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Abstract 

This research study is focused on the implementation of a global change program into five 

Global Service Centres (NGSCs), in India, Czech Republic, The Republic of Ireland, Malaysia 

and Mexico between 2014 and 2017.  

The study aims to help address perceived gaps in the theory and practitioner knowledge around 

the implementation of change in the pharmaceutical industry. It provides experiences and 

perspectives from the senior leaders and associates from the Service Centres, and the 

headquarter-based leaders in Switzerland. 

The approach was to collect data and examine this strategic change program as a case study 

and utilize semi-structured interviews and Interpretative Phenomenological Analysis (IPA), and 

surveys. By adopting a qualitative research methodology, the research questions focused on 

seeking a deeper understanding of the complex issue of change and change management from 

the associate’s experience. 

During times of change, associate’s understanding of change and change management seem 

more apparent as they respond to the burdens of those changes. These understandings help 

to explain how individual employees construct meaning about their organisation, the changes 

affecting the organisation, and themselves as members of the organisation.  

Several recommendations emerged from the interviews, observations and discussions. Firstly, 

the need to have leadership engagement was critical between operations and strategy; 

secondly, a better approach for stakeholder management was identified; thirdly, communication 

was seen to be effective, but with scope for improvement; fourthly, governance was identified 

as requiring more rigour; fifthly, a robust data-driven approach may have provided a significant 

depth to the overall approach, and possibly provided clearer success factors.  

An additional contribution of this research is the development of a model providing a 

comprehensive approach for practitioners to enable the implementation of change for future 

complex change programs.  

The factors encompassing this complex international change program are presented to support 

practitioners and academics with the results of this study, enabling opportunities in depth 

research into change management, culture, stakeholder management, resistance to change 

and creating closer alignment of teams at the operational level and the business strategy. 
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1. Introduction 

1.1. Structure of the Thesis 

The author of this research was an active participant on the development of the change 

management program and the associated governance. The change program was defined, 

designed and developed by this researcher. 

This thesis is organised into several chapters, which cover the literature review, methodology, 

findings and discussion, conclusions. The thesis is completed by the introduction of a change 

management model development, appendices and additional background information on the 

researched organisation. The reader will find a background description of this researcher in 

Appendix K, whose role was to also define and design the change program. 

1.2. Approach to the Research 

This research of the change management program implementation in this pharmaceutical 

company uses a case study approach, and draws on surveys and interviews from the five sites, 

and the global headquarters where the change program was planned and deployed. Qualitative 

data from semi-structured interviews, direct observation and surveys will be analysed to produce 

an account of the way in which change was managed in the organisation. Primarily, the research 

questions focus on seeking a deeper understanding of the complex issue of change and change 

management, culture and the change programs implementation from the associate’s 

viewpoints. 

1.3. The Origins of the Research 

The origins of the research were derived from this researcher’s own experiences of over 15 

years in organisational change and offshored service transformation, and the desire to 

investigate how a global change program could be implemented to support a business strategy. 

The company had not, prior to this research starting, managed or executed a change program 

of this complexity, or this type of strategic change before. This researcher deemed this initiative 

to be suitable for research to pursue a deeper understanding of how organisational change 

across various sites and cultures could be managed. This researcher has been the NBS change 

management program leader since 2014. 

1.4. The Industry Challenges 

Shared Service Centres (SSC) are organisationally separated units that consolidate, 

standardise and restructure the functions, systems and processes realised in the organisations, 

their role is to support the activities of at least a few business units (Beata, 2017). Cooke (2006) 

posits that an increasing number of large and multinational organisations are moving to shared 

services models in delivering the human resource function. An increasing trend in recent years 
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has been the establishment of HR shared services centres that deliver these functions more 

centrally, and often more remotely, from the subsidiaries of the firm. Shared services or shared 

service centres (SSCs) can be viewed as a sourcing arrangement, where resources and 

services are retained in-house (Marijn Janssen & Joha, 2014). The rationale behind shared 

services is that organisations tend to do fewer things better and with less. Organisations perform 

only those core functions for which they have expert skills, and share with alliance organisations 

those non-core services that can be performed more economically while being governed by the 

shared services network (Shouhong & Hai, 2011). Considering the growing trend of companies 

implementing a corporate strategy for guiding offshoring decisions at the business unit or 

function level, the question arises whether and in what way has this changed management and 

organisational attention to offshoring (Massini, Perm-Ajchariyawong & Lewin, 2010). Mohan 

(2013) posits these initiatives have struggled to fulfil their promise. 

The pharmaceutical industry is faced with the challenge of surviving and succeeding in an 

environment that has become more complicated and uncertain, and one that is characterised 

by rapid developments in science and technology, and organisational change (Piachaud, 2002). 

Richter and Brühl (2017) suggest the need for companies to stay competitive has led to a 

constant search for efficiencies and cost reductions, and firms have been answering this 

question with a buy decision, using an outsourcing strategy. The researched organisation is a 

global pharmaceutical company which has embarked on an offshoring strategy to create its own 

shared services business unit, which aims to create shared services in various locations from 

various business services.  

The changing environment, the “mutual rapprochement” of markets and the dynamic growth of 

information technologies make companies face new challenges but also new opportunities for 

development (Beata, 2017). Further adding one of the effects of globalisation is the appearance 

of new strategies for companies’ functioning, among which the key role is played by the concept 

of SSC’s. Services for common functions in individual organisations can be shared to reduce 

business process duplication and increase knowledge sharing through standardization and 

consolidation of these service processes (Shouhong & Hai, 2011).  

Zeynep Aksin and Masini (2008) view shared services as the strategy of standardising, 

streamlining, and consolidating common business functions and processes in an organisation, 

to improve efficiency and effectiveness with both cost reduction and overall profitability in mind. 

Shared service organisations could be a good tool for these aims (Marciniak, 2013).  

Massini et al. (2010) propose that overall, offshoring decisions have become much more 

complicated than ever, and suggest offshoring is no longer motivated solely by cost cutting 

considerations but involves multiple factors, such as search for and availability of talent and 

technologies; increase speed to market; refocusing on core business activities; increase 
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strategic flexibility and location-specific factors (e.g. language and culture diversity, quality of 

infrastructure and institutional settings). Firms seeking to improve strategic performance are 

targeting locations not too diverse from the home country and with local infrastructures 

available. Firms seeking to improve operational performance are expected to target locations 

where costs are low and specialized resources are available (Caniato, Elia, Luzzini, Piscitello & 

Ronchi, 2015).  

Considering transformation change strategy, managing change will have its challenges when 

attempting to measure its effect in an organisation. A manifestation of these changes is the 

creation of a SSC, in which professional support functions such as finance, HR, purchasing, IT 

and legal services, previously located within business units or head office are aggregated into 

a new central unit, reporting outside of the divisional line hierarchy, and that outsourcing those 

business support activities perceived as non-core by an organisation has been a key driver of 

organisational change (Rothwell, Herbert & Seal, 2011). The organisational strategic change 

context refers to the broader strategic analysis to determine why the organisations should 

change and what they should change to (Balogun & Hope Hailey, 2008). Major problems can 

arise if significant strategic change is needed, precisely because such change may require a 

change in that which is taken for granted (Johnson, Scholes & Whittington, 2005), and further 

suggesting it should not be assumed that the drawing up of a mission statement or the 

publishing of a document explaining the strategic direction will itself change that which is taken 

for granted. 

The researched organisation took the strategic decision to introduce a shared services 

organisation in 2014 and offshore services to five global service centres in Mexico, Ireland, 

Czech Republic, India and Malaysia. The business services of HR, IT, Finance, Product 

Services, Real Estate and Procurement would be managed from those locations. The strategic 

decision by this pharmaceutical company is not to outsource, but rather offshore its existing 

services, as in-house knowledge should decrease the cost advantage of suppliers over the 

buyer, thereby leading to a make decision (Walker & Weber, 1984). 

1.5. Complexities of Organisations 

Business service providers can provide solutions reducing a firm’s complexity and coordination 

problems across the supply chain, thus allowing the firm to free resources for new innovations 

(Ehret, Tuzovic & Wirtz, 2015). Companies develop capabilities to manage increasing 

complexity resulting from more and more different functions being offshored, and a corporate 

strategy to guide offshoring could be one of these capabilities (Caniato et al., 2015). Systems, 

like organisations, can get quite complex, sometimes so much so that they appear chaotic. A 

complexity theory interpretation would suggest that sometimes this chaos is underpinned by 

patterns that encourage the emergence of unpredictable organisational behaviours (A. Smith, 
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2005). Backlund (2002) defined complexity as a measure of “our ability to understand a system 

which is said to hold this property, or, rather, the difficulty to understand it”, and citing Rescher, 

(1998) the amount of effort that must be expended in describing and understanding the make-

up and workings of a system is the best practical indicator of complexity, and its inverse is the 

practical indicator of simplicity. There is simply needless over-complication arising from not 

seeing things clearly enough – either through lack of experience or ability, or from an excess of 

obfuscating conditioning beclouding the perceptive mind (Musès, 2000).  

In regards to change and the implementation of change, Price and Chahal (2006) note that it is 

a complex process that is not always successful, mainly due to poor communication or an 

underestimation of the amount of retraining required, adding that organisational culture may 

also need to change, which may take considerably longer than at first envisaged. Hughes, Ford 

and Todnem (2016) argue that change can range from relatively simple short-term alterations 

to highly complex long-term transformations and is likely to involve many kinds of leadership 

and management behaviours on the part of many different individuals and groups. 

The target organisation for the research is complex, in that the offshoring transformation covers 

multiple business functions, multiple languages and cultures and multiple offshore sites, with 

several layers of management and governance structures to wade through. 

1.6. Culture 

With regards to complexity and culture, Musès (2000) believes that successful organisations 

should be capable of more than the sum of their parts. To enable this to happen, any 

organisation needs to develop strong trust relationships between employees and managers. 

Organisations which develop cultures that encourage contributions and which pool strengths 

can be described as big mind organisations. This means that they can see reality as extending 

beyond the bottom line. According to Richter and Brühl (2017), citing Cooke (2006) with 

geographical importance, SSCs obviously operate in intercultural environments. Case-based 

evidence shows that national cultures affect SSCs' implementation success and work 

performance, and propose that different manifestations of culture, such as language and local 

values, affect SSCs' outcomes and encourage scholars to treat cultural factors as context 

dependent. Cooke (2006) suggests the adoption of a shared services centre as a delivery model 

for the function may impact professionals in several ways, most notably in terms of the nature 

of their work and their career patterns.  

Schein (2010) opines that culture is an abstraction, yet these forces that are created in social 

and organisational situations deriving from culture are powerful. Groysberg, Lee, Price and 

Cheng (2018) define it as the tacit social order of an organisation: “It shapes attitudes and 

behaviours in wide-ranging and durable ways. Cultural norms define what is encouraged, 

discouraged, accepted, or rejected within a group”.  
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This researcher suggests that an alignment with personal values, culture can unleash the 

energy toward a shared purpose and foster an organisation’s capacity to perform. Brooks and 

Knight (2017) believe creating a culture that performs is not enough for organisations to know 

what culture they need, they must also clearly understand the current culture and whether it 

needs to change to support future growth. Therefore, culture can be defined as a pattern of 

shared basic assumptions learned by a group as it solves its problems of external adaptation 

and internal integration (Schein & Schein, 2016). Culture is also shaped by work-based groups 

such as an industry or a sector or a profession. This cultural influence is better understood as 

the influence of the organisational field (Johnson, Scholes & Whittington, 2005).  

Hofstede, Hofstede and Minkov (2010) investigated national and organisational culture. They 

originally argued that there are 4 indicators of culture, and the differences between national and 

organisational culture are due to their different uses. In the 2000s, in research by Bulgarian 

scholar Michael Minkov using data from the World Values Survey, he created a new calculation 

for a fifth, and then created addition of a sixth dimension (Hofstede, Hofstede & Minkov, 2010). 

