks. This transitional change phase lasted approximately six 
months on average. 
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III. The third and last (freezing) phase started from the above mentioned go live date 
and lasted approximately six more months on average. From that date, everyone 
in the organization had to incorporate the changed processes and systems into 
their own work, which of course raised many questions, triggered issues, led to 
complaints and ignited suggestions for incremental improvements among many 
employees. It was the change team that had to collect all those questions, issues, 
complaints and suggestions and to put them on a so-called issue list. If the change 
team could not answer a question or follow up on a suggestion, then it was sent to 
the steering committee. Weekly meetings with representatives from the steering 
committee and the change team were held to make joint decisions regarding 
incremental suggested improvements of the change. Several incremental 
improvements were added. Meanwhile some managers from the change team or 
the steering committee evaluated the change together with the author of this 
dissertation. In this phase, the research models were discussed and data was 
collected. Data was not collected in earlier change phases, based on Jackson (1983) 
who wrote that the effects of participation in decision making would not be 
manifested immediately in the early phases of organizational change. She 
repeated her measurements in a longitudinal field study several times and found 
that the measurement optimum was six months after the beginning of an 
intervention. Just in case that her findings under different circumstances would be 
applicable to the current research setting, Jackson’s measurement moment was 
applied to the current research. Thus, all information used in this research was 
gathered during this last phase of organizational change in sixteen organizations 
implementing customer relationship management six months after the go live 
date of the CRM organizational change. 

 

3.2 RESEARCH SCALES & ITEMS 

In the final CRM organizational change phase of the sixteen financial organizations 
mentioned in the previous section, information was gathered to test all hypotheses from 
the previous chapter. 

 

Scales construction: context-specific items and constructs 

Gustavson, Sainfort, Eichler, Adams, Bisognano & Steudel (2003) stated: there is no 
objective measurement of organizational change success: usually this is measured by 
opinions of individuals. Grove (2004) added, that organizational change is driven by 
changes of individuals within the organization. Individual employees change an 
organization from the inside. Without these individual employees, there would be no 
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organizational change. Pasmore and Fagans (1992) emphasized on the importance of 
individual employees and called the development of organizational citizens the next 
frontier of organization development. They stated that organizations are composed of 
individuals and they feel that it’s time that it is recognized that developing organizations 
requires the simultaneous developing of the people within (Pasmore & Fagans, 1992, page 
391). Jackson (1983) articulated that organizational change outcomes should be measured 
in terms of perceived influence of individual employees. Furthermore, the relationship 
between an individual employee and the concept of employee participation is considered a 
one to one relationship, whereas the relationship between an organization and employee 
participation is a one to many relationship. In such view, the current research should focus 
on the individual employee level, which implies that subjective individual perceptions will 
be researched which should not be confused with objectivity. Inclusion of more objective 
measures on a higher organizational aggregation level would add more complexity to the 
research method. 

In the specific context of employee participation in CRM organizational change no existing 
scales were available for the dependent variable (CRM effectiveness), the independent 
variable (employee participation) and the supposed mediating variables of the research 
model (Figure vi). However, some existing scales from different contexts were found that 
could be used for inspiration. These existing scales were slightly altered to fit the context of 
CRM organizational change. These altered scales were first discussed by one experienced 
scholar at the University of Groningen and the author of this dissertation. The author then 
interviewed four middle-managers of a life insurance organization and three consultants, 
each of them separately for one hour discussing the expected applicability of the research 
model and the applicability of all corresponding scales, variables and items. These 
interviewees recognized the research model and confirmed this to be applicable to CRM 
organizational change. During these interviews it was also discussed which items should 
be used in a questionnaire aimed at individual employees. Those discussions led to the 
following constructs and items that reflected the specific context of the current research: 

� The independent variable (employee participation) was described in the second 
chapter as active involvement in decisions regarding organizational change. Also 
in that chapter, three dimensions of participation were introduced: actors 
(involved individuals), subjects (impact of decisions) and controls (involvement 
level). All three dimensions were operationalized in an employee participation 
variable with corresponding items and scales. Scales from Bordia, Hobman, Jones, 
Gallois & Callan (2004), Falcione (1974), Pennings (1976), Pool, Drenth, Koopman 
& Lammers (1988), Siegel & Ruth (1973), Shadur, Kienzle & Rodwell (1999) and 
Tosi (1970) were used as a starting point. Those scales were discussed with the 
interviewed experts and then altered to specifically describe participation in 
decisions related to CRM organizational change. Each individual respondent was 
considered one actor. That approach resulted for example in an item describing a 
respondent’s own job related change decisions and another item describing 
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strategic decisions regarding a respondent’s vision on CRM (subject). Finally, 
based on Dachler & Wilpert (1978) the control dimension was added, containing 
the scores of each of the previously mentioned items on five control levels: ‘being 
bypassed’, ‘being informed’, ‘being consulted’, ‘being involved’ and ‘being a 
decision maker’. For example, the employee participation variable listed items 
‘Regarding what CRM means for my job, I was <control level>’ and ‘Regarding the 
vision to introduce CRM, I was <control level>‘. 

