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4 RESULTS 

This chapter aims to describe the results following the previously described method. The 
first section hereafter will reveal the results regarding the independent variable (employee 
participation) and the dependent variable (CRM effectiveness). Then, the results regarding 
intrapersonal attitudes as the first mediating entity between employee participation and 
CRM effectiveness will be described, while the following section will reveal the results 
regarding interpersonal relations as the second mediating entity. In the next section the 
results regarding job pressures as the third mediating entity between employee 
participation and CRM effectiveness will be described, followed by results regarding job 
contents as the fourth mediating entity. In the final section of this chapter, all of the 
foregoing will be integrated and the combined results will be revealed. 

 

4.1 RESULTS ON EMPLOYEE PARTICIPATION & CRM EFFECTIVENESS 

First the descriptive statistics of the independent and the dependent variable of the current 
research will be clarified. 

 

Results on employee participation 

The independent variable, employee participation, showed an average of only 2.21 (Table 
iv). On the scale of 1 through 5, this was hardly above the minimum value of the scale. This 
score represented something like ‘being informed’. The standard deviation of employee 
participation showed a value of 1.14. The average scores of the individual employees per 
organization ranged between 1.20 and 3.42. Examination of the more detailed data on the 
individual employee level revealed that 38 per cent of all respondents had participated on 
the lowest level, indicating being bypassed on all subjects. Only a small minority of 2 per 
cent of the employees (workers and managers) had participated on the highest level, which 
meant being asked to decide on all subjects. 38 Per cent of all employees scored below 1.5 
on the scale of 1 through 5, while only 4 per cent scored above 4,5. Miles & Shevlin (2007) 
called this a floor-peak shaped distribution, indicating that the majority of the scores is 
found in a relatively small peaked area on the left side of a scatter plot. This rather low 
level of employee participation subsequently showed when the scores on the item level 
were compared. Item averages ranged from 1.71 to 1.89 per item. Item standard deviations 
showed values between .99 and 1.04. The qualitative insights from the interviews with 
managers and consultants supported these figures: the majority of respondents had not 
participated heavily in CRM organizational change. 
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The post-research interviews were conducted to shed more light on this finding. One 
manager and one consultant for each of the sixteen organizations was interviewed to 
obtain additional insights in their thoughts on the level of participation. Most of these 
interviews took place in the offices of the sixteen managers, except for ten managers and 
three consultants who were interviewed by telephone. What mattered most to all of them, 
was that the CRM organizational change would be implemented in the most successful 
way. They said not to worry about giving up control by granting participants more control 
if that could improve the outcomes of the change. 

Furthermore, one of the interviewed managers mentioned that his up-front expectations 
had been unrealistically high regarding the added value of employee participation in the 
customer relationship management implementation. Afterwards he considered those high 
expectations as impossible and added that he was satisfied with the current outcomes. 
Some employees participated, the majority did not. Nine interviewees indicated that a 
larger group of participants would be not realistic, based on the fact that not all employees 
may feel the need to participate in CRM. One manager commented: “Some wish to 
participate, while others simply do not. Some are more competitive than others and want 
to be the first to actively participate in new organizational developments, while the 
majority of others tend to passively watch and see things develop before they become 
convinced about the advantages.” In his view, it was not realistic to expect much more 
employees to participate voluntarily in the CRM organizational change. One interviewee 
literally stated that he considered it unwise to force them into participation against their 
will. He said: “I expect such force to lead to resistance which needs to be avoided, because 
resistance might jeopardize CRM success.” 

It remains difficult to draw objective conclusions upon the foregoing qualitative insights 
that were obtained from the interviews, because it needs to be mentioned that this small 
group of managers and consultants was not randomly selected from all managers and all 
employees in the current study. Instead, all of them were active participants and each of 
them could therefore provide specific inside information regarding the CRM 
organizational change. Therefore, these post-research interviews are not used to provide 
objective nor representative information to the current research, but solely to add a few 
deeper insights from some of the insiders. 

 

Results on CRM effectiveness 

The dependent variable, CRM effectiveness, showed an average score of 2.96, which was 
close to the middle of the scale of 1 through 5 (Table iv). The overall standard deviation of 
CRM effectiveness was .79. 5 Per cent of the employees reported a low CRM effectiveness 
below 1.5 on the scale of 1 through 5, while 3 per cent reported a high CRM effectiveness 
above 4,5. When perceived per organization, the average score of the individual 
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respondents on CRM effectiveness ranged from 2.74 to 3.55. Examination of the more 
detailed data on the individual employee level revealed that only one item, ‘when I work 
with CRM, I can efficiently improve customer satisfaction’, scored above the average of the 
scale (3.63), the other items scored between 2.59 and 2.99. Those other items contained 
statements like ‘when I work with CRM, I can efficiently sell products to customers‘, ‘when 
I work with CRM, I can efficiently solve customer complaints’ and ‘CRM provides me the 
capability to predict what my customer want’.  

These figures were supported by the qualitative insights from the interviews: the CRM 
effectiveness of the implementation of the customer relationship management 
organizational change was obviously not a great success but could also not be called a 
complete failure. The post-research interviews revealed that almost all managers and 
consultants originally had much higher expectations about the outcomes of CRM that did 
not come true. Most of them had expected that the relationships with customers would 
have increased much more because of the introduction of CRM, which was often not so 
much the case. An interviewed manager from the organization with the lowest CRM 
effectiveness score said: ‘we all might have had extremely high expectations about what 
CRM would bring to us and our organization and we probably have filled out the 
questionnaire while being somewhat disappointed by the first results. Looking back, I 
must say that CRM is not an easy organizational change to implement. We have probably 
put too much focus on the technology and we should have put more focus on our workers 
to build customer related processes.’ 

Furthermore, five managers declared that they had expected technology to become the 
hardest part of the CRM implementation, although afterwards they found it much more 
difficult to motivate workers towards making CRM a success. These managers mentioned 
having underestimated the human component as a reason for not reaching the maximum 
possible CRM effectiveness. Looking back, they thought that they probably should have 
added some more participants to the CRM change process, so that a more powerful critical 
mass would have been established. Three other managers blamed the CRM technology, 
which they called immature. 

Thirteen managers blamed their unsatisfactory CRM effectiveness on the fact that they 
were not finished implementing CRM. All sixteen organizations under study were still 
adding small incremental improvements towards better customer relationships at the time 
of the post-research interviews. Two managers called such improvements their learning 
process towards improved customer relationships. Longitudinal data would certainly have 
added more insights in this learning process, but unfortunately the managers wanted to 
invest in these improvements instead of investing more in research. One female manager 
told the author of this dissertation that she did not want more research outcomes to be 
revealed, even not in an anonymous study, because she felt ashamed that her organization 
did not reach more success and did not want competitors to know. She perceived the 
current findings as a weakness of her organization and considered those as classified. In 
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the post-research interviews, the consultants appeared being somewhat more positive 
about the CRM effectiveness than their management counterparts. Mostly, they indicated 
that the CRM organizational change was delivered (almost) on time and (almost) within 
budget, which was a clear sign to them of CRM success, while the managers did not 
declare such an implementation a success before customer relationships had become 
improved. The foregoing revealed that none of the organizations under study had yet 
reached maximum CRM effectiveness nor complete CRM organizational change success. 