Hofstede et al. (2010) differentiate the symbols that represent culture often described as 

practice, layers that have values which represent the displays of culture, and those which 

describe the rituals indicative of the organisational culture. National culture is more about 

values, and organisational culture more about practices. Erthal and Marques (2018) argue that 

cultural differences at the national level relate to values acquired in the early years of a person’s 

development and are hence already established when the organisation is entered, further 

adding differences in organisational culture involve corporate practices, which relate to more 

tangible aspects of culture being learnt at the workplace. Hence, culture is time dependent as 

organisational culture aspects are easier to be adapted than national culture aspects because 

the latter is more deeply rooted. Boscari, Bortolotti, Netland and Rich (2018) suggest the impact 

of culture can change depending on certain contextual variables at the organisational and 

national levels. Globalization involves a flow of cultural elements, as well as the establishing of 

relationships and networks that may derive in variable and even opposed consequences (from 

cultural convergence to cultural reinforcement) (López-Duarte, Vidal-Suárez and González-

Díaz (2016).  

In the context of this research, when evaluating how culture affects outcomes, the context in 

which the organisation operates — geographic region, industry, strategy, leadership, and 

company structure — matters, as does the strength of the culture. What worked in the past may 

no longer work in the future, and what worked for one company may not work for another 

(Groysberg et al., 2018).  

Organisational change consultants implement step-by-step programs to bring about major 

planned change initiatives in organisations, however those who have worked in organisations 
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know that the step-by-step process is difficult to apply in the real world, as we work in complex 

organisations consisting of people with lots of different views, values, behaviours and 

interactions (Molineux, 2013). 

1.7. Background to Change Management 

This researcher’s readings of the literature have revealed that the phenomenon of 

organisational change is a well-documented feature of organisation which has been well defined 

and extensively studied by numerous authors associated with change and change 

management. Some examples are, but not limited to: 

• Kurt Lewin: Lewin introduced three states of change – unfreezing, moving, and refreezing. 

• John Kotter: Leading Change, Kotter described eight change steps model. 

• Elizabeth Kubler-Ross: The Change Curve. Five stage model of grief: Denial, Anger, 

Bargaining, Depression, and Acceptance. 

• Nitin Nohria and Michael Beer: Authors of Change and Theory E & O (economic value & 

organisational capability). 

 

Many respected writers in the field of change management offer a range of different 

perspectives on change due to the varying factors influencing change and approaches in which 

change can be managed. Factors like restructuring, downsizing, total quality management and 

process reengineering have implications for the operational, financial and technical aspects of 

the organisation. In addition, no matter what specific changes a change program is intended to 

bring about — a new operating model, a reduction of costs - the fundamental objectives are 

likely to be similar performance improvements. The aims of change involve a sustained change 

in behaviour, and for that to occur, it is in an individual’s interests to change. 

The field of organisational change is far from mature in understanding the dynamics and effects 

of time, process, discontinuity, and context (Pettigrew, Woodman & Cameron, 2001). According 

to Beer and Nohria (2000), many organisations fail in their change initiatives because some 

senior personnel tend to rush these initiatives in their organisations, losing focus and becoming 

overwhelmed by the literature advising on why organisations should change, what organisations 

should strive to accomplish and how organisations should implement change. Therefore, by 

accepting the phenomenon of change and realising that if they do not change, they will perish 

(Beer & Nohria, 2000). Perhaps then the nature and degree of change is dependent upon the 

needs of the organisation’s strategy. This may mean that some organisations embrace 

transformational change and in doing so have effective processes and practices in place to 

manage change. A key purpose of management is to formulate ways of endorsing change in 

the organisation and inspiring associates to accept the change. Change management is about 

managing the impact of a particular environmental and/or organisational change on these core 
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activators of workplace performance (Moran & Brightman, 2001). Much of the change literature 

has emphasised a top-down approach in which the direction, control, and initiation of the 

changes come from the strategic apex of the organisation, whereas a bottom-up approach 

passes responsibility to the lower levels of the organisation to encourage ownership of the 

change process by employees, and make change self-generating (Balogun & Hope Hailey, 

2008). Amis, Slack and Hinings (2004) suggest little is understood as to either the ways in which 

change unfurls among different elements within an organisation, or the impact that changes 

across such elements may have on the overall outcome of the transition process. According to 

Harritz (2018), change is not linear but rather enacted as a series of dynamic events.  Very few 

studies have explicitly examined the linearity of the change process, but there is at least 

anecdotal evidence to suggest that the radical change process is not in fact linear (Amis et al., 

2004). However, from an organisational perspective, Hughes (2015) argues that n-step 

approaches appeal to managers/leaders in ways that academic/empirical accounts depicting 

change as ambiguous, uncertain and irrational do not. Brand, Croonen and Welsh (2016) 

suggest change formulation may take several weeks or months and typically involves analysing 

the situation, developing a shared vision and a common goal. Amis et al. (2004) also contend 

that managers need to be cautious about attempting to implement large-scale changes rapidly 

and simultaneously across an organisation, as such action appears to be an ineffective and 

disruptive way of bringing about change, further suggesting managers would be better advised 

to spend time building relationships with key stakeholders involved in the change process.  

The researched organisation will undergo the transformation over 24-36 months, impacting over 

five thousand employees across five service centres, and will be managed in part from the 

Global Leadership team for steering and governance, but allows the flexibility in the sites to 

manage their own change journey. The complexity (language, culture, ways of working, 

geographical locations, newness of the organisation design) of this transformation provides an 

opportunity to explore and examine the implementation of a global change program in line with 

the corporate strategy. 

1.8  The Research Aims and Research Questions 

This research seeks to understand the nature of organisational change with respect to the 

offshoring of Business Services from within this pharmaceutical company, and to examine the 

implementation of the change program during this change, so that lessons may be drawn from 

these experiences for knowledge and theory, and for practitioners of change programs. The 

research questions focus on seeking a deeper appreciation of the complex issue of change 

management relating to the offshoring of business services, and seeks to understand the factors 

of leadership, culture, associate experience and approaches to implement a global change 

management strategy. 
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Despite the abundance of literature on organisational change management, the limiting factor 

for the development of a change program of this complexity within the researched organisation 

was the inadequate change management experience and knowledge of practitioners and 

leaders, and offshoring experience within the organisation, and the limited practitioner or 

academic papers on this type of change. In the development of the change program it was also 

not clearly evident what the success criteria would be, and how success would be recognized. 

Boris, Wesley and Ashvin (2018) suggest that 70% of change programs fail to achieve their 

goals, largely due to employee resistance and lack of management support. But do we also 

know that when people are truly invested in change it is more likely to stick? 

The research is focused on obtaining a deeper understanding and critically assessing the 

complex issues of a change management program, and the factors needing to be addressed to 

implement a global change management strategy for offshoring shared services. 

The overarching aim is addressed though the concepts of change as experienced by impacted 

leaders and associates, and in addition examines the following questions: 

• What approaches should be considered when implementing change for shared 

services? 

• What are the challenges leaders face during change? 

• How is change management perceived and understood by the impacted associates? 

• What were the factors that support or prevent the implementation of change? 

1.9 Benefits of the Research 

The primary benefit of this study will be the contribution to knowledge in that the complexities 

of managing change across a multi-site, multi-language business unit, and across multiple 

geographies as part of a business strategy from a global pharmaceutical company, are not well-

researched in depth. Past learning from other change programs in this industry or organisation 

are unknown, therefore cannot be called on to support this thesis. The literature, surveys and 

interviews will support the research. 

The secondary benefit of this study is to provide knowledge to practice and deliver to the 

researched organisation the findings to support future transformations, and objectively 

disentangle the complexity that change and change management presents. It was envisioned 

that the findings of this study would provide an evidence-based context of opinions on change 

programs and change management that might be beneficial to this organisation and change 

agents and leaders. The findings could be used to compare with or support future change 

programs or compare change in other organisations. 
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1.10 Limitations of the Research 

This study examines change, change management and the perceptions of the impacted 

associates using a single case study from a pharmaceutical company. Since the study focusses 

on only one company, the findings are specific to that case, six specific locations and the period 

between 2014 and 2017. The findings and interpretations may not be applicable to other 

situations or organisations, as per the limitations of case study research, as this is a single-case 

design, suggesting reliability as well as the generalisation of the findings, which is subject to 

critique, may therefore be despised as an empirical method (Gog (2015). Baxter and Jack 

(2008) maintain that it is difficult to report the findings in a concise manner, and yet it is the 

researcher’s responsibility to convert a complex phenomenon into a format that is readily 

understood by the reader. This researcher considers that opinions or experiences can only be 

described, not fully explained, and some opinions may only involve one or just a few associates, 

and therefore may not be representative of the overall organisation being investigated. 

The next chapter provides insights and background information on the researched 

organisation.  
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2 Organisational Context and Background 

2.1  Novartis AG  

Novartis is a large pharmaceutical company based in Switzerland, and employs approximately 

125,000 associates worldwide, and provides innovative healthcare solutions that address the 

evolving needs of patients and societies (Novartis, 2014). The company has pursued various 

offshoring projects and strategies, which in most cases were independently driven by business 

functions or the divisions based on their opportunities and business needs. However, in 2014 

with the formation of Novartis Business Services (NBS), it was decided to take a more 

systematic approach to offshoring.  

In addition to the transformation of the NBS, other major divestment activities and acquisitions 

are underway which do not directly impact the NBS transformation, but may be perceived by 

some as relevant. This will be addressed if deemed relevant to this research. Novartis has also 

launched a new culture transformation program with the release of a new set of values and 

behaviours to align new ways of thinking and working. This is aimed at transforming the 

organisational culture to create a more collaborative and open style of working. Creating the 

right organisation and culture, while planning for, developing and retaining highly talented 

diverse associates is paramount for Novartis to achieve its strategic priorities and become the 

world's most respected and leading healthcare company (quote by an HR manager). The NBS 

creation and changes in the external environment demand that the Novartis culture evolves to 

better support the vision to be the leader in its industry. 

2.2  The NBS Strategy 

After the formation of NBS, it became clear that offshoring would be a pivotal component of the 

NBS transformation strategy. Hence, the NBS Leadership Team (LT) embarked on a detailed 

discussion of which locations should be considered to create the Global Services Centres. To 

answer this question, a detailed analysis was undertaken for several locations and considered 

multiple factors including labour costs, market attractiveness, language, time zones, talent 

availability, etc. NBS conducted the analysis with the help of external partners and solicited 

formal input from a major consultancy. In addition, discussions were held with other companies 

who have developed shared services.  

The NBS offshoring strategy involved a range of complex issues relating to personnel, 

management sponsorship, and strategic fit and alignment. A management initiative, by its 

nature, must address several unique criteria related to these issues. For executives on both the 

client (associates in Novartis) and provider side (the NGSCs), a further challenge was to ensure 

that the right activities were receiving adequate management attention, and to deliver continuity 

of the respective services during the transformation. 
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2.3  The NGSCs 

NGSCs are a fundamental component of the global Novartis business strategy. They are 

essential in the overall NBS footprint shift, and would become central to the NBS delivery model 

and could enable other Divisions of Novartis to leverage these locations. The creation of the 

shared services organisation happened in five locations (Novartis Global Service Centres – 

NGSC's) and are in Dublin, Prague, Mexico City, Kuala Lumpur and Hyderabad. Their scope of 

services would cover the functions/domains of HR, IT, REFS, Procurement, PLS, FRA, and the 

enabling functions of HR Operations, Communications, Change Management and Legal 

Services.  