� The dependent variable (CRM effectiveness) was described in the second chapter 
as a perception on the success of customer relationship management (CRM) 
organizational change in financial organizations in the Netherlands. In the 
interviews described before, scholars, managers and consultants were asked to 
brainstorm to form ideas on the measurement of CRM effectiveness. These 
brainstorm sessions led to a list of CRM effectiveness items, like: CRM provides 
me the capability to predict what my customers want; When I work with CRM I 
can efficiently make customer value calculations; In the CRM system I can see 
clearly what my colleague has discussed with a customer; When I work with 
CRM. I can efficiently solve customer complaints; When I work with CRM. I can 
efficiently improve customer satisfaction; When I work with CRM. I can 
efficiently sell products to customers. All these items were measured on a five-
point Likert scale, ranging from 1 representing ‘strongly agree’ to 5 representing 
‘strongly disagree’. This five-point measurement scale was also applied to the 
upcoming scales that will be described hereafter. This construct was later found to 
reflect the CRM performance construct that was identified by Bowman, LaValle, 
Mittal, Narayandas, Ramani & Varadarajan (2006). 

� Ownership was described in the second chapter as an attitude of acceptance, 
possession, responsibility, dedication and commitment. Operationalization of 
ownership was inspired by the item lists from Morgan & Hunt (1995) and altered 
to fit the CRM context of this research, leading to the formulation of the following 
items: It interests me what CRM brings; I can accept the new way of working with 
CRM; I accept the way we need to work with CRM; I feel personally responsible 
for the success of CRM; When CRM is not used well by someone, I address it to 
them; I totally support the necessity of CRM.  

� Satisfaction was described in the second chapter as an attitude of contentment 
and fulfilled desire. Operationalization of satisfaction was inspired by item lists 
from Huang & Dastmalchian (2004), Pennings (1976) and Steensma (1988) and 
altered to fit the CRM context of this research, leading to the formulation of the 
item: I am satisfied about the attention that CRM gets. Other items reflecting 
satisfaction were also formulated (Table i), although these were excluded from the 
current research later based on later expert interviews or unsatisfactory test 
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statistics, that will be explained in more detail later in the quantitative checks 
section later in this chapter. 

� Being trusted was described in the second chapter as a relations construct 
indicating a belief in received respect from others to make the right decisions. 
Operationalization of being trusted was inspired by the item list from Schoorman, 
Davis & Mayer (2007) and altered to fit the CRM context of this research. Three 
items corresponding to being trusted were chosen: My colleagues, my direct boss 
and top management respects me when I work with CRM. 

� Trusting others was described in the second chapter as a relations construct 
indicating a belief that others are trustworthy to make the right decisions. 
Operationalization of trusting others was inspired by items from Boselie, 
Hesselink, Paauwe & Van der Wiele (2001), Huang & Dastmalchian (2004), 
Mayer, Davis & Schoorman (1995), Morgan & Hunt (1995), Spreitzer & Mishra 
(1999) and altered to fit the CRM context of the current research. Three items 
corresponding to trusting others were chosen: I trust the people who implement 
CRM for doing this well; I trust top management to provide CRM with sufficient 
attention; I trust that my colleagues together will make CRM a success. 

� Local fit was described in the second chapter as a contents construct indicating 
that changed job contents match with organizational change contents. The 
operationalization of the foregoing in a corresponding scale was inspired by 
Newton & Jimmieson (2006), who articulated that local fit exists when personal 
values are similar to organizational values. Based on the discussions and 
interviews described before, this scale was altered to fit the CRM organizational 
change context. The following corresponding items were chosen: Me and my 
colleagues really need this CRM way of working; The CRM system is obviously 
tailor made for me; The CRM system is exactly made for my work situation. 

� Workload was defined in the second chapter as as a pressures construct 
indicating work roles that are loaded with organizational change related activities 
to be finished in a limited timeframe. The corresponding scale was inspired by 
Steensma (1988) and altered to fit the CRM organizational change context. The 
following items were included: My workload has increased through CRM; 
Working with CRM costs more time than before we had this. 

� Stress was described in the second chapter as a pressures construct indicating 
emotional arousal by low control over a changing organizational environment. 
The corresponding scale was based on Bordia, Hobman, Jones, Gallois & Callan 
(2004) and Shadur, Kienzle & Rodwell (1999) and modified to fit the CRM 
organizational change context. The following items were used: Concentrating on 
other things is difficult when I think of CRM; CRM leads to headaches. 
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� Conflict was described in the second chapter as a pressures construct indicating 
collisions with others rooted in opposing organizational change forces. Inspired 
by the item lists from Eddleston, Otondo & Kellermanns (2008), Frone (2000), 
Janssen (2004), Morgan & Hunt (1995) and Tosi (1988) conflicting interests and 
colliding viewpoints were included in the items list. Also regarding conflict, their 
items lists were altered to fit the CRM context of the current research. The 
following items were included: CRM is a source of conflict with my colleagues; I 
have lots of collisions with others about how to work with CRM; Mine and other’s 
interests conflict when it comes to CRM. 