CRM effectiveness was always measured in the current study as the subjective views of 
individuals. Some individuals might perceive the CRM organizational change effectiveness 
different from others. Possibly, the CRM fan club could have acted as participants, while 
the others could have resided in the non-participants group. Logically, individuals who 
participated in the CRM organizational change may have obtained more knowledge and 
rate the success or effectiveness outcomes different than others. Following those 
perspectives, individual employees participating in decisions regarding the customer 
relationship management change might have rated the effectiveness of the change from a 
specific perspective. Such subjective perspective could potentially lead to structurally 
higher or lower scores on certain variables by participants in comparison to non-
participants. Such scores could differ from objectivity and could potentially have biased 
the outcomes of the current research. This potential bias was addressed in the post-
research interviews with managers and consultants. All interviewees called such potential 
bias unlikely, although none of them could prove that the participants group did not rate 
CRM effectiveness structurally higher or lower than others, nor that the participants group 
might consist out of an aselect sample from the entire employee base. To overcome this 
potential research weakness, Field (2002) suggested in such case to combine subjective and 
objective variables to make it less likely for response biases to distort the research results. 
For example, such bias can be overcome by the introduction of a more objective dependent 
variable (Field, 2002). In the current research the dependent variable –CRM effectiveness– 
can be replaced by the average CRM effectiveness score per sub-sample, indicating for 
each of the sixteen organizations the corresponding average CRM effectiveness from all 
their individual employees including participants and non-participants. Logically, this 
average CRM effectiveness is less subjective than CRM effectiveness, because the inclusion 
of all views from everyone in an organization will average any biased views from 
individual employees. When CRM effectiveness is replaced by average CRM effectiveness 
in the research model, then the correlations of variables with the average CRM 
effectiveness in the research model become weaker, although these remain significant 
(two-sided, p<.05). Employee participation by itself only explains one per cent of the 
change in average CRM effectiveness, while it explains six per cent of the change in CRM 
effectiveness. The research model fit shrinks upon the use of average CRM effectiveness as 
the dependent variable, although it remains significant (two-sided, p<.05). Of course, the 
introduction of such a variable on an aggregated level in a research model altogether with 
variables on a lower aggregation level should be used with care. That is why this 
aggregated level variable (average CRM effectiveness) is introduced only as an alternative 
dependent variable to check afterwards whether colored views from individual employees 



 

 

 

 

 

Dissertation by J.T. Bouma, SOM Research School, University of Groningen 

 

. . . . . . . . . . 93 

could have biased research outcomes, or not. Based on the above described alternative 
analysis, it can be concluded that the current research results –based on subjective 
perceptions from individual employees– have been reconfirmed by more objective 
findings. 

The following sections will reveal whether employee participation and CRM effectiveness 
are related to each other (in)directly via the mediating roles of intrapersonal attitudes, 
interpersonal relations, job pressures and job contents. 
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Table iv: Descriptive statistics of variables 

 Descriptive Statistics 

Variables 
A
ve
ra
ge
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nd
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de
vi
at
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nt
 

be
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 1
.5
 

A
m
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nt
 

ab
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e 
4.
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Employee participation 2.21 1.14 .38 .04 

CRM effectiveness 2.96 .79 .05 .03 

Ownership 3.42 .79 .03 .10 

Satisfaction 2.75 .97 .12 .04 

Being trusted 3.06 .84 .07 .04 

Trusting others 3.17 .86 .04 .04 

Workload 3.28 .95 .03 .13 

Conflict 2.62 .82 .20 .02 

Stress 2.27 .81 .09 .01 

Local fit 3.15 .93 .07 .06 

Note: the scores on all scales range from 1 (low) to 5 (high); amount below 1.5 and amount 
above 4.5 refer to the number of respondents in that category divided by the total number 
of respondents; the total number of respondents equals n=732. 
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4.2 RESULTS ON INTRAPERSONAL ATTITUDES 

In the second chapter of this dissertation, it was hypothesized that employee participation 
was positively related to both intrapersonal attitudes ownership, satisfaction and that 
those two intrapersonal attitudes were positively related to CRM effectiveness of customer 
relationship management organizational change. In this section the results regarding those 
ownership and satisfaction variables will be revealed. 

 

Results on employee participation, ownership & satisfaction, CRM effectiveness 

Table iv shows average scores close to the scale middle. Ownership averages just above the 
scale middle of 3.42 and satisfaction averages 2.75 just below the scale middle. The 
standard deviations are respectively .79 and .97. Consequently, on average the individual 
employees were not overly satisfied and also not badly dissatisfied with the customer 
relationship management organizational change. They felt slightly more ownership than 
satisfaction with this organizational change. 

In Table v the Pearson’s correlations can be found. All correlations are significant on the 
p<.01 level, at two-sided tests. These correlations support the first four hypotheses, 
numbered 1 through 4: 

� Employee participation is positively related to ownership. 

� Employee participation is positively related to satisfaction. 

� Ownership is positively related to CRM effectiveness. 

� Satisfaction is positively related to CRM effectiveness. 

In order to find support for the final hypotheses of this section, numbered 5 and 6, first 
mediation needs to be tested. Baron & Kenny (1986) introduced three conditions that need 
to be fulfilled, before mediation can be accepted: 

a. There is a significant correlation between the independent variable (here: 
employee participation) and the mediators (in this case: ownership and 
satisfaction). 

b. There is a significant correlation between the mediators (here: ownership and 
satisfaction) and the dependent variable (here: CRM effectiveness). 



 

 

 

 

 

Why participation works: the role of employee involvement in the implementation of the customer relationship management type of organizational change 

 

96  . . . . . . . . . . 

c. The regression slope from the independent variable (employee participation) on 
the dependent variable (CRM effectiveness) shrinks upon the addition of the 
mediators to the regression model. 

Holmbeck (2002) and Preacher & Hayes (2004) specified the last condition more precise: 

d. If this regression slope shrinks from significant to insignificant, then full 
mediation can be accepted. 

e. If this regression slope shrinks and stays significant, then partial mediation can be 
accepted, if a Sobel test proves that the effect of the independent on the dependent 
variable via the mediator is still significantly different from zero. 

Furthermore, Table vi lists several regression models in subsequent columns. These models 
show a step by step improvement (delta R2) of the model fit (R2) from left to right. In each 
step, variables are added to the regression model. The left column indicates, that employee 
participation alone only explains 6 per cent of the change in CRM effectiveness (Model 1). 
When the ownership variable is introduced in the regression model, then the explanatory 
value increases to 29 per cent (Model 2). Instead, when the satisfaction variable is 
introduced in the regression model, then the explanatory value of the model becomes 33 
percent (Model 3). In those models numbered 1 through 3, the regression slope (β) of 
employee participation shrinks from .17 to .09. As this slope remains significant, condition 
d was not met and no support was found for full mediation. To test condition e, a Sobel 
test was performed on the decreasing regression slopes and their corresponding 
significance levels. Condition e was met because the Sobel scores of 3.53 (Model 2) and 4.12 
(Model 3) did show significant (p<.01) support for partial mediation. Furthermore, when 
both satisfaction and ownership are included simultaneously without employee 
participation (Model 4), the explanatory value of the regression model increases to 40 per 
cent. Finally, when employee participation is added (Model 5), the explanatory value 
increases with only 1 per cent. In the last model, employee participation again shows a 
relatively small significant contribution to the model: its regression slope value (beta) 
drops to .07. Meanwhile, ownership and satisfaction show much higher regression slopes 
of .31 and .34 at a significance level of p<.01. The Sobel test score of 4.35 (p<.01) confirmed 
partial mediation in Model 5. 

The foregoing indicated support for mediation of ownership and satisfaction regarding all 
individual employees regardless the organization for which they work, but did not reckon 
with possible disturbing side effects from one or more organizations (Jones, 2008). 
Therefore, all above analyses were repeated using multilevel regression analysis 
techniques that provide the opportunity to calculate each model fit on the aggregation 
level of individual employees, while influences on the organizational aggregation level are 
controlled. The outcomes of these calculations are represented in Table vii. Again, the 
models show a step by step improvement (decreasing delta X2) of the model fit (X2) from 
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left to right. Model 1 shows a model fit of 1485. The models numbered 2 and 3 show that 
the indirect influence from employee participation on CRM effectiveness through 
mediation of ownership and satisfaction decreases. Furthermore, the models numbered 4 
and 5 show that the model fit hardly changes upon the addition of employee participation 
(from 1162 to 1132). Consequently, the results in Table vii do not bring new insights when 
compared to the results in Table vixviii and the same insights are reconfirmed. 