The main attributes of the NGSC strategy (Figure 1 – Source: Novartis Global Service Centres 

Information Document – See Appendix A), are a globalized network of interconnected, 

standardized, 24/7 operations with backup functionality. This ensures optimized services and 

delivery due to effective, efficient, and continuously improved processes, excellent 

responsiveness and high-quality outputs while compliant to all guidelines. NGSCs strive to be 

leading in innovation and collaboration, with a focus on seamless partnership with the 

businesses, and unprecedented agility and speed to deliver new service models with end-to-

end processes and next generation services. Technical integration, automation, and new 

systems will increase the speed of service delivery. The NGSCs are expected to play a more 

important role in the overall Novartis strategy as the combined FTE at the five locations will 

increase from ~ 5,200 FTEs in 2015 to ~ 10,100 in 2020 as per the strategic plans of NBS. 

In turn, the attractiveness of these sites will further increase, as the business infrastructure 

solidifies and sites become more central to Novartis operations. This could then lead to 

additional demand for other Novartis offshoring and consolidation projects. 

 

Figure 1 NGSC Purpose 
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According to the NBS LT, the key benefits of the creation of and consolidation at the NGSCs 

are costs, quality, compliance, speed, innovation and engaged talent. These benefits will 

materialize in each of the NBS domains as they establish and grow their presence at the NGSC. 

It is expected that: 

• Costs will be lower because of labour arbitrage, economies of scale, and process 

standardization, thus increasing profit margin 

• Quality will be higher due to global standardization, relentless continuous improvement 

and consistent measurement of services thus enabling the organisation to better 

business outcomes  

• Compliance will be enforced by consistent controls, process transparency, clear 

accountability with a clear benefit of reduced risk 

• Speed increases thanks to the global network with solid scale and expertise to balance 

demand and mobilize quickly for the development of new solutions, allowing the user to 

respond faster to business needs 

• Innovation excels using and sharing high-end technologies, pilot testing and constant 

ambition to evolve current and develop new services, consequently increasing 

productivity 

• Talent will be carefully selected with pipelines for key roles, and encouraged to foster 

core Novartis values, building better collaboration, a community of practice and quick 

backfills. 

2.4  The Change Management Program 

In 2014, the change management team engaged the entire organisation in the build of the NBS 

identity and aspiration for success which was to unify associates from very different 

backgrounds under a common vision, through townhalls1, emails and management 

communications. There has been an increasing emphasis on the need for a powerful change 

vision if change is to be successful (Balogun & Hope Hailey, 2008). The team developed a 

roadmap for how to achieve the vision, and set up a change management framework and 

foundation for change. 

The program was to build on the foundation to drive ownership and “commitment,” enabling 

peak performance in support of the 2015 priorities and NBS Aspiration for success in 2018. One 

of the key challenges that the team identified based on their previous change management 

programs at Novartis noted that programs are stuck at the “acceptance” phase, and high 

                                                
1 Townhalls are meetings generally held in a large auditorium, where associates are expected to attend. They 
provide associates updates on strategies and other key business topics of interest and value from the LT. 



CONFIDENTIAL  14 
 

performance is often not achieved. “The Change Program needed to win hearts and minds”, 

(personal communication, senior leader in NBS). 

The acceptance phase refers to the stage of change when associates accept the change is 

needed, but still require further communication or training for example. This aspect of 

acceptance of change is taken from the ChangeExcellence change readiness survey and 

model, which will be described in later chapters (literature and findings). Conversations between 

this researcher and other practitioners from an historical change execution standpoint 

suggested that the “acceptance” of change was the main criteria leading to a lack of dedication 

and focus over the lifespan of multiple change programs spanning multiple years. The 

perceptions and feelings of change fatigue were cited by various practitioners in the preparation 

of the change program. The change management team’s objective was to establish and support 

change management as a daily regimen with the necessary training, discipline and focus to 

break through the “acceptance” phase and achieve high performance, by fully adopting the new 

state of working and enable associates to perform their roles and jobs. Most barriers to change 

arise from the “old” organisational culture and stakeholders (Balogun & Hope Hailey, 2008). In 

the context of the NGSCs the “old” could be referred to the domains, such as IT, HR etc. as the 

new state of the organisation would be the creation of the NGSCs. 

The program was expected to deliver on organisational goals by 2018. At the onset of the 

project, various metrics such as headcount, location sizes, etc., were presented to the global 

leadership teams which would support the operations teams in their site structure, but from a 

change management perspective, the measures were not clear as to how they would support 

the people side of change. This researcher opines that organisational changes could be judged 

to be successful by developing a selection of performance measures to align the change and 

business, or the changes could be just executed without having a clear understanding of those 

or any other measures. By having measures in place to determine how successful the change 

program has been, this may support future change performance in that change agents are more 

aware of what needs to change, and align it with the how things need to change. Observations 

of organisational change, both within Novartis and through previous experience and 

observations, gave this researcher the impression that it was at times only the tactical 

operational aspects with which the leaders led change, the aspects of strategy where it was 

needed to direct energies to make a significant difference in terms of the quality and consistency 

of the buy-in and communication of change did not appear to appeal to the operations teams. 

This study is not directed towards an understanding of change leadership directly; but it is a 

concern of the researcher to comprehend the strategies and behaviours exercised by 

organisational leaders on the associates of the organisation. The study also considers some of 

the aspects of culture across the program and the sites themselves, and ultimately considers if 

the change program was successful, or not. The learning from this research could support future 
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change programs in Novartis led by practitioners, and provides contributions to knowledge in 

an academic context.  

This research was initiated as part of the NBS change programme to understand how an 

organisation would be able to manage change of this magnitude. Several thousand associates 

would be reassigned to NBS from the divisions as part of the Novartis portfolio transformation 

strategy. The leadership of NBS were interested in knowing how effective and how quickly the 

change program could be implemented and to show success before 2020. 

The change programme was initiated across NBS and the NGSCs as part of the change and 

communication team’s strategy to support the domains and the associates. A major aspect to 

the NBS transformation was that many of the resources within the NBS domains which included 

associates from several of the larger countries, in which Novartis is also located, would be 

moved to an NBS/NGSC offshored site.  

The concept development of the change management program occurred prior to this research 

commencing, but was updated during the research and change program’s execution (see page 

55 for the design). In preparation for the initiation of the change program design in 2014/2015, 

the senior members of the leadership team were invited to participate in interviews. The 

interviews targeted the NGSC leadership team of 36 NGSC leaders from all five sites. These 

interviews were conducted by a team of change managers working in the Global Change team 

for NBS to determine the best approaches for setting up and managing a change program.  

The project initiation led to this researcher becoming the leader of the change management 

project for the NGSCs. The research studies all levels of the organisation including the 

management teams, which started with a communication and change management workshop. 

“The NBS vision is to deliver “Integrated Solutions that Matter” and our mission is to create value 

for Novartis by being a catalyst for cross-divisional opportunities. To achieve this, NBS has 

embarked since its formation in 2014, in an ambitious, multi-year transformation journey. The 

Novartis Global Service Centres (NGSCs) is one of the central components of the NBS strategy” 

(NGSC Information Document Appendix A). 

Within NBS, it is envisioned that the NGSCs are key engines that deliver high quality services 

to Novartis through the NBS Service Domains. The NGSCs will also provide a foundation for 

offshoring opportunities to other parts of Novartis. The aspiration is that the NGSCs will be 

strategically integrated with the business, driving quality, reliability, efficiency and innovation, 

while at the same time providing opportunities for our associates to develop and build expertise 

(NGSC Information Document). 
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To develop an approach and prepare the definitions for success, the researcher of this project 

has defined some steps to initiate a change management approach for the NBS/NGSC leaders 

as follows: 

• Define a clear vision of the future state of the organisation. 

• Define expected measures to ensure the changes are achieving their objectives. 

• Define and plan on how people will be communicated to, and engaged from and through 

management. 

• Define the opportunities to drive the change across the various sites. 

• Identify learning & training opportunities. 

 

Details of the NBS/NGSC document can be found in Appendix A. 
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3 Introduction to the Literature Review 

This chapter presents a literature review of Change Management, Change Models, Change 

Leadership, Communicating Change, a review of shared services culture and behaviours and 

closes with Organisational Development and HR. This study is concerned with making sense of 

the change and change management program and the journey. This researcher maintains that 

this case study will contribute to a greater understanding of change and change management 

and, to an extent, for associates in Novartis with limited or no knowledge of change and change 

management.  

The literature review considers the current thinking on what constitutes change and discusses 

the content of the mainstream literature, journals, reports, articles or other sources of modern 

media. It will reflect which factors are considered in managing change. 

3.1  Change Management 

Change management has been defined as the process of continually renewing an 

organisation’s direction, structure, and capabilities to serve the ever-changing needs of external 

and internal customers (Moran & Brightman, 2001). Merrell (2012) suggests change is about 

doing things different, or doing different things. This might suggest that change is in itself always 

occurring, and according to ChangeFirst, a business consultancy in Change Management, 

Miller (2015) points out that change is not an event, but a dynamic process that unfolds over 

time. Ajagbawa (2012) posits change as involving the alteration of the usual practices in an 

organisation aimed at influencing positive results on the organisation. According to Burnes 

(2011) change is an ever-present feature of organisational life, both at an operational and 

strategic level. Therefore, there should be no doubt regarding the importance to any 

organisation of its ability to identify where it needs to be in the future, and how to manage the 

changes required getting there (Todnem By, 2005). There are many approaches to change, 

which are very much dependent on organisational culture, available resources, and 

management style (Dukić, 2015). 

The amount of change happening concurrently within Novartis would appear high, based on 

observation and conversation. A conversation with a senior HR representative indicated that 

with HR and IT outsourcing parts of and transforming its business, and the addition of the 

creation of the Shared Services, people are becoming change fatigued. Change practitioners 

might define change fatigue as “passive resignation”, or “tiredness, cynicism and 

disengagement” (Hearsum, 2014). Hanson (2013) suggests timing will be a critical focus during 

change implementation, and that too much pressure can seriously affect the success of the 

change initiative. Change will inherently require more energy, focus, and attention from 

employees as they are asked to accomplish daily tasks while instituting the change initiatives. 
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Ideally, no one’s workload should increase more than 10%. Go beyond that, and the initiative 

will probably run into trouble. Resources will become overstretched and compromise the change 

program (Sirkin, Keenan & Jackson, 2005). This researcher suspects that if the business 

operates with demand exceeding capacity for long periods, people will become overwhelmed – 

stress levels will undermine morale, productivity and quality, overall capacity will decrease and 

leadership credibility will be questioned. This organisational change in NBS could stretch human 

and material resources significantly, posing a potential risk to how the business operates as this 

significant scale and scope of change brings a range of important human and organisational 

challenges with it.  

An informal conversation with a senior HR manager concurred that the amount of and pace of 

change was considered a significant challenge to the people and the organisation. When an 

organisation is in a state of continuous flux, employees are unable to align their thoughts and 

actions with the expectations of the leaders of their organisation (Bernerth, Walker & Harris, 

2011). N. Morgan (2001) is somewhat more direct in his understanding, and posits a few of 

these efforts (change programs) will be carried through to completion and change fatigue is 

rampant, which is exacerbated by a natural tendency to distrust change that is imposed from 

above.  

No company today is in a particularly stable environment, even those with dominant market 

share must change, sometimes radically (Robbins & Judge, 2015). Major change efforts have 

helped some organisations adapt significantly to shifting conditions, have improved the 

competitive standing of others, and have positioned a few for a far better future (Kotter, 1996). 