After the construction of the before mentioned items and scales, their usability was tested 
in the context of CRM organizational change in one financial organization. The research 
items were used in a questionnaire. The full list of all research items per corresponding 
variable can be found in Table i, presented upon the end of this chapter. 

 

3.3 RESEARCH ASSUMPTIONS 

Before the scales and items from the previous section were used for gathering data, the 
following assumptions were explicated regarding the potential influences from 
respondents, the researcher and the environment on the current research data. 

 

Random respondent influences 

There was no reason to assume that there would be any respondent characteristics –such as 
the sex, background, nor ethnicity of individual employees– that would lead to a 
significant bias in this research, because regression analyses from Eddleston, Otondon & 
Kellermanns (2008) reported no basis for meaningful associations between such 
respondent characteristics and participation. Similarly, Koopman, Drenth, Bus, Kruyswijk 
& Wierdsma (1981) studied the possible moderating effects on the relationship between 
(employee) participation and several outcome variables for the following respondent 
contingencies: duration of employment, length of time in the present job, age, education, 
group size, union membership, groups atmosphere and organizational climate and found 
that none of these moderating effects showed significant influences. Furthermore, Frone 
(2000) reported no basis for meaningful associations between such respondent 
characteristics and several supposedly mediating entities like intrapersonal attitudes, nor 
job pressures. Similarly, Boselie, Hesselink, Paauwe & Van der Wiele (2001) reported no 
significantly disturbing differences between managers and shop floor level employees in 
their study on employee participation, commitment and trust among individual employees 
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from an employment agency in the Netherlands. Consequently, respondent characteristics 
were assumed to be random and nondisturbing in the current research. 

 

Random researcher influences 

There was no reason to assume that there would be any researcher role characteristics that 
would lead to a significant bias in the research. The author of this dissertation occupied 
multiple roles: a researcher role and a consultant role. He was not a typical scholar 
studying employee participation in customer relationship management organizational 
change from the outside of organizations. He was also hired as a consultant by those 
organizations, which meant that he was present in all organizations under study almost on 
a daily basis from the start to the end of the organizational change implementation. Such a 
role of a consultant was described in more detail by De Jong & Van Eekelen (1999). The 
main advantage of these multiple roles is, that his position brings the opportunity to gather 
a wide range of rich information from many sources in the organization. However, the 
main disadvantage of these multiple roles is that whoever observes and questions a 
changing organization may unintentionally interfere (Schein, 2002). There is no such thing 
as pure objectivity in such a research setting. The main advantage and the main 
disadvantage were assumed to outweigh each other and altogether to have negligible 
influences on the current research outcomes. 

 

Constant environmental influences 

It was assumed that the current study will keep constant many of the variabilities that may 
exist in an (CRM) organizational (change) environment –such as technology use, 
competition, capital investment, economic situation, customer base– by focusing on a 
single organization type in one single cultural area: financial organizations in the 
Netherlands. Furthermore, Jayachandran, Sharma, Kaufman & Raman (2005) examined 
and found no significant difference between business-to-business and business-to-
consumer organizations in their usage of CRM processes, nor between services and goods 
organizations. They also reported no significant influences from environmental dynamism 
and competitive intensity on CRM processes. Next, there was no reason to assume that 
other environmental influences outside the current scope of the current research models –
like for example organization size– would lead to a significant bias in the current research, 
based on the empirical findings from Spreitzer & Mishra (1999) who reported that 
organization size was unrelated to employee involvement. Furthermore, it was assumed 
that the Dutch financial organizations under study were homogeneous in nature. That is: 
there were no differences assumed between these organizations that could potentially 
cause any bias in the current research. 
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Central roles for mediating influences 

For all reasons indicated above, no moderating effects were included in this research. This 
research focuses solely on the relationship from employee participation via several 
mediating effects on CRM effectiveness, which was graphically represented in Figure vi in 
the previous chapter. 

 

3.4 RESEARCH DATA 

The current research data was obtained in two rounds. First a pilot study was conducted, 
followed by the main study. Both will be described hereafter. 

 

Data collection: pilot study among employees of one insurance organization 

After the construction of the items and scales, a pilot study was conducted in 2003 among 
130 employees at one life insurance company introducing CRM with support from one 
consulting organization. This pilot study was published by Bouma & Emans (2005). The 
employees consisted of 121 subordinates and 9 middle managers. In-depth pilot interviews 
were held with four of these managers and three external consultants separately for one 
hour, who all recognized the research model and confirmed that its underlying items were 
applicable. Next, they handed a paper questionnaire to their subordinates, to be filled out 
at the workplace and returned to the researcher. Of those 130 managers and subordinates, 
118 responded, leading to a response rate of 91 per cent. 