Additional Lisrel calculations reveal the model fit statistics for each previously mentioned 
mediating model. Model 2 representing ownership as an isolated mediator shows a root 
means square error of approximation (RMSEA) value of .08 (p<.05), a goodness of fit index 
(GFI) of .86 and a comparative fit index (CFI) of .95. Model 3 representing satisfaction as an 
isolated mediator shows an RMSEA value of .07 (p<.05), a GFI of .91 and a CFI of .97. Next, 
Model 5 representing ownership and satisfaction as combined mediators shows an RMSEA 
value of .08 (p<.05), with a GFI .84 of and a CFI of .95. 

Thus, support was found for ownership and satisfaction as partial mediators between 
employee participation and CRM effectiveness and hypotheses number 5 and 6 were both 
supported: 

� Employee participation is positively related to CRM effectiveness through the 
mediating role of ownership. 

� Employee participation is positively related to CRM effectiveness through the 
mediating role of satisfaction. 

Thus, due to its positive effects on ownership and satisfaction, employee participation adds 
to CRM effectiveness. Qualitative insights from post-research interviews with managers 
and consultants confirmed such positive influence. These managers and consultants were 
all participants in the organizational change process and declared that they had 
experienced higher levels of ownership and satisfaction themselves. One of the consultants 
explained this as follows: ‘the more effort I had put in improving CRM, the better it felt 
when it turned out being somewhat more successful. First I felt more ownership, later I felt 
more satisfaction. It took me some time to experience satisfaction because CRM was not an 
instant success’. 

                                                                 

xviii For now, partial mediation of the current mediating model is supported. In the final section of 
this chapter more mediating variables will be entered into an integrated regression model, which will 
reveal further insights on mediation. 
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Table v: Pearson’s correlations of intrapersonal attitudes 

 Pearson’s Correlations 

Variables 

C
R
M
 e
ffe
ct
iv
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O
w
ne
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hi
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S
at
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fa
ct
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Employee  
participation 

.25** .13** .17** 

CRM  
effectiveness 

 - .50** .56** 

Ownership  - - .46** 

Satisfaction - - - 

Note: ** p < .01 (two-sided); n=732. 
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Table vi: individual regression of intrapersonal attitudes on CRM effectiveness 

Individual 
regression 

Model 1 Model 2 Model 3 Model 4 Model 5 

Variables β Sig. β Sig. β Sig. β Sig. β Sig. 

Ownership - - .48 .00 - - .32 .00 .31 .00 

Satisfaction - - - - .46 .00 .35 .00 .34 .00 

Employee 
participation 

.17 .00 .13 .00 .09 .00 - - .07 .00 

R2 .06 .29 .33 .40 .41 

∆ R2 - - - .34 .01 

Sobel’s Z - 3.53** 4.12** - 4.35** 

Note: ** p < .01 (two-sided); β standardized regression slope coefficient; R2 model fit; ∆ R2 
step by step model fit increase (increase indicates improved model fit); n=732. 
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Table vii: multilevel regression of intrapersonal attitudes on CRM effectiveness 

Multilevel 
regression 

Model 1 Model 2 Model 3 Model 4 Model 5 

Variables β Sig. β Sig. β Sig. β Sig. β Sig. 

Ownership - - .31 .00 - - .28 .00 .22 .00 

Satisfaction - - - - .32 .00 .33 .00 .29 .00 

Employee 
participation 

.28 .00 .19 .00 .20 .00 - - .15 .00 

X2 1485 1392 1150 1162 1132 

∆ X2 - - - -323 -30 

Note: ** p < .01 (two-sided); β standardized regression slope coefficient; X2 multilevel 
model fit corrected for organizational influences; ∆ X2 step by step model fit increase 
corrected for organizational influences (decrease indicates improved model fit); n=732. 
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4.3 RESULTS ON INTERPERSONAL RELATIONS 

In the second chapter of this dissertation, it was hypothesized that employee participation 
was positively related to both interpersonal relations constructs being trusted & trusting 
others and that those characteristics were positively related to CRM effectiveness of 
customer relationship management organizational change. In this section the results 
regarding those being trusted and trusting others variables will be revealed. 

 

Results on employee participation, being trusted & trusting others, CRM effectiveness 

Table iv shows average scores close to the scale middle. Being trusted shows an average 
almost on the scale middle of 3.06 and trusting others shows an average of 3.17 just above 
the scale middle. Consequently, on average the individual employees indicated that they 
were not completely trusted by their colleagues and also not fully distrusted by them on 
implementing the customer relationship management organizational change. They trusted 
the others on average more than they felt like being trusted. The standard deviations show 
almost similar values of .84 and .86. 

In Table viii the Pearson’s correlations can be found. Correlations are significant on the 
p<.01 level, at two-sided tests. These correlations support the first four hypotheses 
regarding interpersonal trust relations, numbered 7 through 10: 

� Employee participation is positively related to being trusted. 

� Employee participation is positively related to trusting others. 

� Being trusted is positively related to CRM effectiveness. 

� Trusting others is positively related to CRM effectiveness. 

In order to find support for the final hypotheses of this section, numbered 11 and 12, first 
mediation needs to be tested. Baron & Kenny (1986) introduced three conditions that need 
to be fulfilled before mediation can be accepted, while Holmbeck (2002) and Preacher & 
Hayes (2004) made those conditions more precise. Their conditions can be found in the 
previous section. 

Table ix lists several regression models in subsequent columns. These models show a step 
by step improvement (delta R2) of the model fit (R2) from left to right. In each step, 
variables are added to the regression model. The left column indicates, that employee 
participation alone only explains 6 per cent of the change in CRM effectiveness (Model 1). 
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When the variable being trusted is added to the regression model, then the explanatory 
value increases to 29 per cent (Model 2). Instead, when the variable trusting others is 
added to the regression model, then the explanatory value of the model becomes 30 
percent (Model 3). In those models numbered 1 through 3, the regression slope (β) of 
employee participation shrinks from .17 to .13. As this slope remains significant, condition 
d is not met and no support is found for full mediation. To test condition e, a Sobel test was 
performed on the decreasing regression slopes and their corresponding significance levels. 
Condition e is met because the Sobel scores of 6.19 (Model 2) and 2.88 (Model 3) show 
significant (p<.01) support for partial mediation. Furthermore, when both being trusted 
and trusting others are included simultaneously without employee participation (Model 4), 
the explanatory value of the regression model increases to 35 per cent. Finally, when 
employee participation is added (Model 5), the explanatory value increases with only 2 per 
cent. In the last model, employee participation again shows a relatively small significant 
contribution to the model: its regression slope value (beta) drops to .09. Meanwhile, being 
trusted and trusting others show much higher regression slopes of .30 and .31 at a 
significance level of p<.01. The significant Sobel test score of 5.20 (p<.01) confirms partial 
mediation in Model 5.  

The foregoing indicated support for mediation of being trusted and trusting others 
regarding all individual employees regardless the organization for which they work, but 
did not reckon with possible disturbing side effects from one or more organizations (Jones, 
2008). Therefore, all above analyses were repeated using multilevel regression analysis 
techniques that provide the opportunity to calculate each model fit on the aggregation 
level of individual employees, while influences on the organizational aggregation level are 
controlled. The outcomes of these calculations are represented in Table x. Again, the 
models show a step by step improvement (decreasing delta X2) of the model fit (X2) from 
left to right. Model 1 (X2 model fit 1485) shows more direct influence from employee 
participation on CRM effectiveness after correction for organizational influences (.28 
instead of .17). The models numbered 2 and 3 show that the indirect influence from 
employee participation on CRM effectiveness through mediation of being trusted and 
trusting others decreases. Furthermore, the models numbered 4 and 5 show that the model 
fit hardly changes upon the addition of employee participation (from 1289 to 1265). 
Consequently, the results in Table x do not show new insights when compared to the 
results in Table ix: the same insights are reconfirmed. 