Weick and Quinn (1999) identify two types of change (episodic and continuous), and posit that 

continuous change is a pattern of endless modifications in work processes and social practice, 

and it is driven by organisational instability and alert reactions to daily contingencies. Balogun 

and Hope Hailey (2008) suggest proponents of the more continuous models of change argue 

that it is possible to transform an organisation incrementally though time, leading to the same 

outcome as revolutionary change, but in a less dramatic manner. Considering continuous 

change as an approach, Deloitte (a professional services company), posit shared service 

projects typically take anywhere from 12 months to 36 months to implement, involve large-scale 

change and are highly demanding (Moller, Golden & Walkinshaw, 2011). Traditional 

frameworks represent change as a programmatic, step-by-step process with a clear beginning, 

middle and end, largely choreographed and controlled by a transformational leader. Change 

within the context of the researched organisation is about establishing a new way of working. It 

is about setting new boundaries and putting in place new structures, systems, processes, and 

often new people who personify the new ideology (Graetz & Smith, 2010). Corrall (2005) 

considers there are common themes which underpin current thinking on change, which includes 

change as a learning process, attention to stakeholder concerns, giving change a priority, 
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having a clear shared vision, actionable steps and the capacity for change through leadership 

and learning. Given that change is neither simple nor straightforward, and unlikely to conform 

to an n-step formula, Graetz and Smith (2010) have argued that a paradigmatically different sort 

of philosophy is needed that captures the complexities and dynamics of organisations and 

actively seeks out the accumulated knowledge, skills, experience and learning of the different 

communities interacting in them. Graetz and Smith (2010) also posit that traditional approaches 

to organisational change generally follow a linear, rational model in which the focus is on 

controllability under the stewardship of a strong leader or ‘guiding coalition’. At the point of the 

inception of the change program for the NGSCs a linear approach was proposed to the NBS 

leadership team and planned as appropriate. 

Each location will undergo various activities to support the leaders and the associates to drive 

the implementation of the changes at a site level, the overarching commonality between the five 

locations is the fact that they are one global organisation and will receive the same workshop 

content, which can support the exchange of learning on completion of an intervention. This 

brings various levels of complexity.  

The key in complexity revolves around the interaction of elements in a system. Complexity 

theory would seem to represent an explanation for how a system can generate output greater 

than the sum of its parts (A. Smith, 2005). Backlund (2002) suggests complexity is something 

perceived by an observer; the complexity of the system being observed is, one could say, a 

measure of the effort, or rather the perceived effort, that is required to understand and cope with 

the system. In the book The Fifth Discipline, Senge (1990) suggests systems thinking is needed 

more than ever. It is a framework for seeing interrelationships rather than things, for seeing 

patterns of change. Simply put, a system has to consist of at least two elements, since a system 

is not an aggregate, there must be conditions between them, and that there cannot be any 

independent subgroups (Backlund, 2000). Systems are typically considered to be sets of 

objects or entities that interrelate with each other to form a whole (Graetz & Smith, 2010). This 

research considers that there are five interdependent sites (they form the global service 

centres), and they are responsible for the execution, the resources required, strategy and 

implementation of the services to be provided. This could suggest that the NGSCs are 

interrelated, and dependent on each other’s success. To achieve an alignment of services, 

culture, and the overall transformation to the NGSCs this will require certain actions to enable 

the strategic positioning of NBS in the organisation. 

This researcher suggests the change project will require interventions (training, workshops, 

coaching), and needs to address some, if not all, of the visible and perceived interrelationships 

between the sites. The interventions to address the organisation to create exchanges of 

information and learning from various outcomes, such as training, could leverage best practices 
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amongst the sites, and support the reduction of complexity, where appropriate. However, much 

will be dependent on the change management program being implemented, and how it is taken 

up at each site, and in addition, how change is managed at the strategic level by the global 

management teams and leadership. Presumably the project will require effective leaders who 

have the cognitive and behaviour capacity to recognize and react to paradox, contradiction, and 

complexity in their environments (Washington & Hacker, 2005). 

To effectively manage ongoing complex programs of change, more companies are creating an 

internal change management capability. But choosing the organisational model that makes it all 

work is essential (Leach, Wandmacher, Ayres & Gobran, 2018). The change program will 

involve and be accompanied by teams of change agents, communication experts and trainers. 

Geus (1997) illustrates that any entity must develop the capability to shift and change, to 

develop new skills and attitudes, and learn. The essence of learning is the ability to manage 

change by changing oneself. It could be suggested that both individuals and organisations learn. 

Senge (1990) defines an organisation that is continually expanding its capacity to create its 

future as a “learning organisation”.  
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3.2  Change Management Models and Approaches 

This review thus far has discussed what change management is, and highlighted a continuous, 

linear approach for the change management program. There are various models of change, 

however, Král and Králová (2016), posit that in the field of organisational change, development, 

and design, some respected authors reject the typical direction of theory and research of 

practice, and admit developing their models from practice, not from extensive theory or 

research. Cameron and Green (2015) highlight various models in Figure 2 below, which serves 

only to highlight the multitude of models or approaches:  

 

Figure 2 Models of Change 

This discussion on models and approaches to change and change management is vital in that 

it sets the scene for change interventions in organisations. Top-down change management is 

based on the assumption that if leaders planned change appropriately, it may flow efficiently. 

The main challenges and obstacles may come from resistance to change, poor stakeholder 

management, and poorly defined approaches, henceforth change must focus on changing the 

culture of an organisation or the ‘way we do things around here’.  

This section identifies the models of change known within the researched organisation, and 

would influence the planning and approach to managing change which is examined during the 
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change program implementation. In Table 1 (sources in Appendix B), five change management 

approaches/models which influence change management practices in Novartis are shown: 

Model 
-------- 
Steps 

Kotter 8 Step 
Model 

ChangeFirst ADKAR 
Prosci 

McKinsey 
Influence 
Model2 

Towers 
Watson 

1 Establish a 
Sense of 
Urgency 

Make the Case 
for Change 

Awareness Creating a 
compelling 
story 

Leading the 
Change 

2 Creating a 
Guiding 
Coalition 

Enrol Change 
Leaders 

Desire Reinforcing 
mechanisms 

Communicating 

3 Developing a 
Vision & 
Strategy 

Engage the 
Organisation 

Knowledge Capability 
building 

Learning 

4 Communicating 
the Change 
Vision 

Build Local 
Sponsorship 

Ability Role 
modelling 

Measuring 

5 Empowering 
Employees 

Create 
Personal 
Commitment 

Reinforcement   Involving 

6 Generating 
Short Term 
Wins 

Sustain 
Personal 
Performance 

  Sustaining 

7 Consolidating 
Gains and 
producing more 
Change 

    

8 Anchoring new 
approaches in 
the Culture 

    

Table 1 Change Models3 

The following section reviews the models and attempts to compare them. Kotter’s 8 Step model 

could indicate based on eight steps a more detailed and comprehensive approach, whereas the 

McKinsey Influence model on the other hand provides a four-stage approach in comparison. 

The review of the models is not an attempt to choose which one is appropriate or not for 

managing change, but rather highlights the similarities in the models, which led to the creation 

of the change implementation which was examined by this researcher. 

Line 1: Kotter uses the “sense of urgency” to create a sense of dissatisfaction with the status 

quo, whereas Change First uses the approach of “Create and share a compelling case for 

change that directs and motivates the people”. Comparing ADKAR, Prosci suggests 

“understanding why change is necessary” is the first key aspect of successful change. McKinsey 

seem to take a somewhat similar angle in that employees “must see the point of the change 

and agree with it”. Towers Watson starts with leadership and suggests “successful changes had 

                                                
2 Original sources https://www.mckinsey.com/business-functions/organization/our-insights/the-science-of-

organizational-transformations#0 
3 See Appendix B for the model sources, this table is created to highlight the various models for this research. 
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a clear vision on the intents and purposes of change with sponsorship from the top”. The 

conclusion here is that all models would suggest a company must provide a reason and have 

employees and leaders involved.  

Line 2: Kotter refers to the “guiding coalition” as being a group of people with a shared 

commitment and having enough power to lead the change management efforts. ChangeFirst, 

appear somewhat more defined in “enrol change leaders” as they suggest to build a critical 

network of skilled change leaders who will be accountable for change execution providing 

direction, guidance and support for the change. Here they address the factors of “skills, 

accountability and direction” which could be deemed leadership traits. Prosci focus their next 

step on creating the desire, which follows on from their first step of the “awareness”, but here 

there is no real reference to leading the change. In McKinsey’s model the next step appears to 

suggest systems, processes, and incentives must be in line with the new behaviour, which 

stems from the compelling story to change, again at this point the similarities with Kotter and 

ChangeFirst are limited. Towers Watson provide the step to communicate which could support 

the understanding and motivation for employees to want to actively participate in change. 

Line 3: Here, Kotter starts describing what the change is going to be by creating a vison and 

the appropriate strategy. ChangeFirst considers that involving people meaningfully in the 

change, giving them a sense of control and managing their available capacity is a factor to 

consider when making a change, which could include training and education. Providing 

knowledge about the change can be achieved through normal training and education is what 

Prosci consider, which has some elements of engaging people in a similar manner to 

ChangeFirst. In a similar fashion, McKinsey and Towers Watson recommend training to support 

the employees and organisations in the change.  

Line 4: Communicating with all means available to support the change and new behaviours is 

what Kotter defines, with ChangeFirst referring to leadership building and sponsorship at 

different levels of an organisation. This should enable the change much more effectively at the 

local level. Prosci consider the abilities and skills of the people to move with the change, to 

develop skills, which takes time. In role modelling, McKinsey suggests leaders should take 

actions that role model the desired change and mobilize a group of influence leaders to drive 

change deep into the organisation. Setting clear, measurable goals up front will help an 

organisation head in the right direction, using resources efficiently, making corrections along 

the way, is the suggestion by Towers Watson. It is in Line 4 there are variations in the models. 

The mix between leadership, training, skills and communicating could appear to have some 

common factors to drive change. 

Line 5: Remove or alter systems or structures undermining the vision, and encourage risk taking 

and non-traditional ideas, activities, and actions is the reference to “empowering employees” 
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according to Kotter. Creating a platform upon which commitment to the change can be 

accelerated and supporting a means for engagement to understand the need for change, 

providing employees the prerequisite information and time to adjust before they start to be 

actively engaged and involved from ChangeFirst appears to be in an alignment with Kotter. 

Prosci’s fifth point refers to confirming that changes stay in place and that employees do not 

revert to old ways of working, and is achieved through positive feedback, rewards, recognition, 

measuring performance and taking corrective actions. Towers Watson consider that when 

organisations involve employees in the design and implementation of change, they are more 

likely to be effective at change and resist less. Line 5 appears to be in a stronger alignment.  

Line 6: This line provides fewer opportunities for analysis or comparison, as only Kotter, 

ChangeFirst and Towers Watson cover six steps in their models. Kotter considers this step to 

plan for performance improvements and recognizing and rewarding employees involved in the 

improvements. ChangeFirst identifies that change leaders need to respond effectively to the 

concerns and reactions of employees to the change, to maintain their sustained performance, 

with Towers Watson considering that organisations put in place all the capabilities needed to 

ensure change sticks - this often means taking into account the processes, policies, technology 

and structures necessary to support and sustain the post-change world. 

Line 7 & 8: Kotter’s last steps include using increased credibility to change systems, structures, 

and policies that do not fit the vision, and articulating the connections between the new 

behaviours and corporate success. 

The researched organisation managed its change management approaches through the use of 

the ChangeFirst model, otherwise known as Change Excellence (ChangeEx), however the 

McKinsey Influence model was established as the change approach for the NGSC 

transformation. Lawson and Price (2003) suggest employees will alter their mind-sets only if 

they see the point of the change and agree with it, at least enough to give it a try. The 

surrounding structures (Figure 3), (reinforcing and development, for example) must be in tune 

with the new behaviour. Employees must have the skills to do what it requires. Finally, they 

must see people they respect modelling it actively. Each of these conditions is realized 

independently; together they add up to a way of changing the behaviour of people in 

organisations by changing attitudes about what can and should happen at work. That Basford 

and Schaninger (2016) highlight the endurance of the influence model should not be surprising: 

powerful forces of human nature underlie it. More surprising, perhaps, is how often leaders still 

embark on large-scale change efforts without seriously focusing on building conviction or 

reinforcing it through formal mechanisms, the development of skills, and role modelling. While 

these priorities sound like common sense, it is easy to miss one or more of them amid the 

maelstrom of activity that often accompanies significant changes in organisational direction. 
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Leaders should address these building blocks systematically because, as research and 

experience demonstrate, all four together make a bigger impact.  