With data from all these respondents in the pilot study, a preliminary factor analysis was 
performed to determine whether the variables used in the research model reflected distinct 
constructs. The rotation method used for this factor analysis was direct obliminxv. This 
preliminary factor analysis on only the data from the pilot study confirmed that the 
variables used in this study reflected distinct constructs (Bouma & Emans, 2005). 
Afterwards, these pilot results were discussed with the same four managers and three 
external consultants in a second interview round, followed by discussions with three 

                                                                 

xv Direct oblimin is preferred over varimax rotation in studies like the current where factors are 
supposed to be intercorrelated (Field, 2002). 
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scholars at the university of Groningen. The managers, consultants and scholars agreed, 
that the research model with its underlying variables, items and scales was usable for 
researching employee participation and several supposedly mediating constructs in 
customer relationship management organizational change among individual employees 
from financial organizations in the Netherlands. They also came to the conclusion that 
more data was needed to gain further understanding of the foregoing (Bouma & Emans, 
2005). 

 

Data collection: main study among employees of sixteen financial organizations 

During the period between 2003 and 2006 sixteen financial organizations, including the 
organization where the pilot took place, cooperated in the current research. Data was 
gathered in each organization during the final implementation phase. As described in the 
previous section, this implementation phase corresponded with six to twelve months after 
the date when all employees started using CRM in their jobs. In these sixteen 
organizations, the jobs of 1217 individual employees in the Netherlands were changed 
because of the implementation of CRM. These individual employees worked in the 
following departments: field forces, mailrooms, call centers, account management and 
customer services. All individual employees were asked orally by their managers and in 
writing via an e-mail to fill out one online questionnaire during working hours. After one 
week of non-response, a second reminder e-mail followed. Each e-mail was signed by their 
top management, stating the importance of cooperation and contained a clickable link to 
the online questionnaire. The bottom of the questionnaire provided room for open 
comments and a send-button to submit scores through the internet. 

All scores of the individual employees were gathered through an online internet 
application. Application of this web based request handling system required each 
respondent to answer all items in the questionnaire. This automated system checked for 
missing values before sending the questionnaire, although that limited the total number of 
respondents to only those who had fully answered all items. Of the 1217 individual 
employees, 732 respondents  returned complete questionnaires, leading to a response rate 
of 60.15 per cent. All responses were processed anonymously, although a unique 
identification code per respondent was used to assure that no one could respond more 
than once. Because of this anonymous processing, it was not possible to perform statistical 
tests among non-respondents to test whether this group of non-respondents would or 
would not deviate from the group of respondents. A data table with all individual 
responses was constructed automatically. The automation of this data collection and entry 
process avoided human coding errors. 
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Preliminary qualitative checks: interviews and discussions 

After the data collection and the analyses took place, the outcomes were presented to one 
manager and one consultant per organization. This presentation was combined with an 
(third) interactive interview aimed at performing qualitative checks and obtaining 
qualitative insights. Most of these interviews were conducted in the managers’ office and 
took approximately two hours, except for ten manager interviews and three consultant 
interviews that were conducted by telephone and took between ten minutes up to half an 
hour with an average of fifteen minutes. In those interviews, the research outcomes were 
evaluated and discussed. 

Fourteen managers and eight consultants described the CRM organizational change in 
terms of a difficult change process in their organizations. Twelve managers indicated, that 
it had taken several hundreds of mandays from internal employees and external 
consultants to implement CRM. They indicated that the individual participants in the 
change team had worked many extra (evening) hours every day to prepare the CRM 
organizational change. These managers had realized that the individual participants did 
not have time for regular job activities anymore. Consequently, the individual participants 
were released from previous tasks, so that they could focus entirely on CRM. Adding extra 
individual participants so that the total workload would be reduced for those who 
participated, was not considered as an option. These managers and consultants objected 
against increasing the number of participants, because they found it necessary to keep a 
critical mass of workers focused on the daily (old) business instead of shifting their focus to 
the (new) CRM business during the preparation of the CRM change. For organizational 
survival on short term, it was considered necessary to keep most employees busy with the 
old activities during change phases I and II, like described earlier in this chapter. From the 
implementation date, all employees were fully trained to work using CRM (change phase 
III). At the moment they received the questionnaire (change phase III), all employees (both 
participants and non-participants) had recently started working with CRM. At that time, 
everyone was still learning more about CRM while they were working with it. 
Unfortunately it was not possible to repeat the questionnaire later in time, so that no 
longitudinal data could be gathered. None of the managers wanted to cooperate with 
repeated research, because they told the researcher that they wanted their workers to learn 
more about CRM, instead of ‘wasting more time on filling out questionnaires’, like one of 
the managers expressed himself. 