Additional Lisrel calculations reveal the model fit statistics for each previously mentioned 
mediating model. Model 2 representing being trusted as an isolated mediator shows a root 
means square error of approximation (RMSEA) of .04 (p<.01), a goodness of fit index (GFI) 
of .94 and a comparative fit index (CFI) of .99. Model 3 representing trusting others as an 
isolated mediator shows an RMSEA of .05 (p<.01), a GFI of .93 and a CFI of .98. Next, 
Model 5 representing being trusted and trusting others as combined mediators shows an 
RMSEA of .07 (p<.01), a GFI .87 of and a CFI of .96. 
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Thus, support was found for being trusted and trusting others as partial mediators 
between employee participation and CRM effectiveness and both hypotheses number 11 
and 12 were supported: 

� Employee participation is related to CRM effectiveness through the mediating 
role of being trusted. 

� Employee participation is related to CRM effectiveness through the mediating 
role of trusting others. 

Thus, due to its positive effects on both trust constructs, employee participation adds to 
CRM effectiveness. Qualitative insights from post-research interviews with most managers 
and consultants confirmed such positive influence. One manager stated: “I have 
experienced more and more trust while participating myself. The longer we worked 
together on the successful implementation of CRM, the more we trusted each other in 
doing the right tasks well. Afterwards, the whole employee participation process felt like 
an improved bonding process with each other.“ Another manager described a similar 
process. He said: “within the organizational change team, we all felt that interpersonal 
trust grew upon us”. Furthermore, five consultants told the researcher that in the CRM 
organizational change they experienced overly complicated interpersonal (trust) relations 
between employees, especially in larger change teams with somewhat higher amounts of 
participants. The more participants in a CRM organizational change, the more difficult 
they found the management of interpersonal relations among these participants. One of 
those consultant worded this as follows: “personally I prefer smaller groups of 
participants, because then it is easier to guide a small group than a large group with many 
internal relationships between group members”. His insight points at growing complexity 
from increasing employee participation on both interpersonal relationship constructs being 
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trusted and trusting othersxix. One consultant added: “I think that just modeling a simple 
link between employee participation and for example being trusted over-simplifies 
reality“. 

Although the foregoing results confirm that employee participation leads to an increase of 
trusting others in the current study, the previous chapter revealed that Spreitzer & Mishra 
(1999) reported evidence for such relationship in the opposite direction. They reported that 
trusting others brought a significant increase in CRM effectiveness through the mediating 
role of employee participation among 517 employees from 92 business units from 43 
automotive firms in the US and Canada. The interview outcomes of the current research 
did not bring clarity in the sequence in which participation and trust occurred. It might be, 
that before the CRM organizational change there was already a certain level of trust, which 
preceded and caused employee participation instead of the other way around. Elias (2009) 
wrote that it is important that issues pertaining to reverse causality are tested, especially 
when results do not reveal whether one variable causes another, or vice versa. 

To test whether the causal ordering of the variables in the model presented here is correct, 
the current research model was retested with variables in reverse order. First, Spreitzer & 
Mishra’s model (trusting others causing CRM effectiveness with employee participation as 
the mediator) was applied to the current research data. Because correlation and regression 
analyses cannot test for causality or sequences, the R square value in both the original 
model and the reverse order model remains 37 per cent, but Sobel’s Z value dropped from 
2.88 (original research model, p<.01) to 2.65 (reverse order model, p<.01). Based on results 
from the previously described research, the mediation in the model presented in the results 

                                                                 

xix Based on Webster’s dictionary, relations imply connections between individuals. Consequently, 
at minimum two connected individuals are required for one relation. Three connected individuals 
can form three relations, while n connected individuals can form ((n*(n-1))/2) relations, so 30 
connected individuals can form 435 relations. Given a growing number of connected individuals, 
the number of relations grows faster. When the foregoing math would be applied to the current 
research, the low level of employee participation has probably contributed to a not very high number 
of relations. Logically, a growing number of participants would have accellerated the number of 
connections between employees. Thus, a larger number of participants would logically have caused 
much more complexity in interpersonal relations and possibly have become so complicated that 
managing all those relations would have become more difficult for the managers and consultants. It 
would be interesting to compare the current research results with comparable situations in which 
much more connections among much more participants occur. Possibly, an overly complicated 
amount of connections and interpersonal relations might even cause poor coordination and 
ultimately jeopardize CRM organizational change success. Of course that possibility remains purely 
speculative, but might inspire future research. 
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section of this chapter can be considered superior to the mediation in the alternative 
reverse order model, although slightly. 

Because there were two dimensions of trust in the current research, also the other 
dimension was tested in reverse order using the following model: being trusted causes 
CRM effectiveness with employee participation as the mediator. Here, Sobel’s Z value 
dropped from 6.19 (original research model, p<.01) to 3.41 (reverse order model, p<.01). 
Consequently, both alternative reverse order models offered poorer mediation in 
comparison to the original research models. However, all foregoing models revealed 
significant mediation effects, thus these additional statistical tests added the insight that 
employee participation and trust in interpersonal relations strengthen each other. 
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Table viii: Pearson’s correlations of interpersonal relations 

 Pearson’s Correlations 

Variables 

C
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M
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B
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ng
 tr
us
te
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T
ru
st
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rs
 

Employee  
participation 

.25** .24** .11** 

CRM  
effectiveness 

- .52** .51** 

Being  
trusted 

- - .51** 

Trusting  
others 

- - - 

Note: ** p < .01 (two-sided); n=732. 
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Table ix: individual regression of interpersonal relations on CRM effectiveness 

Individual 
regression 

Model 1 Model 2 Model 3 Model 4 Model 5 

Variables β Sig. β Sig. β Sig. β Sig. β Sig. 

Being  
trusted 

- - .46 .00 - - .33 .00 .30 .00 

Trusting  
others 

- - - - .45 .00 .30 .00 .31 .00 

Employee  
participation 

.17 .00 .09 .00 .13 .00 - - .09 .00 

R2 .06 .29 .30 .35 .37 

∆ R2 - - - .29 .02 

Sobel’s Z - 6.19** 2.88** - 5.20** 

Note: ** p < .01 (two-sided); β standardized regression slope coefficient; R2 model fit; ∆ R2 
step by step model fit increase (increase indicates improved model fit); n=732. 
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Table x: multilevel regression of interpersonal relations on CRM effectiveness 

Multilevel 
regression 

Model 1 Model 2 Model 3 Model 4 Model 5 

Variables β Sig. β Sig. β Sig. β Sig. β Sig. 

Being  
trusted 

- - .31 .00 - - .24 .00 .20 .00 

Trusting  
others 

- - - - .40 .00 .38 .00 .35 .00 

Employee  
participation 

.28 .00 .17 .00 .16 .00 - - .12 .00 

X2 1485 1372 1302 1289 1265 

∆ X2 - - - -196 -24 

Note: β standardized regression slope coefficient; X2 multilevel model fit corrected for 
organizational influences; ∆ X2 step by step model fit increase corrected for organizational 
influences (decrease indicates improved model fit); n=732. 
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4.4 RESULTS ON JOB PRESSURES 

In the second chapter of this dissertation, it was hypothesized that employee participation 
was positively related to the job pressures and that those job pressures were negatively 
related to CRM effectiveness of customer relationship management organizational change. 
These job pressures were theorized to consist out of three constructs (workload, stress and 
conflict) and were expected to jeopardize CRM effectiveness. In this section the results 
regarding those workload, stress and conflict variables will be revealed. 

 

Results on employee participation, workload & conflict & stress, CRM effectiveness 

Table iv lists the descriptive statistics of workload, conflict and stress on employee 
participation and CRM effectiveness. Workload shows an average score just above the 
scale middle of 3.28, while conflict and stress show scores below the scale middle at 2.62 
respectively 2.27. The standard deviations range from .82 for conflict to .95 for workload. 
These scores indicated that the workload regarding organizational change was on average 
considered slightly above neutral, while stress and conflict scored on average considered 
slightly lower than average. 