 

 
Figure 3 The McKinsey Influence Model 
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The Novartis Change Excellence model, developed with the consultancy ChangeFirst, 

establishes six critical success factors, the model shown in Figure 4 highlights the factors, and 

Table 2 provides descriptions. Understanding these factors helps Change Managers to ensure 

both that the organisational requirements for change are in place and that the local needs during 

change are managed effectively. Managing the balance is an ongoing, dynamic process: too 

much focus on organisational factors often leads to obedience, too much focus on local factors 

frequently leads to inconsistent application. The ChangeFirst methodology is designed to 

support a high, yet appropriate, level of involvement of those affected by the change at the 

organisational and local levels of the company (ChangeFirst, 2015). 

 

 

Figure 4 ChangeFirst Change Management Model 
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The following table highlights the main considerations for each of the phases in the 

ChangeFirst model. 

Factors Description 

Shared Change Purpose Articulating, communicating and maintaining a shared 

purpose helps create urgency, energy and unity. It is 

the critical first step at the launch of an initiative, but 

also directs people’s focus and maintains their resolve 

and motivation as they work towards achieving and 

sustaining the change benefits. 

Effective Change Leadership People are more likely to understand and energetically 

support an initiative when they observe leadership 

behaviour that is both credible and supportive. 

Typically, assessing and developing the effectiveness 

of Change Leaders should be tackled once the shared 

purpose and intent of the change have been 

sufficiently defined. 

Powerful Engagement Process Powerful Engagement Processes to overcome 

resistance and build commitment must be 

implemented, improved and sustained until the 

benefits of the change have been realised and new 

behaviours are firmly embedded in the culture. 

Committed Local Sponsors Strong change leadership from Sponsors at the local 

level ensures that change is implemented effectively 

throughout the organisation. 

Strong Personal Connection A Strong Personal Connection exists when individuals 

affected by the change recognise that they personally 

cannot continue to work in the current way, believe the 

solution is acceptable and understand how they can be 

successful in the future. 

Sustained Personal Performance Change initiatives only become implemented when 

Change Leaders throughout the organisation pay 

careful attention to how Adapters are reacting to the 

change. 

Table 2 The ChangeFirst Critical Change Factors 
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The Kotter (1996) model (Figure 5) advocates eight steps in the change process: ‘establishing 

a sense of urgency; creating the guiding coalition; developing a vision and strategy; 

communicating the change vision; empowering employees for broad based action; generating 

short-term wins; consolidating gains and producing more change; and anchoring new 

approaches in the culture’. 

 

Figure 5 Kotter’s Eight Step Model 

Kotter claimed that most major change efforts consist of a variety of small and medium-sized 

change projects. He also argues that the approach is a result of the assumption that ‘change is 

a continuous, openminded and unpredictable process of aligning and realigning an organisation 

to its changing environment’, In summary, the researcher is of the opinion that Kotter’s and the 

ChangeFirst models represent simple approaches in implementing change management 

projects for the organisation. The McKinsey model has advantages in that it focusses on human 

behaviour, leadership and role modelling, which this researcher believes are critical in enabling 

and driving change. However, it would appear there are fewer disadvantages to this model than 

other models of change. Overall, this model could be the best fit for Novartis because substantial 

change might be needed for the different functions of the organisation. Many associates or 

change practitioners may prefer a step-by-step approach, however, the successful 

implementation of a model is dependent upon the steps being worked through in an orderly 

manner and fully completed.  

3.3  Summary of Models & Approaches 

The high-level analysis has identified some overlap and similarities in the steps of each 

approach. The models take people, communication, leadership, behaviours, rewards, training, 

performance etc., into account. The main aspects for managing change would appear to be 

planning for the long term, ensuring effective communication methods to enable fast analysis 

and decision from leaders, to empower employees and encourage employees to adapt to the 

changes by proper training and explaining the benefits, at the same time listening to and 

respecting the feelings and perception of employees to minimize the resistance to change.  
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Some key aspects to consider is how organisations respond to change, and how they address 

some of the key aspects highlighted, such as the capability to share knowledge, provide 

employee development and training, manage sponsorship and stakeholders and their 

importance in the change management process. 

Cameron and Green (2015) suggest when practitioners choose a model, they need to be flexible 

to select the approach for the situation.  

The selection of common approaches to managing change highlights that, in principle, each 

change model can support the NBS organisational change. Any given organisation may use all 

of one model, or parts of one or another, but the choice will depend entirely on the needs of the 

business and organisational change and the objectives. Hughes (2015) suggests for example 

that instead of eight ‘off the shelf’ steps, there would be real merit in a leader assembling their 

own n-step approach. This researcher is of the opinion that the organisational response to 

change is that both the NGSCs and Novartis are themselves developing responses, albeit 

slowly in the opinion of this researcher, therefore, the change management approach will have 

to be adaptive, albeit the focus of using the McKinsey model will provide the behavioural 

changes needed across the NGSCs. The increased challenges and the need to be responsive 

to the changing environment (NGSC growth) are resulting in changing organisational models.  

3.4  Planning Change  

Much of the prescriptive change literature has emphasized a top-down approach, in which the 

direction, control, and initiation of the changes come from the strategic apex of an organisation, 

involving a program of change determined and implemented by the top management of their 

representatives (Balogun & Hope Hailey, 2008). Organisational change at an operational or 

process level requires simple changes to day-to-day tasks, thus incrementally improving 

performance. However, change can also be at a strategic level, impacting on the direction of a 

company and the people it employs, thus requiring step changes at operational or process levels 

(Price & Chahal, 2006). The change kaleidoscope (Figure 6) by Balogun and Hope Hailey 

(2008) provides a single view for designing change planning. The outer ring is concerned with 

the strategic context (creation of the NGSCs), the middle ring concerns itself with the features 

(where to deploy, what to deploy, aspects to communication etc.), and the centre ring concerns 

itself with design choices. The alignment of the NGSCs and their respective operations will 

require clearly defined plans, as set by management within NBS and the NGSCs.  



CONFIDENTIAL  30 
 

 

Figure 6 Change Kaleidoscope. 

Sting, Loch and Kim (2014) suggest that operations strategy is formed through an iterative 

process of integrating competing priorities, objectives, and action plans that are partly induced 

by top-down planning and partly emerge from bottom-up learning. Top-down action plans tend 

to reflect top management’s strategic intentions regarding the organisation’s specified priorities 

while bottom-up action plans tend to arise in the areas of operational practices and processes 

— the domain of lower-level managers’ expertise.  

It is widely acknowledged that planned organisational change is not fully possible, since 

organisations are continually changing, routinely, easily and responsively, but change within 

them cannot be controlled arbitrarily (Jacobs, van Witteloostuijn & Christe‐Zeyse, 2013). 

Considering the complexity and challenges, Al-Haddad and Kotnour (2015) suggest many 

approaches and methods have been tried to manage change, yet organisations undergoing 

change vary significantly in their structure, systems, strategies and human resources, adding 

that organisations need an integrated approach to drive systematic, constructive change and 

minimize the destructive barriers to change, as well as addressing the consequences of making 

the change. Vakola and Nikolaou (2005) suggest that everyone’s unique “schema” of what 

change is or of what change represents adds to the formulation of attitudes and reactions to 

change. Perhaps the integrated approach suggested is not only about the methods and means, 

but also the associate/leader relationship, and particularly the “why, what and how” aspects of 

managing the change, and how it is communicated. Burnes (1996) as cited by Todnem By 

(2005), suggested successful change is less dependent on detailed plans and projections than 

on reaching an understanding of the complexity of the issues concerned and identifying the 
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range of available options, suggesting that the emergent approach to change is more concerned 

with change readiness and facilitating for change than to provide specific pre-planned steps for 

each change project and initiative. Hede and Bovey (2001) argue that change is mostly 

managed from a technical perspective without due consideration to human factors; there are 

times when the human side is accounted for in a token and instrumental way, whereas Price 

and Chahal (2006) highlight an organisation’s ability to effectively plan and manage change 

depends on how reviews and analyses take into account its existing culture. Changing and 

adapting the cultural paradigms usually takes considerably more time than implementing new 

procedures. Planning such organisational changes could help companies better overcome 

resistance to change and integrate their efforts more holistically (Lozano, 2013). The 

researched organisation’s planning approach encompasses the planning as detailed and 

relevant as possible, taking feedback from surveys and interviews into account. The challenges 

across five geographies, different cultures and levels of operational maturity could have a 

potential impact on the implementation, including potential business constraints, such as 

budgetary and travel restrictions. 

3.5  Defining Change Success or Failure 

An aspect in the change literature that has received interest of late is the study of why change 

efforts fail (Washington & Hacker, 2005). An IBM global study from 2008 (Laffoley, 2013) on 

change initiatives surveyed 1,500 change management executives from 15 countries and found 

that nearly 60% of change projects did not fully meet their expectations. Corporate culture was 

identified by the respondents as an obstacle to implementing change, with respondents saying 

changing people’s mindsets and attitudes was the biggest challenge. Forty-nine percent of 

respondents said that corporate culture was the next biggest challenge (Laffoley, 2013). 

Additionally, McKinsey & Company surveyed 1,546 business executives from around the world, 

asking them if they consider their change programs “completely/mostly” successful: only 30% 

agreed (Keller & Aiken, 2006).  

In Novartis, McKinsey is often cited as a source of knowledge as they provide professional 

services and consulting and have often been cited suggesting the failure rate as above is 

expected when managing change in organisations. Perhaps change management is a flawed 

concept and, for practitioners, they established the self-fulfilling prophecy that their change 

efforts would invariably fail. For years, academics and consultants, such as Kotter, have 

attempted to provide insight into change dynamics and help organisations successfully 

implement change. Armenakis, Bernerth and Walker (2007) imply that an organisation’s prior 

change history (i.e. context) has the potential to negatively influence change success.  

Some of the literature has cited either Kotter or Beer and Nohria suggesting that change 

programs fail. The organisational-change failure rhetoric was largely informed by articles and 
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practitioner publications lacking discussion of methodologies, epistemologies, and reference to 

organisational-change research and scholarship (Hughes, 2011).  

Although Kotter has written articles, and is probably most renowned for his work at Harvard 

Business School, and his book “Leading Change”, Hughes (2011) writes that Kotter is not 

claiming that organisational-change initiatives fail, instead, he is suggesting something far more 

ambiguous. The organisational-change failure rhetoric may help to sell a book by highlighting 

change failure and then offering a potential recipe for change in terms of increasing the sense 

of urgency. Miller (2001) suggest some of these failures are caused by poor strategy decisions, 

inappropriate technology choices etc., but the majority of cases appear to be caused by failures 

in execution. There can be many reasons why well-intentioned organisational change efforts 

flounder (I. Smith, 2006), as described below.  

Common reasons for failure include: 

• lack of change readiness, 

• insufficient or ineffective planning, 

• failures in the leadership and management of the change program, 

• ineffective communication, and 

• insufficient follow through and a failure to achieve and sustain organisational learning. 

 

Without much discussion around the credibility or reliability of change success or failure, 

executives are constantly told they should follow certain principles in managing change to 

succeed. Many consultants are hired or employed from major management consultancies in 

Novartis, and the approach thus far observed by this author is that with the right consultant 

support, change management programs in Novartis could be successful when using an agreed 

approach, regardless of the model.  

Hughes (2015) suggests that change success can include notions of quantity, quality, and pace 

of change. There may well be trade-offs among those three, with quantity and pace achieved 

at the price of the quality of a change process. Judgments about success are also likely to be 

conditional on who is doing the assessment and when the judgments are made (Pettigrew et 

al., 2001).  