All interviewed consultants described CRM as a success, but only five interviewed 
managers agreed. The majority of eleven managers called it ‘not a complete success nor a 
complete failure’ during the interviews, indicating that CRM was not useless but also had 
not completely fulfilled their up-front expectations. Of those eleven managers, the majority 
of six said that possibly the expectations were too high beforehand. Another manager 
indicated that he thought the main reason for not fulfilling their expectations had to do 
with too much focus on technology. Most man days were used for programming a Siebel 
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CRM software system to support employees in their CRM-related tasks, like for example 
creation of spending overviews per customer, showing correct customer information on 
the screen for call center agents and automated reminder e-mails for employees that did 
not contact a customer when they were supposed to do so. Of the eleven managers, the 
remaining four disagreed with the foregoing and merely blamed the strategic focus on 
CRM. They indicated, that too much time was spent on meetings with participants 
discussing the future direction of the organization. This future direction implicated that the 
relations with customers should be improved and maintained better. These managers 
indicated that it might have been better to focus more on CRM operation instead of CRM 
strategy. One of the managers stated, that he had ‘rather seen individual participants focus 
on improving customer relations today, than thinking about tomorrow and doing nothing 
today’. All of the foregoing preliminary information regarding the side-effects of the 
method was gathered from the interviews.  

 

Preliminary quantitative checks: distinctiveness, distribution and reliability 

To ensure that the quantitative data resembled distinct constructs, an exploratory factor 
analysis was performed using principal component analysis and direct oblimin rotation 
with kaiser normalization. This type of factor analysis was chosen based on expected 
correlations between factors in the current research, which was explained in the previous 
chapter. Based on this factor analysis, all items with lower factor loads than .40 were 
discussed with managers and scholars. It was decided to drop these from the item list. 
These dropped items were indicated by the deleted classification in the right column of 
Table i. 

After that, apparently all constructs consisted out of three items, except for CRM 
effectiveness (7 items), ownership (6 items), workload (2 items), stress (2 items) and 
satisfaction (1 item). Then, another factor analysis using principal component analysis and 
direct oblimin rotation with kaiser normalization was performed to confirm a ten factor 
solution with the ten previously described variables. This rotation method was chosen over 
for example varimax rotation, because of the expectation that correlation may exist 
between variables. All factors were distinct with robust eigenvalues above the critical value 
of one. Table ii lists the factor loads of these items on each factor, while Table iii lists the 
number of items per construct. 
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Each respondent’s score per construct was then calculated as the average scores on all 
underlying itemsxvi. Miles & Shevlin (2007) described that most statistical tests require an 
almost normal distribution of all underlying constructs, otherwise conclusions could 
become crippled or even erroneous. Therefore, the resemblance to a normal distribution of 
each construct was first tested using kurtosis and skewness tests. All skewness and 
kurtosis values per construct can be found in the right columns of Table iii. Most constructs 
showed acceptable normal distributions with kurtosis and skewness values close to zero. 
For example, the construct labeled effectiveness showed a kurtosis value of .14 and a 
skewness value of -.29. However, the original employee participation construct that was 
formerly used in the pilot study showed a kurtosis value of 1.97 and a skewness value of 
1.48. While being close to the usual critical value of 2, these values were high enough to 
raise doubts regarding a normal distribution. The underlying items showed similar 
outcomes. Item skewness was between 1.35 and 1.57 and item kurtosis was between 1.26 
and 1.94, indicating far from perfect normal distributions. Such a non-normal distribution 
was logically explained by the fact that employee participation is a so-called effort-type of 
construct (Miles & Shevlin, 2007, pp. 80-81). An effort-type of construct hardly ever follows 
a normal distribution, because reaching average results is relatively easy reached by 
average efforts, but reaching above average results takes more than above average efforts. 
In such case, Field (2002) suggested to run two additional tests on detailed data, namely 
the Kolmogorov-Smirnov and Shapiro-Wilk tests, although these tests cannot provide 
information on whether this deviation would be large enough to be causing biases. Both 
test outcomes from SPSS indicated significant (p<.05) deviations from the normal 
distribution for only the former employee participation construct that was used in the pilot 
study. Miles & Shevlin (2007, page 63), wrote that it is potentially dangerous to draw 
conclusions using statistical research methods like regression analysis on a dataset with an 
independent construct that is not (almost) normally distributed. They suggested some 
methodological approaches to overcome this non-perfect normal distribution. One of them 
would be to cut off all respondents with individual averages relatively far from the 
average on the scale (outlier elimination). The advantage of such an approach is, that a 
more perfect normal distribution can be obtained. However, the downside of this approach 
is that incomplete data often leads to incomplete conclusions. In the current research, more 
than ten percent of the respondents should have been dropped if this suggestion would 
have been followed. Removing such a substantial part of respondent data could have 
caused a large bias in itself. For that reason, no outliers were eliminated in this research. 
Furthermore, Miles & Shevlin (2007) suggested a log-transformation of an effort-type 
construct, which should lead to a more normal distribution with kurtosis and skewness 

                                                                 

xvi While items were measured using an ordinal scale with possible scores of only 1, 2, 3, 4 or 5; 
constructs were calculated as average scores on several of those items, leading to a much wider 
variation on the scale of 1 through 5 and constructs were expected to resemble a continuous scale 
and a normal distribution. The fit with a normal distribution was then tested per construct. 
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values much closer to 0. This approach was applied to the current research. After recoding 
the original employee participation construct from the pilot study using a log-
transformation, the scores were stretched to match the initial scale width ranging from 1 
through 5. Recoding led to a corresponding kurtosis value of -.58 and a corresponding 
skewness value of .54. Furthermore, regarding the improved employee participation 
construct, Kolmogorov-Smirnov and Shapiro-Wilk test outcomes did not indicate 
significant deviations from the normal distribution anymore. As a consequence, normal 
distribution resemblance was considered acceptable regarding all constructs including the 
independent construct labeled employee participationxvii. 