In Table xi the Pearson’s correlations can be found for all variables. All correlations are 
significant on the p<0.05 level, at two-sided tests. In contrary to the expectations, employee 
participation correlated negatively instead of positively with workload. This was not 
expected from the theoretical views as described in the second chapter. These correlations 
showed no support for the first hypothesis. Based on those results, hypothesis numbered 
13 was not supported and both following hypotheses numbered 14 and 15, were 
supported: 

X Employee participation is positively related to workload. 

� Employee participation is negatively related to stress. 

� Employee participation is negatively related to conflict. 

CRM effectiveness correlated negatively with all other three variables workload, conflict 
and stress, which was expected. Therefore, hypotheses numbered 16 through 18, were 
supported: 

� Workload is negatively related to CRM effectiveness. 

� Stress is negatively related to CRM effectiveness. 
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� Conflict is negatively related to CRM effectiveness. 

In order to find support for the final hypotheses of this section, numbered 19, 20 and 21, 
first mediation needs to be tested. Again, the conditions from Baron & Kenny (1986), 
Holmbeck (2002) and Preacher & Hayes (2004) mentioned in the previous section should 
be met before accepting mediation.  

The regression models in Table xii show a step by step improvement (increasing delta R2) 
of the model fit (R2) from left to right. In each step, variables are added to the regression 
model. In the previous section it was reported that employee participation alone explained 
only 6 per cent of the change in CRM effectiveness (Table vii, Model 1). When stress is 
added to the regression model, then the explanatory value increases to 9 per cent (Model 
1). Instead, when conflict is introduced in the research model, then the model fit increases 
to 15 per cent (Model 2). Instead, when workload is introduced, the model fit further 
increases to 16 per cent (Model 3). In these models numbered 1 through 3, the regression 
slopes of employee participation on CRM effectiveness do not differ much (.16, .14 and 
.16). As the contribution of employee participation in these three models still remains 
significant, no support is found for full mediation. However, the significant Sobel score of 
1.97 (Model 1, p<.05) and 4.16 (Model 2, p<.01) show substantial support for partial 
mediation regarding conflict and stress as single mediators. However, Sobel’s Z value of 
1,59 in Model 3 indicated that workload as a single mediator was not supported (p>.10). 
Furthermore, Table xii shows that when all three supposed mediators workload, conflict 
and stress are combined simultaneously without employee participation (Model 4), the 
explanatory value of the regression model increases to 17 per cent. Finally, when employee 
participation is added (Model 5), the explanatory value rises with 4 per cent up to 21 per 
cent. In the last model, employee participation still shows a significant contribution to the 
model, while its regression slope value (beta) drops to .13. Meanwhile, workload and 
conflict obviously show much higher regression slopes of -.20 and -.21 at a significance 
level of p<.01, while the contribution of stress is not significant anymore. In this model 5, 
Sobel’s Z is 3,68 (p<.01), indicating support for partial mediation. Because the added value 
of stress in Model 5 raises some questions above, alternatively the same calculations are 
repeated without stress. This leads to an explanatory value of 21 per cent, together with a 
regression slope for employee participation of again .13. Sobel’s Z value is also similar 
(3.64, p<.00). Therefore, it seems that although stress plays a mediating role when viewed 
alone, in the overall model there is hardly any mediation left from stress. The foregoing 
first model raises questions about stress. Stress (only when studied together with workload 
and conflict) showed unconvincing results as a mediator, while stress as a single mediator 
(apart from workload and conflict) seems acceptable. More tests were applied to bring 
more clarity. 

Additional Lisrel calculations revealed the model fit statistics. Model 1 representing being 
stress as an isolated mediator shows a root means square error of approximation (RMSEA) 
of .07 (p<.05), a goodness of fit index (GFI) of .91 and a comparative fit index (CFI) of .96. 
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Model 2 representing conflict as an isolated mediator shows an RMSEA of .08 (p<.05), a 
GFI of .88 and a CFI of .96. Model 3 representing workload as an isolated mediator shows 
an RMSEA of .06 (p<.05), a GFI of .93 and a CFI of .97. Finally, Model 5 representing stress, 
conflict and workload as combined mediators shows an RMSEA of .08 (p<.05), a GFI .82 of 
and a CFI of .94. 

Multilevel regression analyses were performed to correct for organizational influences. The 
results of the multilevel regression analyses are presented in Table xiii. Again, the models 
show a step by step improvement (decreasing delta X2) of the model fit (X2) from left to 
right. The models numbered 1 through 5 show that the influence from employee 
participation on CRM effectiveness through mediation of workload, stress and conflict 
decreases. Consequently, the results in Table xiii do not bring new insights when 
compared to the results in Table xii. Both individual and multilevel regression analyses 
reveal similar outcomes. 

Based on the foregoing, the relationship between employee participation and CRM 
effectiveness was found to be partially mediated by conflict. Next, workload as a mediator 
was not found. but when workload was combined with conflict, then support was found 
for a combined model with both mediators. Furthermore, the mediating role of stress 
diminishes strongly upon the addition of (workload and) conflict. Consequently, stress 
hardly plays a mediating role anymore when combined with workload and conflict. The 
influence of stress is cannibalized by both other mediators. For all foregoing reasons, 
mediation of workload and stress was not found. In the light of these side remarks, 
hypotheses number 19 and 20 were not supported and 21 was supported. 

X Employee participation is related to CRM effectiveness through the mediating 
role of workload. 

X Employee participation is related to CRM effectiveness through the mediating 
role of stress. 

� Employee participation is related to CRM effectiveness through the mediating 
role of conflict. 

Results indicate that conflict is a partial mediator between employee participation and 
CRM effectiveness in the current research. Thus, via its conflict reducing effect, employee 
participation adds positively to CRM effectiveness. The post-research interviews with 
managers and consultants confirmed the above conclusion regarding the mediating role of 
conflict. 

Another result of the current research was the negative relationship between employee 
participation and workload, while a positive relationship was hypothesized. Three of the 
interviewed consultants indicated that they knew from experience that workload would 
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usually increase dramatically whenever (employee) participation would be present. 
Therefore, they had deliberately advised to take all existing workload out of the hands of 
the participants and to redistribute the tasks over the non-participants. The majority of 
these managers indicated that they had expected employee participation to increase the 
workload level and that consultants had advised them to release the participants from 
heavy workload. Consequently, they had deliberately intervened in the change process. As 
a consequence, the participants in the current research were often released from regular 
tasks which made them less busy than expected. Those tasks were divided over the non-
participants. Several managers stated that the main advantages of their change 
intervention were, that the workload among participants had not increased and 
consequently CRM effectiveness had not been jeopardized by such increased workload. 
The foregoing logically explains the significant (p<.05 one-sided and p<.10 two-sided) 
negative correlation between employee participation and workload in the current studyxx.  