This researcher concludes organisations should be clear about why they want change to 

happen, what warrants change, and how, with the techniques and approaches needed. Clearly 

defined metrics, measure how resistance will be managed, and a roadmap may help. Perhaps 

the rhetoric about change failure is valid, however reality might be different, depending on what 

is measured and how. Further research is needed in change failure/success to determine the 

key factors and to ensure success.  
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3.6  The Role of Change Leadership  

Corporate executives and senior managers, are generally the change owners, and although 

they may engage the assistance of both Project Managers and Change Managers, generally 

see themselves as taking the leading roles in major organisational changes and transformations 

(Crawford & Nahmias, 2010). Change must be top-down to provide vision and create structure, 

and bottom-up to encourage participation and generate support. Ultimately, leading change is 

a shared responsibility of everyone in an organisation, from top to bottom. If the whole 

organisation is not on board with the change effort, it will fail. The whole organisation must be 

pulling in the same direction to achieve the change initiative goals it has set (Brightman & Moran, 

2000). When a leader reaches the stage of accepting the change in the organisation’s 

environment, their ability to change the organisation increases. This ability opens a window of 

opportunity for creating a new path for their organisation, which could become evident in the 

development of new strategies or the allocation of resources to new technologies, markets, 

services, or products (Friedrich & Wüstenhagen, 2017). 

Considering that organisations have structures or hierarchies, processes, resources etc., which 

play a possible importance in leading and managing change, Amis et al. (2004) posit that 

strategic imperatives such as resource allocation and leadership style, are implicitly tied to 

change sequencing because they inevitably affect the ways in which various parts of an 

organisation will engage differently with the change process. Companies attempting to traverse 

the economic landscape with incomplete tactics will not succeed (Metcalf & Morelli, 2015). 

Therefore the hierarchical understanding of management and change (“being clear”) and the 

fierceness with which it is justified, communicated, and implemented by its proponents (“being 

tough”) are core parts of a paternalistic ideology of leadership, of leaders who are 

knowledgeable, insightful and skilful (Diefenbach, 2007). 

Metcalf and Morelli (2015) suggest understanding the impact leadership has on the 

organisation’s ability to successfully implement change and a more comprehensive approach 

to leadership and organisational transformation must be seriously considered. One approach, 

as discussed in the model analysis, was training and development, which could serve a purpose 

for leaders to lead change effectively. According to McKinsey (Keller & Aiken, 2006), in 

developing a comprehensive training program for frontline leaders, decisions need to be made 

to involve every key constituency in the design of the program, giving them a sense of “writing 

their own lottery ticket”. When companies launch large transformation programs, they kick off 

many projects to attain their objectives. But if executives do not manage the portfolio properly, 

those tasks end up competing for attention and resources (Sirkin et al., 2005). Change 

management is really about managing (either well or poorly) the impact of some particular 

environmental and/or organisational change on these core activators of workplace performance 

(Moran & Brightman, 2001). Change requires people across an entire organisation to adapt, a 
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leader needs to resist the reaction of providing people with the answers, and move problem-

solving to the teams to own the change. This could support real and sustainable change, posits 

this researcher. 

Leaders, both formally and informally must have the ability to define a vision or at least describe 

what the organisation should look like and where the organisation needs to be in time and 

space. Beer and Nohria (2000) have been cited in several papers regarding their theories of 

change. In their article “Cracking the code of change”, they suggest two types of leader exist. 

Those who manage from the top-down with little involvement from managers and their teams, 

and those managers who attempt to gain the emotional “buy-in” to improve a company’s 

performance, with employees being encouraged to solve problems themselves. Purvanova and 

Bono (2009) suggest leadership is comprised of idealized influence, inspirational motivation, 

intellectual stimulation, and individualized consideration behaviours. Leaders are charismatic 

when they inspire devotion and loyalty, display a strong commitment to ideals, and emphasize 

the importance of a collective mission. The five main leadership practices, or what is called the 

“exemplary leadership,” are: “modelling the way, inspiring a shared vision, challenging the 

process, enabling others to act, and encouraging the heart” (Kouzes & Posner, 2002). This 

could suggest the approach to define an end goal, with engagement of employees, will be 

beneficial. “We need to let people know why something is important before they can get 

interested or even willing to hear how we want them to do it. Too often we fail to address why 

something is important before we launch into explaining how it should get done” (Maurer, 2015). 

Therefore a starting point for driving and leading change requires a vision, or strategic intent of 

where the organisation needs to be or go. Kotter (1996) describes leadership as being a set of 

processes that creates organisation in the first place or adapts them to changing circumstances, 

and defines what the future should look like. Robbins and Judge (2015) define leadership as 

“the ability to influence a group toward the achievement of a vision or goal”. It might be formal 

based on hierarchy. A leader is not necessarily someone at the top of an organisation, but rather 

someone who is in a position to have influence (Johnson et al., 2005). Schein (2010) posits that 

in a rapidly changing world, a leader must not only have a vision, but also be able to impose it, 

and further evolve it as circumstances change. Goleman, Boyatzis and McKee (2002), authors 

on emotional intelligence, suggest that leaders ignite passion and inspire, adding that great 

leadership works through emotions. Having a clear vision and a strategy is likely to support 

change positively and having the right leadership to drive and manage the change. However, 

the vision is a somewhat complex term to define and has a multidimensional view. Different 

scholars and researchers describe it in different ways. Kouzes and Posner (2002) take it as “an 

ideal and unique image of future for the common good”. Vision can develop motivation, 

inspiration, and mutual responsibility for success and can provide smart choices to the people 

because they can make their decisions based on end results which are already in their mind 
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because of their vision (Kotter, 1996). Perhaps then, with a clear definition of a vision or 

direction, leaders may begin to fully understand the impact of the change on the organisation 

and people.  

In summary, leader commitment must be evident in several ways: their unequivocal acceptance 

of ownership and responsibility for success of the change initiative, eagerness to be involved, 

willingness to invest resources, willingness to take tough decisions when required, awareness 

of the impact of their own behaviour, a consistent message, and the holding of regular reviews 

of progress (Gill, 2002). Change leadership is comprised of idealized influence, inspirational 

motivation, intellectual stimulation, and individualized consideration behaviours. Leaders are 

charismatic when they inspire devotion and loyalty, display a strong commitment to ideals, and 

emphasize the importance of a collective mission (Purvanova & Bono, 2009).  

This researcher proposes that the leader’s role is important in transforming the organisation 

because it requires a well-structured way of implementing the change by managing the 

behaviour and attitudes of people working together, and necessitates commitment of the 

associates working together towards the common vision. Hughes (2015) identifies an aspect to 

leadership which has relevance to change, in that leadership is all about action and influence 

and not about titles, further arguing that many formal leaders do not provide leadership, and 

many who do perform leadership do not perceive themselves as leaders. 

3.7  Communication in Change  

Crawford and Nahmias (2010) found in their research that team members and affected staff 

commented in interviews that a greater focus on change management including communication 

would have been beneficial. Does this perhaps suggest that change management 

communications can play a significant role in driving successful change? 

The foundation of effective leadership is defining and communicating an appealing vision of the 

future (Gill, 2002). Change attempts are broad, and communications relevant for the change 

tend to be formal, scripted, and directed at larger audiences. Furthermore, impersonal media 

(e.g. emails) are used to elaborate the changes (Carter, Armenakis, Feild & Mossholder, 2013).  

Vakola, Tsaousis and Nikolaou (2004) imply change can be received with excitement and 

happiness or anger and fear, while employees’ responses to it may range from positive 

intentions to support the change to negative intentions to oppose it. Interestingly Vakola et. al, 

further suggest when managers or team leaders are selected to act as change agents, they 

may contribute significantly to organisational change and enable the overall success of 

organisational change efforts. Elving (2005) regards organisational change as about how to 

change the individual tasks of individual employees and the communication about the change, 

the information for impacted employees, is vital. According to Meyer (2015), in low-context 
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cultures, good communication is precise, simple, explicit, and clear. Messages are understood 

at face value. Repetition is appreciated for purposes of clarification, as is putting messages in 

writing. In high-context cultures, communication is sophisticated, nuanced, and layered. 

Messages are often implied but not plainly stated. Less is put in writing, more is left open to 

interpretation, and understanding may depend on reading between the lines. Barnum (2010) 

provides further information that Hall’s categorization of cultures places them on a continuum 

from high-context to low-context. In a nutshell, high-context cultures seek meaning from the 

unspoken signs and signals in the communication context. In contrast, low-context cultures seek 

meaning in the explicit words themselves. Barnum (2010) notes that Hall does not provide a 

detailed breakdown of countries to show where each are on the continuum, but he provides 

examples of some countries in Figure 7. 

 

Figure 7 Context of Cultures 

According to Meyer (2014), it is all too common to rely on clichés, stereotyping people from 

different cultures on just one or two dimensions — the Japanese are hierarchical, for example, 

or the French communicate in subtle ways. This can lead to oversimplified and erroneous 

assumptions — the Japanese always make top-down decisions, or the French are indirect when 

giving negative feedback. Robbins and Judge (2015) suggest the use of language is not 

uniform, and continue to posit that “if we knew how each of us modifies language, we could 

minimize communication difficulties”.  

Within the researched organisation, communication is an integrative part of the change efforts 

and strategies, with communication about the strategy, which is communicated by the leaders 

through the support of the communication department, with global quarterly townhalls4 

(meetings to address a larger televised/live-stream audience) held for the associates. The local 

site messaging is created by the communication teams within the sites, but is created in 

collaboration with the global communications team for content. The corporate language is 

English, and all communication is developed and conveyed as such at the sites. (Kotter, 1996) 

describes more successful transformation efforts, when executives use all existing 

communication channels to broadcast the vision. They turn boring, unread company newsletters 

into lively articles about the vision. They take ritualistic, tedious quarterly management meetings 

and turn them into exciting discussions of the transformation. 

                                                
4 See footnote 1 
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At a more tactical level, Crawford and Nahmias (2010) posit there are two roles who manage 

communication: Change Managers use communication primarily to engage stakeholders, sell 

change, enlist champions, facilitate political discussion and manage stakeholder expectations 

at site level, whereas communication activities from Project Managers are primarily concerned 

with involvement in meetings, presentation of the project, and reporting particularly to sponsors. 

Communication is the ‘life blood’ of the organisation and the ‘oxygen’ of change within it (Gill, 

2002). Helping people see the right connections requires communication (Kotter, 1996). 

Communicating, sharing, describing and enlarging the vision is among the first and most critical 

generators of the momentum, which will drive the change forward (Colenso, 2000), but 

communication is a two way process in that there needs to be a loop back process from the 

recipient of the message to the sender of the message, to show the message has been 

understood, with the onus on the sender to check the message has been received (Maher & 

Hall, 1998). Balogun and Hope Hailey (2008) also note that anyone who must communicate 

change to others needs to have as much information as possible, and that those who 

communicate need to have the skills to enable them to communicate effectively.  

3.8  The Trend towards Shared Services 

The pharmaceutical industry is undergoing transformation due to a combination of economic, 

legal, political, technological, social, and competitive forces. These forces have not only 

impacted the industry's bottom-line in recent years, they also have helped redefine the dynamics 

of this industry (Piachaud, 2002). Companies have struggled to find ways to cut costs and 

maximize resources, they have examined all operations, focused on core businesses, and 

experimented with centralizing or outsourcing support services (Scully & Levin, 2010). Luo 

(2002) suggests that studies commonly assume that integration and responsiveness are 

primarily determined by environmental forces.  