To assess the amount of representation of the items underlying each construct, first 
Cronbach alpha values were calculated. Table iii lists these Cronbach alpha values per 
construct. The constructs indicated acceptable values between .74 and .93 (above the usual 
critical value of .70), except for satisfaction which could not be calculated based on the fact 
that a Cronbach alpha test is only applicable to multiple item constructs. To assess the 
convergent validity of these constructs, the signs, sizes and significances of the estimated 
loadings were examined and the composite reliability was calculated using Lisrel. Table iii 
lists the composite reliability values for most constructs between .71 and .90. These values 
are above the usual critical value of .60 with the same exception: satisfaction. Then, to 
evaluate the discriminant validity, the average variance extracted (AVE) was calculated 
and represented in Table iii. All constructs have an AVE above the usual critical value of 
.40, ranging from .46 to .85. Based on the foregoing results, it was concluded that all 
constructs except for satisfaction are reliable (Anderson & Gerbing, 1988). 

After the foregoing reliability tests, more statistical tests were performed to test whether 
influences from the organizational level would influence the individual respondent level. 
In such case, organization related influences could potentially lead to a bias in the research 
results regarding individual participants. Not many organizational differences were 
expected based on the fact that the organizations were considered merely homogeneous: 
all organizations sold the same products and services (financial products and services), 
operated in the same market place (the Dutch financial market) and implemented the same 
organizational change (customer relationship management) in the same way (using the 
same implementation approach applied by the same consultants). Nevertheless, individual 
participants could possibly reach different outcomes in different organizations. To test 
whether organizational differences would potentially bias the research outcomes, an one 
way ANOVA-Levene test was performed. Such a test checks the homogeneity of the 
variances between organizations for each variable in a research model. This test showed 
levels between 2.5 and 7.3 (p<.01) for the variables in the research model, indicating that 

                                                                 

xvii Throughout all following sections and chapters, employee participation refers to this construct. 
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differences were found between organizations. As a consequence of these differences, all 
upcoming regression analyses on the individual level shall be conducted at the individual 
employee level and repeated using multilevel analyses to control for differences between 
organizations. These multilevel findings must be considered with care, for sample size 
reasons described by Snijders (2005). If there would have been more than sixteen 
organizations in the sample, then the power of the multilevel analysis would have been 
much stronger and as a consequence the results would have been more reliable. As a 
consequence, each multilevel regression analysis result will be listed in the next chapter 
below each individual regression analysis result. Altogether, these test outcomes will 
provide single level information on individual employees regardless their organization 
followed by multilevel information on individual employees while controlling for different 
organizations. 
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Table i: List of items 

Nr Item Variable 

1 Respondent organization Organization 

2 Respondent e-mail address Respondent 

3 Respondent type Respondent type 

4 Organization type Organization type 

5 In my work I optimally use Customer Relationship Management (CRM) CRM effectiveness 

6 In my opinion CRM comes first Deleted 

7 I structure my work so that CRM gets sufficient attention Deleted 

8 CRM provides me the capability to predict what my customers want CRM effectiveness 

9 When I work with CRM I can efficiently make customer value calculations CRM effectiveness 

10 In the CRM system I can see what my colleague discussed with a customer CRM effectiveness 

11 When I work with CRM I can efficiently solve customer complaints CRM effectiveness 

12 When I work with CRM I can efficiently improve customer satisfaction CRM effectiveness 

13 When I work with CRM I can efficiently sell products to customers CRM effectiveness 

14 It is totally clear to me why we have implemented CRM Deleted 

15 I understand what the goal is of CRM Deleted 

16 I know the advantages and disadvantages of CRM Deleted 

17 It interests me what CRM brings Ownership 
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18 I can accept the new way of working with CRM Ownership 

19 I accept the way we need to work with CRM Ownership 

20 I feel personally responsible for the success of CRM Ownership 

21 When CRM is not used well by someone I address it to them Ownership 

22 I totally support the necessity of CRM Ownership 

23 I have objections against CRM Deleted 

24 When I hear someone talk about CRM I feel resentment Deleted 

25 I dislike the changes that CRM brings Deleted 

26 I like working with CRM Deleted 

27 I am satisfied about the attention that CRM gets Satisfaction 

28 I rather do CRM related tasks than other tasks Deleted 

29 Communication regarding CRM is clear to me Deleted 

30 I am informed about what CRM means Deleted 

31 I have informed others about what CRM means Deleted 

32 My colleagues respect me when I work with CRM Being trusted 

33 My direct boss respects me when I work with CRM Being trusted 

34 Top management respects me when I work with CRM Being trusted 

35 I need support to be able to use CRM Deleted 

36 Regarding functional CRM issues I need support Deleted 
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37 Regarding technical CRM issues I need support Deleted 