                                                                 

xx Moreover, some scholars theorized that job pressures do not always lead to negative consequences. 
Newton & Jimmieson (2006) argued that especially job pressures of the challenge type –like 
workload– can push in different directions (Newton & Jimmieson, 2006). When job pressures 
challenge individual employees to put more effort into a certain task, they are motivated into a 
positive mode aimed at contributions to the organization’s values. In contrary, when job pressures 
drain energy from individual employees, these pressures result in negative atmospheres aimed at no 
contributions to an organization’s values (Newton & Jimmieson, 2006). Furthermore, House & 
Mitchell (1974) theorized that a small amount of job pressures caused by participation would be 
motivational. Following these views, at a low participative level the corresponding job pressures 
may also stay on a low level, leaving room for higher CRM effectiveness. Meanwhile, at a high 
participative level the corresponding job pressures may become a burden and form a serious threat to 
CRM effectiveness. Their alternative view was tested using the current dataset. Alternatively to the 
statistical analyses that were performed before, all respondents were redistributed over two groups. 
The first group contained those respondents showing the lowest amounts of participation (1 <= i <= 
3 on the scale of 1 through 5) being called low participants (80 per cent; n=588). The second group 
contained respondents showing the highest amounts of participation (3 < i <= 5 on the scale of 1 
through 5) being called high participants (20 per cent; n=144). All correlation and regression 
analyses were repeated per group. In the high participants group, all of the previously described 
outcomes stay significant with no deviations from the previously stated conclusions. Meanwhile in 
the low participants group, some inconsistent and some insignificant results are found. The 
foregoing can be considered logical based on the fact that these participants did hardly participate. 
However, among the low participants, workload is positively related to employee participation. 
Employee participation explains 2 per cent of the change in workload with a corresponding beta 
slope of .33 (p<.01), which is opposite to the negative relation found in the entire dataset and the 
high participants group, indicating an inverse u-shaped -also called an n-shaped- relationship 
between employee participation and workload, instead of a linear relationship. This non-linear 
relationship can be explained by the fact that high participants were deliberately freed from their 
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Such intervention was not performed regarding the other job pressures –stress and 
conflict–, although the previously reported correlation between these job pressures and 
CRM effectiveness indicates that these may jeopardize CRM effectiveness as well. The 
results of the current research clearly indicate that job pressures relate negatively to CRM 
effectiveness. Any increase in job pressures may jeopardize CRM organizational change 
success. Consequently, redistributing non-CRM related tasks from participants over non-
participants by the managers is obviously directed towards more CRM effectiveness. 
Furthermore, these managers were protecting their workers from negative consequences of 
job pressures. 

                                                                                                                                                                 

existing workload and tasks were redistributed over low and non-participants. The other job 
pressure variables did not show non-linear relationships. The foregoing split dataset approach is 
illustrative because it contains a methodological weakness: one could always argue about the cut-off 
point in such analyses. 
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Table xi: Pearson’s correlations of job pressures 

 Pearson’s Correlations 

Variables 

C
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M
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C
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S
tr
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Employee  
participation 

.25** -.06~ -.17** -.08* 

CRM  
effectiveness 

 - -.32** -.33** -.19** 

Workload  -  - .26** .24** 

Conflict  -  - - .32** 

Stress  - - - - 

Note: ** p < .01; * p < .05; ~ p<.10 (two-sided); n=732. 
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Table xii: individual regression of job pressures on CRM effectiveness 

Individual 
regression 

Model 1 Model 2 Model 3 Model 4 Model 5 

Variables β Sig. β Sig. β Sig. β Sig. β Sig. 

Workload - - - - -.26 .00 -.20 .00 -.20 .00 

Conflict - - -.29 .00 - - -.24 .00 -.21 .00 

Stress -.17 .00 - - - - -.05 .19 -.04 .23 

Employee 
participation 

.16 .00 .14 .00 .16 .00 - - .13 .00 

R2 .09 .15 .16 .17 .21 

∆ R2 - - - .11 .04 

Sobel’s Z 1.97* 4,16** 1.59 - 3.68** 

Note: ** p < .01; * p < .05 (two-sided); β standardized regression slope coefficient; R2 model 
fit; ∆ R2 step by step model fit increase (increase indicates improved model fit); n=732. 
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Table xiii: multilevel regression of job pressures on CRM effectiveness 

Multilevel 
regression 

Model 1 Model 2 Model 3 Model 4 Model 5 

Variables β Sig. β Sig. β Sig. β Sig. β Sig. 

Workload - - - - -.14 .00 -.13 .00 -.10 .00 

Conflict - - -.22 .00 - - -.24 .00 -.19 .00 

Stress -.08 .01 - - - - -.00 .91 .01 .84 

Employee 
participation 

.27 .00 .24 .00 .25 .00 - - .23 .00 

X2 1462 1413 1442 1495 1410 

∆ X2 - - - 10 -85 

Note: β standardized regression slope coefficient; X2 multilevel model fit corrected for 
organizational influences; ∆ X2 step by step model fit increase corrected for organizational 
influences (decrease indicates improved model fit); n=732. 
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4.5 RESULTS ON JOB CONTENTS 

In the second chapter of this dissertation, it was hypothesized that employee participation 
was positively related to the local fit of the job contents and that the local fit of the job 
contents was positively related to CRM effectiveness of customer relationship management 
organizational change. In this section the results regarding the local fit variable will be 
revealed. This local fit variable indicates the fit between (an) individual employees’ job 
contents and the overall CRM organizational change. 

 

Results on employee participation, local fit, CRM effectiveness 

In Table iv, local fit showed an average score slightly above the scale middle of 3.15 and a 
standard deviation of .93. This indicated that the local fit of customer relationship 
management was on average considered slightly above neutral by the individual 
employees. When compared to the CRM effectiveness average of 2.96, then it seems as if 
the employees rated the local fit of the change outcomes of their own jobs higher than the 
CRM effectiveness of the change outcomes for the organization as a whole. 

In Table xiv Pearson’s correlations regarding the foregoing variables can be found. All 
correlations between employee participation, CRM effectiveness and local fit are significant 
on the p<0.01 level, at two-sided tests. Both employee participation and CRM effectiveness 
correlate significantly with local fit. These significant correlations show support for two 
hypotheses, numbered 22 and 23: 

� Employee participation is positively related to local fit. 

� Local fit is positively related to CRM effectiveness. 

In order to test the final hypothesis of this chapter, numbered 24, first mediation needs to 
be tested. Again, all conditions from Baron & Kenny (1986), Holmbeck (2002) and Preacher 
& Hayes (2004) should be met before mediation is accepted. 

Table xv lists several regression models regarding individuals in subsequent columns. 
These models show a step by step improvement (increasing delta R2) of the model fit (R2) 
from left to right. In each step, variables are added to the regression model. The left column 
shows, that employee participation alone only explains 6 per cent of the change in CRM 
effectiveness (Model 1). When only the effect of local fit on CRM effectiveness is calculated 
in a regression model, then the explanatory value jumps to 29 per cent (Model 2). 
Furthermore, when employee participation is added, the explanatory value rises to 32 per 
cent (Model 3). In the last model, employee participation again shows a significant 
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contribution to the model, indicating no full mediation. Its regression slope value (beta) 
drops from .17 to .13. Meanwhile, local fit shows much higher regression slopes of .45 to 
.44 (p<.01). The Sobel test Z value (3.04) supports partial mediation (p<.01). 

Table xvi represents the multilevel regression results regarding individual employees after 
correction for organizational influences. Again, the models show a step by step 
improvement (decreasing delta X2) of the model fit (X2) from left to right. Model 1 shows 
more direct influence from employee participation on CRM effectiveness after correction 
for organizational influences (.28 instead of .17). The models numbered 2 and 3 show that 
the indirect influence from employee participation on CRM effectiveness through 
mediation of local fit decreases. Consequently, the results in Table xvi do not bring new 
insights when compared to the results on the top rows and brings reconfirmation. 

Additional Lisrel calculations revealed the mediating model fit statistics. Model 3 
representing local fit as an isolated mediator shows a root means square error of 
approximation (RMSEA) of .05 (p<.01), a goodness of fit index (GFI) of .94 and a 
comparative fit index (CFI) of .99, all indicating an acceptable research model fit. 

Based on the foregoing, local fit can be considered a partial mediator between employee 
participation and CRM. Therefore, the final hypothesis of this dissertation, numbered 24, 
was supported: 

� Employee participation is positively related to CRM effectiveness through the 
mediating role of local fit. 

Thus, due to its positive effect on the local fit between individual employees’ job contents 
with the CRM organizational change, employee participation adds to CRM effectiveness.  