The creation of the NBS global shared business services organisation was to combine various 

business functions/domains into one cohesive unit serving the remaining business divisions of 

Pharma, Sandoz, Alcon and the corporate functions. Herbert (2013) suggests that the 

consolidation of common service activities in a discrete shared-service centre is an emerging 

trend, the evolution of the multi-divisional form of organisation, and typically, this is where a firm 

removes support services such as finance, IT and HR from front-line business units. There are 

various functions that can be combined to create shared services, such as information 

technology, HR, etc. Mingay (2014) states that shared services are an IT delivery model that 

optimizes internal client service outcomes, e.g. IT chooses services to offer, markets its 

competencies, charges for services and establishes partnerships. It is understood that NBS will 

provide the cross divisional services, in a manner in which benefits Novartis both financially and 

delivers quality services. Accenture (2011), a consulting organisation, suggest additional trends 
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such as standardization that is so central to achieving high performance in shared services and 

will increasingly be built right into the technology used by shared services organisations. This is 

a typical situation facing most multinational businesses competing in a global industry and the 

integrated global industry has pressures for both geographic dispersion of business activities 

and global integration of business activities (K. Kim, Park & Prescott, 2003). In such an industry, 

pressures such as local government demands, country differences in costs and skills, and 

sophisticated customers prompt businesses to disperse their activities across borders. 

Increasing competition, the progressive globalization of the economy caused by the lowering of 

trade barriers, and the emergence of new market players that benefit from significant labour 

cost advantages is pressuring western firms to devise strategies to reduce costs and improve 

the efficiency of operations (Zeynep Aksin & Masini, 2008). According to Harrison and McMillan 

(2006) offshore outsourcing was primarily restricted to manufacturing activity in earlier decades; 

in recent years firms have begun to outsource services, such as back office processing or call 

centre activity, to third parties.  

Accenture (2014) provides a definition of shared services as the consolidation of administrative 

or support functions (such as human resources, finance, information technology and 

procurement) from several departments or agencies into a single, stand-alone organisational 

entity whose only mission is to provide services as efficiently and effectively as possible. 

Although the literature does not provide for a distinct definition of shared services, there are 

many opinions on what could be determined as a shared service. Based on personal 

observation, understanding and knowledge from extensive outsourcing experience, Wang and 

Wang (2007) provide what this researcher considers a meaningful definition of shared services. 

They define it as being the standardization and consolidation of common functions across 

multiple organisations to reduce information process duplication and increase information and 

knowledge sharing. Ulrich (1995) defines shared services as an organisational model where a 

firm merges common business functions performed by multiple operating entities into a distinct 

unit that delivers service to the rest of an organisation as its own business clients. Both 

definitions would indicate NBS is directing its change program as described.  

Shared Service has the potential to bring significant value to the firm, specifically lowering the 

firm’s operating costs by reducing the number of service employees and gaining efficiencies 

(Ulrich 2007, cited by Su, Akkiraju, Nayak and Goodwin (2009)). Through the introduction and 

implementation of shared services, Janssen and Joha (2006) suggest the benefits provide a 

better focus on core business, more control and transparency of costs, standardization, access 

to high quality IT and skills, better performance of staff, better security, and risk. Accenture 

(2005) add that shared services free up scarce resources to allow departments and agencies 

to focus on their core business and on their customer needs, while providing organisational 
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flexibility to have the administrative back-office structures independent of front-line activities and 

structures.  

The approach by NBS is expected to provide a flat cost structure over the next five years. The 

cost model is a centralized model, with a divisional allocation of costs provided year on year. 

Accenture (2005) conclude that while the turbulent global economy certainly makes cost savings 

an appealing and desired outcome, the dramatic, “quick hit” cost savings that were possible 

when organisations first undertook shared services have turned into much smaller, incremental 

gains (Fass & Duncan, 2009).  

The resources from the six domains from the Divisions will be integrated into NBS, including 

budgets and transferred to the sites respectively to deliver the services centrally. The intended 

strategy is to deliver the services at a lower cost but still providing the same level of service. 

NBS have not disclosed a target to reduce costs, however it is perceived that these savings 

(non NGSC) will be realized to their expected potential. However, Wang & Wang (2007) 

consider that shared services should be viewed less as a phenomenon of cost saving and more 

as a challenge of organisational design, adding that shared services tend not to be perceived 

as just another alliance of business and information technology. Whatever technological 

solutions are used, a shared-services organisation must be able to measure what it does, know 

how well it is performing, and have a planned approach to achieving period-over-period 

improvement (Scully & Levin, 2010). This ultimately could be what decides the success on 

completion of the changes. 

3.9  The Organisational Change challenges of Shared Services 

Companies have heavily invested in establishing shared services centres and HR 

transformation initiatives, but these initiatives have struggled to fulfil their promise (Mohan, 

2013). Some companies accept that there are benefits to be gained, but fear the negative effects 

on other parts of the organisation or on their overall culture. Accenture (2009) add that despite 

the challenges to making shared services successful, a few organisations consistently shine. 

Mohan (2013) suggests that functions often require significant support from the IT department 

for multiple business units within the enterprise, simply because of the chosen technology 

strategy.  

Shared services may be delivered from several global locations, and may involve numerous 

business functions and IT processes. Other considerations are the strategic decisions that are 

needed by organisations to opt for shared services or outsourcing. Facing major organisational 

challenges, the need to lower costs, raise productivity and increase margins, Novartis made the 

strategic decision to transform their businesses accordingly and as such create offshored 

(inhouse) shared services rather than outsourcing. These decisions require a proper 

conceptualization and valuation of different shared services transformation approaches, 
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especially in an uncertain business environment (Su et al., 2009). Stakeholders within Novartis 

(division and board members) initiated the strategy to create NBS. This researcher observed 

and discussed over the course of the program how associates themselves felt about the 

strategy. No matter how welcoming an organisation is to change there was no conclusive 

documented evidence that resistance existed in NBS prior to the creation of the NGSCs, but it 

is recognized by this researcher that NBS will still face a degree of employee, supplier, 

distributor, stakeholder and consumer resistance to change. A program may manage to reduce 

the frequency and potency of resistance but it will never eradicate the fear of the unknown 

(Paton & McCalman, 2008). A further deeper analysis of the buy-in of stakeholders from various 

levels of the hierarchy was determined to be out of scope for this research, but provides a further 

opportunity to research the importance of stakeholder buy-in within the context of shared 

services and change. 

Although outsourcing has not been the main topic of debate in Novartis with regards to NBS, it 

would appear the opportunities for outsourcing are indeed comparable based on the definitions 

and expected outcomes between offshored Shared Service and outsourcing. Outsourcing has 

the potential to decrease costs, increase focus, improve productivity, add flexibility and 

innovation and increase operating income by taking advantage of another organisation's 

expertise, innovation and cheaper labour (Marchewka & Oruganti, 2013).  

3.10 Culture and Behaviour  

The NBS and the NGSC strategy is a planned change, and is designed to change the 

behavioural elements of the organisation, such as people, processes and organisational culture, 

and ultimately lead to improved organisational outcomes. This researcher has the viewpoint that 

change effects culture, in that the associates’ understanding of the sites, and ways of working, 

how decisions are made, and the different cultural aspect of each site or country might be new 

to them. The impact and importance of culture on major organisational change, or indeed, 

whether major change affects the culture of an organisation is of relevance to the overall 

success of NBS. There are many factors that affect organisational culture; these overlaps 

interact to create an overall cultural belief. This cultural belief is instilled into employees over a 

period of time until it becomes a semiconscious norm (Price & Chahal, 2006). 

Considering the organisation as a “system” of people, processes and tools, managers and 

leaders not only need skills to lead in an unstable and unpredictable environment but also 

understand the reasons for changes within the system. A system (‘assemblage or combination 

of things or parts forming a complex or unitary whole’) is created when two or more components 

interact (Waldman, 2007). Senge (1990) suggests systems thinking is a discipline for seeing 

wholes, adding it is a framework for seeing interrelationships rather than things, for seeing 

patterns of change rather than static “snapshots”. 
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Systems with high degrees of interaction with the environment are called open systems; a 

closed system is one which does not interact with its environment (Bocij, Greasley & Hickie, 

2008). Furthermore, an open loop control system is one in which there is an attempt to reach 

the system objective, but no action is undertaken to modify the process or its inputs to achieve 

its targets once the process has begun. Novartis has established an instrument to feedback to 

management the status of processes and organisational performance including associate 

satisfaction. The feedback provides a breakdown across national cultures, and key 

geographies, such as the USA, Europe or Asia, but does not offer the details of how the 

Americans or Germans observe or experience change etc., because within those countries 

there are likely to be heterogeneous cultures/nationalities, it is based on country results, not 

ethnicity. The complexity of an organisation’s environmental context, business strategy, culture 

and operations and their impacts on one another can only be properly understood through 

systemic thinking (Molineux, 2013). Cameron and Green (2015) contend the different elements 

of the total system must be aligned to achieve high performance as a whole system; the higher 

the congruence the higher the performance. As change becomes more complex, leaders need 

to be able to observe, analyse and diagnose their particular context of action, allowing 

themselves to develop behaviours that permit them to adapt to any organisational, workplace 

and situation and that they may observe what is going on amongst various groups or 

stakeholders (Balogun & Hope Hailey, 2008). When a lack of congruence occurs, energy builds 

in the system in the form of resistance, control and power, where resistance comes from a fear 

of the unknown or a need for things to remain stable, whereas control issues result from normal 

structures and processes being in flux and power problems arise when there is a threat that 

power might be taken away from any currently powerful group or individual. A change imposed 

from the outside can be unsettling for individuals. It decreases their sense of independence 

(Cameron & Green, 2015). 

The practices that make up an organisational culture include such things as how people within 

the organisation relate to each other, how they relate to outsiders (customers, vendors, allied 

organisations, and so on), how they relate to others at different levels in the hierarchy, and what 

they think is important about what they do (Tosti, 2007). A corporate culture is the combination 

of the values and characteristics that define an organisation. It influences the way employees 

relate to each other, to customers, to shareholders, and to business partners. It drives 

behaviours and unites employees around a shared set of values (Fairbairn, 2005). King and 

Demarie (2014), suggest that culture provides the background music that defines what is or is 

not acceptable, and when in tune you have an attractive place to work, and things run smoothly 

with minimal direct management. Tuning people in to a meaningful vision has integrity at its 

heart (Goleman et al., 2002).  
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In their book on Organisational Behaviour, (Robbins & Judge, 2015) refer to culture as a system 

of shared meaning held by members that distinguishes the organisation from other 

organisations, and on closer examination is a set of key characteristics that the organisation 

values. Novartis perhaps presents itself as a complicated ‘‘system’’ by the nature of its structure: 

many levels of hierarchy, many teams located across geographies and time zones, involving 

different languages and cultures, and many of the processes being either so large it is difficult 

to ascertain the real owners of the process or the fact that many processes are not aligned. 

Therefore, it is necessary to consider the cultural influence to the system and the system 

influence on the environment while planning changes, making decisions and solving problems 

inside the organisation.  

Does culture, and the aspects of leadership and the theories associated to leadership contribute 

to successful change? Although leadership is a necessity, it is indeed culture and the behaviour 

of the collective organisation that influences change. Edgar H. Schein (2010), a recognized 

expert in culture and leadership, suggests that leaders are the main architects of culture, which 

when formed, influences what kind of leadership is possible, and should some elements of that 

culture become dysfunctional, that leadership can and must do something to speed up culture 

change. Schein adds that culture is constantly created by our interactions with others and 

shaped by our own behaviour. Wu (2008), provides a view that organisational culture is an 

individual choice aggregated into critical masses of people over time, and as such is an 

evolutionary process where people learn from making repeated choices. Macro cultures are 

nations, ethnic groups, and occupations that have been around for a long time and have, 

therefore, acquired some very stable elements, or “skeletons,” in the form of basic languages, 

concepts, and values; at the same time they have evolved and will continue to evolve, primarily 

from contact with other cultures (Schein & Schein, 2016). Linnenluecke and Griffiths (2010) cite 

Martin (2000) and Zammuto (2005) as saying that organisational culture is defined based on 

what is shared at the level of groups within an organisation. Indeed, Hofstede et al. (2010) 

suggest that culture refers to all those patterns of thinking, feeling, and acting, and include things 

such as greeting, eating, physical distance from others, etc. They continue that culture “derives 

from one’s social environment”.  