38 I trust the people who implement CRM for doing this well Trusting others 

39 I trust top management to provide CRM with sufficient attention Trusting others 

40 I trust that my colleagues together will make CRM a success Trusting others 

41 Me and my colleagues really need this CRM way of working Local fit 

42 The CRM system is obviously tailor made for me Local fit 

43 The CRM system is exactly made for my work situation Local fit 

44 My workload has increased through CRM Workload 

45 Working with CRM costs more time than before we had this Workload 

46 Because of CRM I don’t have time for my other work Deleted 

47 Concentrating on other things is difficult when I think of CRM Stress 

48 CRM leads to headaches Stress 

49 Sometimes I can’t sleep when I think of CRM Deleted 

50 CRM is a source of conflict with my colleagues Conflict 

51 I have lots of collisions with others about how to work with CRM Conflict 

52 Mine and other’s interests conflict when it comes to CRM Conflict 

53 Regarding the vision to introduce CRM, I was … Employee participation 

54 Regarding what CRM means for my job, I was … Employee participation 

55 Regarding small CRM system changes I was … Deleted 
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56 Regarding changes of the CRM project approach, I was … Deleted 

57 Regarding the decision to let my department work with CRM, I was … Employee participation 

58 Regarding the decision to hire people to implement CRM, I was … Deleted 

59 Regarding CRM investment decisions, I was … Deleted 

60 Regarding the original go/no go decision to start CRM, I was … Deleted 

61 Regarding the final go/no go decision to work with CRM, I was … Deleted 

Note: items numbered 1, 2, 3 and 4 were solely used as unique identifiers of the 
respondents and their organizations; items numbered 53 and up were measured on five-
point Likert scales consisting out of ‘being bypassed’, ‘being informed’, ‘being consulted’, 
‘being involved’ and ‘being a decision maker’; all other items were measured on five-point 
Likert scales consisting out of ‘disagree entirely’, ‘disagree somewhat’, ‘neutral’, ‘agree 
somewhat’ and ‘agree entirely’; deleted refers to items that were excluded from the 
research when two or more respondents or interviewees indicated that they found that 
item confusing or when factor analysis indicated poor fit with the underlying construct. 
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Table ii: Factor loads of items 

Item 
number 

Factor  
load 

5 .07 .59 .01 .07 .04 .00 .17 .12 -.08 .06 

8 .05 .70 .05 .01 -.10 .11 -.17 -.04 .01 .13 

9 -.09 .75 .10 -.13 .01 .13 .04 -.01 -.10 .06 

11 .00 .78 .06 -.06 -.07 .01 -.04 -.03 -.03 -.07 

13 .02 .57 .00 .08 -.13 .03 -.05 .00 .01 .18 

12 -.12 .77 -.04 .12 -.03 -.01 -.01 -.02 .12 -.05 

10 .04 .85 -.05 -.04 .08 -.10 .09 .02 .04 -.09 

18 .75 -.06 .02 .01 .00 .00 .06 .07 .06 -.07 

17 .68 .02 .10 .08 -.15 .06 -.03 -.04 -.04 .03 

19 .64 .02 -.09 .13 .09 -.02 .16 .06 .39 -.05 

20 .76 .05 -.01 .01 .00 .05 .02 -.09 -.02 .06 

22 .71 -.02 .09 -.13 .07 .01 .02 -.08 -.04 .09 

21 .67 -.04 .01 -.11 -.04 .02 -.08 -.26 -.15 .03 
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27 .03 .02 -.02 -.01 .03 .00 .02 -.01 .03 .95 

38 .11 -.02 -.04 -.06 -.11 .11 .78 -.07 -.12 -.07 

39 -.07 .12 .11 -.04 .05 .08 .74 -.13 .10 .07 

40 .07 .02 .07 -.01 -.20 .07 .62 -.05 .01 .13 

32 -.04 -.01 -.01 -.05 .04 .82 -.01 -.07 -.06 -.10 

33 .01 .03 .01 .01 -.03 .90 .07 .05 .03 .01 

34 .06 -.01 .01 .08 .01 .86 .06 .07 .09 .13 

41 .26 .08 .01 -.10 .03 .10 -.12 -.63 .05 -.15 

42 .04 -.01 .04 .00 .01 -.03 .13 -.84 .02 .09 

43 -.03 -.08 .01 .20 -.01 .03 .15 -.79 .07 .03 

44 -.02 -.01 .03 .86 -.06 -.03 -.05 -.05 -.13 .01 

45 .02 .04 .01 .90 .07 .04 -.04 -.06 -.04 -.01 

48 -.02 .03 -.04 .23 .06 -.08 .12 .09 -.80 -.04 

47 .00 -.03 -.02 .08 .13 -.03 -.05 .07 -.82 .00 
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50 -.03 -.03 -.01 -.05 .78 -.08 .03 -.06 -.13 .09 