Based on the theoretical suggestion from Caldwell (2003) which was described in the 
theoretical chapter, individuals may simply leave organizations when they do not fit in an 
organizational change. All individuals who cooperated in the current research did not 
leave (yet). Still, Caldwell’s view could be applicable if individuals showing low local fit 
would not have left yet at the moment of data gathering but would be leaving soon after 
that moment. In such view, those employees with low fit would at least consider leaving 
an organization, while those with high fit stay. Based on the foregoing, propensity to leave 
was addressed in the post-research interviews with the managers and consultants in the 
organizations under study. Most of them confirmed that indeed one to five per cent of the 
employees decided to leave during and after the CRM organizational change, although it 
may be difficult to differentiate between employees who would have left anyway and 
those who left because of the CRM implementation. No forced lay-offs were performed in 
the organizations under study. As a consequence of these voluntarily leaves, some of those 
employees were not present anymore at the moment of measuring and they did also not 
contribute to the organizational change outcomes. However, most of the employees were 
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still present at work. Some of them scored low on local fit and might consider leaving, 
which one of the managers called a natural selection process. He said: “Those employees 
who feel comfortable with the CRM change programs are welcome to stay, but those who 
do not believe in it may not be the ones we want to keep for establishing improved 
customer relationships.” Employees leaving and joining is a natural process which cannot 
be controlled in a empirical setting, although this needs to be mentioned in the light of the 
foregoing. 
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Table xiv: Pearson’s correlations of job contents 

 Pearson’s Correlations 

Variables 
C
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M
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Lo
ca
l f
it 

Employee  
participation 

.25** .11** 

CRM  
effectiveness 

 - .53** 

Local  
fit 

 -  - 

Note: ** p < .01 (two-sided); n=732. 
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Table xv: individual regression of job contents on CRM effectiveness 

Individual 
regression 

Model 1 Model 2 Model 3 

Variables β Sig. β Sig. β Sig. 

Local  
fit 

- - .45 .00 .44 .00 

Employee 
participation 

.17 .00 - - .13 .00 

R2 .06 .29 .32 

∆ R2 - .23 .03 

Sobel’s Z - - 3.04** 

Note: ** p < .01 (two-sided); β standardized regression slope coefficient; R2 model fit; ∆ R2 
step by step model fit increase (increase indicates improved model fit); n=732. 
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Table xvi: multilevel regression of job contents on CRM effectiveness 

Multilevel 
regression 

Model 1 Model 2 Model 3 

Variables β Sig. β Sig. β Sig. 

Local  
fit 

- - .39 .00 .31 .00 

Employee  
participation 

.28 .00 - - .18 .00 

X2 1485 1418 1366 

∆ X2 - -67 -52 

Note: β standardized regression slope coefficient; X2 multilevel model fit corrected for 
organizational influences; ∆ X2 step by step model fit increase corrected for organizational 
influences (decrease indicates improved model fit); n=732. 
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4.6 RESULTS ON COMBINED CONCEPTS 

In this section the main concepts of this chapter are first summarized and then combined 
into an integrated research model. 

The main results of the foregoing sections indicate, that employee participation contributes 
to a greater CRM effectiveness of organizational change through the (positively) mediating 
roles of three entities: intrapersonal attitudes, interpersonal relations and job contents. The 
first entity, intrapersonal attitudes, consists out of the variables ownership and satisfaction. 
The second entity, interpersonal relations, contains the variables being trusted and trusting 
others. The last entity, job content, contains local fit. Another supposedly mediating entity, 
job pressures, plays a different role. Results in the previous sections show that only the 
conflict variable within job pressures plays a convincing mediating role in the relationship 
between employee participation and CRM effectiveness. 

 

Results on employee participation, combined mediators, CRM effectiveness 

To test the final hypothesis of this dissertation numbered 25, all mediators were combined 
in the combined research model which was represented in Figure vi. These mediators may 
be disconfirmed in contrast to the initially supported mediation hypotheses, because these 
mediators can come differently into view when studied in isolation or when being studied 
together. Dachler & Wilpert (1978) indicated that participation is a dynamic system with 
complicated interdependence among many variables. Every variable was theorized to 
influence the other variables within such dynamic system. Rather than formulating 
research models around isolated entities like intrapersonal attitudes, interpersonal 
relations, job pressures and job contents, combining all interacting components into one 
combined research model can add further insights. This combined research perspective 
leads to an integrated final research model (Figure vi). Based on this final research model it 
has been tested to what degree employee participation leads to CRM effectiveness via the 
combined mediating roles of ownership, satisfaction, being trusted, trusting others, local 
fit, workload, conflict and stress rather than via a subset of these mediators. All statistical 
tests being introduced in the previous sections are repeated once again with all variables 
combined. Results are then compared to the separate results described before. 

Pearson’s correlation tests were performed on all variables in the integrated research 
model. Table xvii shows that all variables correlate significantly on at least the p<0.05 level, 
at two-sided tests. This confirms, that all variables are indeed not independent from each 
other. Elias (2009) used words of caution for such a situation. He stated that in the situation 
of many significant correlations, all quantitative data should be tested against lack of 
multicollinearity and common method variance. Multicollinearity is said to occur when a 
study’s independent variables correlates stronger than .70 with one or more of the other 
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variables, a criterion that was not met for this research. Furthermore, common method 
variance may play a role when a large baseline level of correlation (e.g. above .10) among 
all variables exists and all correlations are statistically significant, which did also not occur 
according to the correlation scores starting from .06 in Table xvii. 

Next, Table xviii lists several regression models in subsequent columns. These models 
show a step by step improvement (increasing delta R2) of the model fit (R2) from left to 
right. In each step, variables are added to the regression model. The left column indicates, 
that employee participation alone only explains 6 per cent of the change in CRM 
effectiveness (Model 1). When all mediating variables are included in the regression model, 
the model fit rises to 51 per cent (Model 2). Finally, when employee participation is added, 
the model fit value stays at 51 per cent and does not increase any further (Model 3). With 
51 per cent explanatory value, this model combining all variables clearly indicates a better 
model fit than each partial model in the four previous sections. Furthermore, the overall 
model fit stays the same, regardless whether employee participation is excluded (Model 2) 
or included (Model 3). Its regression slope value (beta) drops from .17 (significant) to .03 
(insignificant). Consequently, full mediation was supported based on the conditions 
described before.  

Next, multilevel regression analyses were performed while organizational influences were 
controlled. The multilevel regression outcomes are listed in Table xix. Results reconfirm 
that workload and stress show insignificant beta slopes in the research model. 
Consequently, the influences from workload and stress in the research model are 
negligible. The combination of all other variables has ruled out workload and stress. Here, 
also ownership and local fit show insignificant beta slopes (p>.10), although these slopes 
(.05 and .04) still contribute some value to the research model. These findings contradict 
with significant beta slopes from individual regression analysis (there the ownership beta 
is significant on the p<.10 level and the local fit beta is significant on the p<.05 level). Both 
regression analysis techniques (individual and multilevel) indicate that the roles of 
ownership and local fit shrink heavily upon the addition of the other variables to the 
combined research model. 

Further statistical calculations revealed that the mediation model (Model 3) shows a root 
means square error of approximation (RMSEA) of .08 (p<.05), together with a GFI value of 
.85 and a CFI value of .91 confirming a reasonable model fit. 

Furthermore, it shows that when all mediators are included in the research model, these 
mediators influence each other and consequently the individual roles of some of these 
mediators are taken over by other mediators. 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 stronger and the results more reliable. Therefore, each multilevel 
regression analysis result is listed next to an individual regression analysis result (see the 
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third chapter about the method). When those results were compared to the results that 
were described in earlier sections, then the general conclusions are the same: employee 
participation contributes to several mediators, that in turn contribute to CRM effectiveness. 
The foregoing results supported the view that employee participation contributes to a 
greater CRM effectiveness of customer relationship management organizational change 
through the mediating roles of satisfaction, being trusted, trusting others, and conflict. 
Some of these mediators contribute more than others. Ownership and local fit contribute 
less upon the addition of others, while they still play a convincing mediating role when 
viewed independently. The three strongest mediators that were found in the current 
research are: satisfaction, being trusted and trusting others. 