51 .02 -.01 .02 .02 .88 .06 -.03 .02 .00 -.03 

52 .00 -.01 .01 .05 .86 .03 -.10 .00 .02 -.03 

53 .02 -.01 .95 .01 .00 -.01 .00 .00 -.02 .03 

54 .01 .03 .97 .04 .02 .00 .02 .04 .05 -.01 

57 .00 -.02 .96 .00 .02 -.01 .01 -.01 .01 -.06 

Label 
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Note: factor analysis using principal component analysis and direct oblimin rotation with 
kaiser normalization, based on expected correlations between factors; rotation converged 
in 11 iterations; factor loads larger than or equal to .4 were included and highlighted; 
missing item numbers were excluded based on factor loads lower than .4 or eigenvalues 
lower than 1 after rotation; factors with eigenvalues above 1 were labeled with variable 
names; n = 732. 
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Table iii: Test statistics of variables 

 Test Statistics 

Variables 
N
um
be
r 
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S
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Employee participation 3 .93 .75 .64 -.58 .54 

CRM effectiveness 7 .86 .84 .46 .14 -.29 

Ownership 6 .88 .83 .47 .39 -.40 

Satisfaction 1 - - .49 -.08 .03 

Being trusted 3 .84 .75 .51 .74 -.43 

Trusting others 3 .85 .71 .48 -.03 -.46 

Workload 2 .86 .85 .85 -.42 -.13 

Conflict 3 .84 .77 .53 -.06 .09 

Stress 2 .74 .90 .81 .03 .30 

Local fit 3 .87 .71 .46 -.05 -.38 

Note: number of items lists the number of items per variable; cronbach alpha and 
composite reliability refer to the reliability of those scales with multiple items; composite 
reliability and average variance extracted were calculated using estimated lambda, theta 
delta and theta epsilon errors; kurtosis and skewness values indicate normal distribution 
deviations; n=732. 
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3.5 METHODOLOGICAL CONCEPTS 

In this section the main methodological concepts that were described earlier in this chapter 
are summarized shortly. 

 

Overview of research type, field, sample, data 

The research model was tested in a non-experimental field study. Between 2003 and 2006 
sixteen financial organizations cooperated with the current research. Interviews were 
conducted with managers, consultants and scholars to construct the items and scales 
underlying the research model. 

Quantitative data was gathered in each organization during the final customer relationship 
management implementation phase, between six and twelve months after all employees 
started using CRM in their jobs. In these sixteen organizations, the jobs of 1217 individual 
employees in the Netherlands were changed because of the implementation of CRM. All 
individual employees were asked orally by their managers and in writing via an e-mail to 
fill out one questionnaire during working hours. The questionnaire was provided online 
and data was processed automatically to avoid coding errors. At the moment they received 
the questionnaire, all employees (both participants and non-participants) had recently 
started working with CRM. At that time, everyone was still learning more about CRM 
while they were working with it. After the quantitative data from 732 employees was 
gathered (60 per cent response rate), interviews were conducted with managers and 
consultants to discuss the findings and to add qualitative insights. In those interviews, the 
research outcomes were evaluated and discussed. All interviewed consultants described 
CRM as a success, while the majority of most managers called it ‘not a complete success 
nor a complete failure’, indicating that CRM was not useless but also had not completely 
fulfilled their up-front expectations. Of those managers, the majority said that possibly the 
expectations were too high beforehand. 

To ensure that the quantitative data resembled distinct constructs, a factor analysis was 
performed using principal component analysis and direct oblimin rotation with kaiser 
normalization. This rotation method was chosen over for example varimax rotation, 
because of the expectation that correlation may exist between variables. All factors were 
distinct with robust eigenvalues. Each respondent’s score per construct was then calculated 
as the average scores on all underlying items. Preliminary statistical tests revealed a non-
normal distribution of original employee participation construct. Such a non-normal 
distribution is logically explained by the fact that employee participation is a so-called 
effort-type of construct, which hardly ever follows a normal distribution because reaching 
average results is relatively easy reached by average efforts, but reaching above average 
results takes more than above average efforts. However, it is potentially dangerous to draw 
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conclusions based on a dataset with an independent construct that is not (almost) normally 
distributed. To overcome the foregoing problem, a log-transformation was applied to this 
effort-type of construct in the current research. After that, normal distribution resemblance 
was retested and considered acceptable regarding all constructs including the independent 
construct labeled employee participation. 

Unfortunately it was not possible to repeat the questionnaires and interviews later in time, 
so that no longitudinal data could be gathered. None of the managers wanted to cooperate 
with repeated research, because they told the researcher that they wanted their workers to 
learn more about CRM, instead of ‘wasting more time on filling out questionnaires’.  

The results of the current research will be presented in the next chapter. 