Other supposedly mediating variables were found to come differently into view when 
studied alone or when studied together with other variables. Workload was hypothesized 
to positively relate to employee participation and negatively to CRM effectiveness. 
However, management interventions in the current research were reported earlier to 
disturb this hypothesized relationship. When workload is tested apart from the other 
variables, its added value to such isolated research model is negligible. Furthermore, the 
added value of stress to is hardly present anymore upon the addition of workload and 
conflict and seems to be cannibalized mainly by conflict. Results show that conflict plays 
another specific mediating role: due to its conflict reducing effects, employee participation 
appears to add to CRM effectiveness. As a consequence, from the three job pressures 
(workload, stress, conflict) only conflict was supported as a mediator between employee 
participation and CRM effectiveness. Meanwhile workload, stress and conflict were found 
to be strongly interrelated. Furthermore, workload, stress and conflict were found to relate 
negatively to employee participation. This indicates cannibalizing effects among workload, 
stress and conflict. As a consequence of the foregoing, the final hypothesis of this 
dissertation numbered 25 was not completely supported: 

X Employee participation is related to CRM effectiveness through the mediating 
role of ownership, satisfaction, being trusted, trusting others, workload, stress, 
conflict and local fit. 

Several of these mediators were supported in the combined research model, although not 
all of them played a convincing role. Only satisfaction, being trusted, trusting others and 
conflict were supported by all statistic tests. Table xx lists the total overview of all 
hypotheses and the outcomes of all statistic tests. Except for the hypotheses numbered and 
25, all other hypotheses can be considered fully supported. 
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Table xvii: Pearson’s correlations of all variables 

Variables 
C
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M
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ct
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w
ne
rs
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S
tr
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Lo
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l f
it 

Employee participation .25** .13** .17** .24** .11** -.06~ -.17** -.08* .11** 

CRM effectiveness - .50** .56** .52** .51** -.32** -.33** -.19** .53** 

Ownership - - .46** .49** .56** -.38** -.22** -.23** .71** 

Satisfaction - - - .45** .53** -.30** -.29** -.06 .50** 

Being trusted - - - - .51** -.35** -.25** -.19** .52** 

Trusting others - - - - - -.37** -.31** -.14** .60** 

Workload - - - - - - .26** .24** -.43** 

Conflict - - - - - -  .32** -.25** 

Stress - - - - - - - - -.21** 

Note: ** p < .01; * p < .05; ~ p<.10 (two-sided); n=732; satisfaction and stress show no 
significant correlation; no unacceptable lack of multicollinearity nor unacceptable common 
method variance is found regarding all correlations. 
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Table xviii: combined individual regression analyses on CRM effectiveness 

Individual 
regression 

Model 1 Model 2 Model 3 

Variables β Sig. β Sig. β Sig. 

Ownership - - .08 .06 .08 .06 

Satisfaction - - .20 .00 .20 .00 

Being trusted - - .19 .00 .19 .00 

Trusting others - - .21 .00 .20 .00 

Workload - - -.02 .47 -.02 .42 

Stress - - .02 .54 .02 .58 

Conflict - - -.09 .01 -.08 .01 

Local fit - - .09 .02 .09 .02 

Employee 
participation 

.25 .00 - - .03 .15 

R2 .06 .51 .51 

∆ R2 - .45 .00 

Sobel’s Z - - 5.88** 

Note: ** p<.01 (two-sided); β standardized regression slope coefficient; R2 model fit; ∆ R2 
step by step model fit increase (increase indicates improved model fit); n=732. 
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Table xix: combined multilevel regression analyses on CRM effectiveness 

Multilevel 
regression 

Model 1 Model 2 Model 3 

Variables β Sig. β Sig. β Sig. 

Ownership - - .06 .13 .05 .25 

Satisfaction - - .18 .00 .18 .00 

Being trusted - - .18 .00 .16 .00 

Trusting others - - .22 .00 .20 .00 

Workload - - -.01 .82 -.01 .75 

Stress - - -.03 .36 -.03 .40 

Conflict - - -.10 .00 -.09 .00 

Local fit - - .06 .16 .04 .30 

Employee  
Participation 

.28 .00 - - .09 .00 

X2 1485 1079 1071 

∆ X2 - -406 -8 

Note: β standardized regression slope coefficient; X2 multilevel model fit corrected for 
organizational influences; ∆ X2 step by step model fit increase corrected for organizational 
influences (decrease indicates improved model fit); n=732. 
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Table xx: confirmed hypotheses overview 

Overview of  
confirmed  
hypotheses 

Partial 
individual 
regression 
model 

Partial 
multilevel 
regression 
model 

Combined 
individual 
regression 
model 

Combined 
multilevel 
regression 
model 

H1: Employee participation is positively 
related to Ownership 

�  �  �  �  

H2: Employee participation is positively 
related to Satisfaction 

�  �  �  �  

H3: Ownership is positively related to 
CRM effectiveness 

�  �  �  �  

H4: Satisfaction is positively related to 
CRM effectiveness 

�  �  �  �  

H5: Employee participation is positively 
related to CRM effectiveness through the 
mediating role of Ownership (only in two 
models supported at p<.01; a 
cannibalization effect occurred upon 
the addition of other mediators) 

�  �  X  X  

H6: Employee participation is positively 
related to CRM effectiveness through the 
mediating role of Satisfaction 

�  �  �  �  

H7: Employee participation is positively 
related to Being trusted 

�  �  �  �  

H8: Employee participation is positively 
related to Trusting others 

�  �  �  �  
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H9: Being trusted is positively related to 
CRM effectiveness 

�  �  �  �  

H10: Trusting others is positively related 
to CRM effectiveness 

�  �  �  �  

H11: Employee participation is positively 
related to CRM effectiveness through the 
mediating role of Being trusted 

�  �  �  �  

H12: Employee participation is positively 
related to CRM effectiveness through the 
mediating role of Trusting others 

�  �  �  �  

H13: Employee participation is positively 
related to Workload (not supported at 
p<.05 as a logical result of the 
management intervention: workload 
was intentionally redistributed from 
participants to non-participants) 

X  X  X  X  

H14: Employee participation is negatively 
related to Stress 

�  �  �  �  

H15: Employee participation is negatively 
related to Conflict 

�  �  �  �  

H16: Workload is negatively related to 
CRM effectiveness 

�  �  �  �  

H17: Stress is negatively related to CRM 
effectiveness 

�  �  �  �  

H18: Conflict is negatively related to CRM 
effectiveness 

�  �  �  �  
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H19: Employee participation is related to 
CRM effectiveness through the mediating 
role of Workload (not supported at p<.05 
as a result of the specific management 
intervention) 

X  X  X  X  

H20: Employee participation is related to 
CRM effectiveness through the mediating 
role of Stress (only in two models 
supported at p<.05; cannibalized 
mediation effect upon the addition of 
other mediators) 

�  �  X  X  

H21: Employee participation is related to 
CRM effectiveness through the mediating 
role of Conflict 

�  �  �  �  

H22: Employee participation is positively 
related to Local fit 

�  �  �  �  

H23: Local fit is positively related to CRM 
effectiveness 

�  �  �  �  

H24: Employee participation is positively 
related to CRM effectiveness through the 
mediating role of Local fit (in only one 
model not supported at p<.05; a 
cannibalization effect occurred upon 
the addition of other mediators) 

�  �  �  X  

H25: Employee participation is positively 
related to CRM effectiveness through the 
mediating roles of all foregoing mediators 
(several mediators were reconfirmed in 
the combined model, but not all) 

- - X  X  

Note: hypotheses listed in the left column were tested in this chapter using four different 
methods and their corresponding outcomes are symbolized by a positive checkmark or a 
negative cross in the subsequent columns. 
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Figure vii: overview of research results on the relationship between employee 
participation and CRM effectiveness via several mediators
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