Hofstede researched work-related values that were used to describe various cultures around 

the world. Hofstede based his findings on data from 72 countries within IBM, a global corporation 

relating to those cultures within the researched countries. Hofstede (2011) identified six 

independent dimensions, resembling factors known in organisation sociology, that describe the 

larger part of the variety in organisation practices. These six dimensions can be used as a 

framework to describe organisation cultures. 
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For describing organisation cultures in other countries and/or in other types of organisations, all 

dimensions may be necessary, or some of the six may be less useful.  

The six dimensions found in Hofstede’s research are: 

• Power Distance, related to the different solutions to the basic problem of human 

inequality;  

• Uncertainty Avoidance, related to the level of stress in a society in the face of an 

unknown future;  

• Individualism versus Collectivism, related to the integration of individuals into primary 

groups;  

• Masculinity versus Femininity, related to the division of emotional roles between women 

and men;  

• Long Term versus Short Term Orientation, related to the choice of focus for people's 

efforts: the future or the present and past.  

• Indulgence versus Restraint, related to the gratification versus control of basic human 

desires related to enjoying life. 

 

When reviewing the dimensions from Hofstede et al., these dimensions represent observations 

and experiments which create this construction. Trompenaars and Hampden-Turner (1997) 

suggest that culture is man-made and that it is confirmed by others, conventionalized and 

passed on to newcomers to learn, by providing meaningful context. Edgar H. Schein wrote in 

Denison, Hooijberg, Leif, Lane and Lief (2012) book, Leading Culture Change in Global 

Organisations: Aligning Culture and Strategy, “Culture is vast, but only some parts of a given 

organisational culture may be of relevance to what the organisation is trying to do. And only 

some parts of culture connect with relevant organisational theories about how organisations 

could and should work”. It must be stressed that ‘‘culture’’ is not a thing, but a social construct 

vaguely referring to a vastly complex set of phenomena (Jahoda, 2012). Culture manifests itself 

as a part of external reality: as artefacts and cities, and as forms of social organisation and 

institutions. Culture is also a characteristic of the inner psychic reality of people, individuals and 

communities, a psychic phenomenon (Mironenko & Sorokin, 2018).  

The term ‘‘culture’’ has been polysemous for a long time. Originally it stems from ‘‘cultivation’’ 

as in ‘‘agriculture’’, although Cicero already used cultura mentis figuratively to refer to 

philosophy (Jahoda, 2012). Jahoda further stresses that ‘‘culture’’ is not a thing, but a social 

construct vaguely referring to a vastly complex set of phenomena. 
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Jahoda (2012) suggests in a popular sense ‘‘culture’’ is usually coupled with a range of 

adjectives to indicate some undefined properties of a category, such as ‘‘adolescent culture’’, 

‘‘consumer culture’’, ‘‘literary culture’’, ‘‘tabloid culture’’, ‘‘visual culture’’, and so on. 

There appear to be many definitions of culture, leadership in culture and how culture can 

influence change, and indeed many of the aspects of culture change in Novartis are ongoing in 

separate programs led by corporate HR. However, it is critical to note that one attribute of culture 

which was not discussed at the outset of the program was the site locations and the relationship 

to national culture.  

The researcher and the leadership team in NBS discussed the definitions of culture, and were 

broadly accepted as “the way things are done around here”.  

This researcher believes further in-depth reviews and understanding of culture is needed if the 

change program, ways of working, leadership, decision-making and managing the sites are 

going to be successful. Hofstede (1984), describes his definition of culture as “culture is the 

collective programming of the mind which distinguishes the members of one group or society 

from those of another”. This definition concurs with the personal observation of the researcher 

that each of the NGSCs do feel different on various levels, such as how well positioned they are 

in service delivery, the talent they recruit, the quality of the people and the leaders who work 

within a given site. Interestingly, all five sites have said or discussed the exact same thing. Their 

own perceptions of themselves and the other sites vary considerably, and this is perceived as 

competition against each other, rather than behaving as one cohesive global unit.  

This researcher recognizes various characteristics of culture and recognizes the aspects of 

culture (ways of working, leadership etc.) which can support a change program, and could serve 

to improve or align the global understanding and ways of working. Senior leaders will have to 

be made aware of cultural differences to support other leaders and associates within the sites 

to identify the behavioural changes needed, and address concerns and alignment requirements 

at the global level. A high degree of behavioural change with a weak supportive culture and 

leadership will require more intensive change management activities, highlighting the need for 

competent resources dedicated to change management, whereas if there is little behavioural 

change required and there is a strong supportive culture and leadership, then the change may 

be effectively managed with some change management skills (Crawford & Nahmias, 2010). 

This researcher believes change requires teams and individual to break the old patterns of 

behaviour and rituals. 

Schein and Schein (2016) think of culture as artefacts which describe the phenomena one would 

see, hear, and feel when encountering a new group within an unfamiliar culture. These include 

the visible products of the group, such as the architecture of its physical environment; its 

language; its technology and products; its artistic creations; its style, as embodied in clothing, 
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manners of address, and emotional displays; its myths and stories told about the organisation; 

its published lists of values; and its observable rituals and ceremonies, which include observed 

behaviour routines and rituals, as are the organisational processes by which such behaviour is 

made routine. 

Hofstede (1984) argues that cultural systems of nations and of their subdivisions are very 

complex and cannot be described in simple terms. It takes years to understand a single cultural 

system if one is not born to it, and continues to suggest the cultural system in which we are born 

cannot said to be understood by us in a way which we can explain to others because we 

participate in it unconsciously. Jahoda (2012) arrives at the conclusion that attempts to define 

the concept of culture are vain and useless and it is quite practicable simply to use the term 

without seeking to define it.  

Based on the various definitions and descriptions of culture, behaviour and the importance of 

leaders, the challenge in determining a single true connotation of culture for the NGSCs requires 

further investigation, especially when cultural boundaries need to be construed as permeable, 

rather than as a wall which differentiates and segregates (Jacob, 2005). Jacob further adds that 

a person is a conglomerate of several cultural identities, and these keep changing. 

This researcher considers the ways of working as an attempt to define culture as to how teams 

and individuals work together, and in the context of the change program this may have 

significant relevance in how the change program is viewed on completion. The aspect of culture 

from a research context may provide new insights in how change programs across various 

cultures are perceived and managed. 

3.11 Organisational Development & HR in Change Management 

This researcher understands that Organisational Development differs from traditional 

organisational change techniques in that it typically embraces a more comprehensive approach 

that is aimed at transforming mindsets and behaviour throughout an enterprise. It is assumed 

that the impact of OD interventions on attitudes, perceptions, and behaviours within the target 

subsystem can be directly tested (Kimberly & Nielsen, 1975).  

The CIPD (Sharp, 2018) on their website suggest Organisation Development is related to 

change management in the sense that many developments would be implemented using 

change management practices, but also, because it is being done continuously; organisation 

development is a planned, ongoing, systematic change that aims to institutionalise continual 

improvement within organisations. Models of organisation development help organisations to 

re-build the technologies, systems, procedures, structures and other business strategies. 

Organisation development is a process of systematic initiatives to address future potential 

challenges (Khattak, Ramzan & Rehman, 2015). Shull, Church and Burke (2014) report that OD 
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practitioners are still spending time performing traditional OD activities (e.g., process 

consultation and team building) and using survey feedback to drive action planning efforts, they 

are also spending a large amount of time performing activities such as training, leadership 

development, and individual coaching, further adding that OD practitioners today may be less 

involved in change management practices than they used to be. Interestingly, Burke and Church 

(1992) suggest by being in a human resource development (HRD) or organisation development 

(OD) function in a large company undergoing rapid and significant organisational change, this 

does not necessarily mean that one occupying such a role is knowledgeable about facilitating 

change.  

Successful OD requires a depth of knowledge about culture, particularly an understanding that 

culture is largely in the realm of the unconscious (Burke, 2004). In managing across the 

geographical boundaries of the sites, culture could be a significant influencing factor on the 

program’s success. OD is a value-laden methodology whose values can clash with other 

societal and organisational cultures (Zaldivar, 2016). In overcoming the potential clashes of 

culture, some interventions may have to be tailored to suit local requirements, and yet still be 

managed across the sites to ensure commonality of approaches. Of course, as human 

resources are a fundamental piece of an organisation, managing perceptions, understanding 

and change resistance needs to be addressed. Therefore change agents focusing on employee 

reactions, including resistance and acceptance during organisational change, are of utmost 

importance to the success of an initiative (Wittig, 2012). NBS resources were assigned to the 

Change Agent (Advocate) role as part of the change management approach. Change Agents 

can be managers or staff, current or new employees or external consultants. They see a future 

for the organisations that others have not (yet) identified, to motivate, or implement the vision 

(Robbins & Judge, 2015). Change Agents may work on an organisation’s vision, mission, and 

strategy play an integral role in shaping the content of OD practice. 

Wittig (2012) recognizes impact in implementing change brings significant implications for an 

organisation, and could cause disillusionment, frustration, chaos, waste of time and human and 

capital resources, the loss of trust and confidence in leaders, damage to morale, and growing 

resistance to change and scepticism towards each new announcement of change. Wittig (2012) 

further elaborates the competitive advantage that could be gained and the confidence in leaders 

and the organisation’s ability to make needed changes that would also be gained if the 

organisation became skilled at managing change and could achieve a more successful 

transformation. Resistance to change would be minimal and change could be accomplished 

much faster with success being the norm (Warrick, 2009). Lines (2004) suggests that 

involvement of those affected by a change in strategy will reduce organisational resistance and 

create a higher level of psychological commitment among employees towards the proposed 

changes. Lozano (2013) agrees that planning such organisational changes could help 
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companies better overcome resistance to change and integrate their efforts for more 

sustainability more holistically, including technological and human changes. Important 

consideration is also suggested by Wittig (2012) who considers focusing on employee reactions, 

including resistance and acceptance, during organisational change is of utmost importance to 

the success of the initiative. Resistance to change can develop at all levels of the organisation 

(Balogun & Hope Hailey, 2008).  

Managers have many ways of talking about resistance such as ‘‘push-back,’’ ‘‘not buying in,’’ 

‘‘criticism,’’ ‘‘foot dragging,’’ ‘‘workarounds,’’ etc. These labels embrace a wide variety of 

behaviours, including not responding to requests in a timely manner, making critical or negative 

comments, and agreeing to do something and then not doing it (Ford & Ford, 2010). Noteworthy 

is Balogun and Hope Hailey (2008) suggesting change is an emotional process, and resistance 

should be expected and be seen as natural, further adding the key is to help people though their 

resistance so that they can move on to accept the changes. Ford and Ford (2010) consider the 

failure of organisational change occurs for a variety of reasons, including overreaching, 

insufficient communication, and the failure to execute. However, Piderit (2000) suggests the 

label of resistance can be used to dismiss potentially valid employee concerns about proposed 

changes. Therefore, resistance can be understood as the legitimate response of engaged and 

committed people who want a voice in something that is important to them. It is a sign of 

engagement, an opening for a dialogue about the realities of the organisation and the ways 

managers can implement their plans and strategies in coherence with those realities (Ford & 

Ford, 2010). Lines (2004) suggests the effective implementation of change is dependent on a 

detailed understanding of work processes, relationships between organisational structure and 

functioning and informal distribution of power in the units affected by the change, and second, 

participation has been argued to have a positive impact on employees’ attitudes towards the 

change itself.  

The literature and this researcher recognize that the approach taken by NBS to engage with 

associates and use Change Advocates and change interventions with feedback from the 

impacted sites, may contribute to successful change implementation, and provide associates 

with the sense they are involved in the change process, and can provide valuable feedback 

about their concerns and the impact of change. 

3.12 Review Summary 

This chapter discussed the concepts of change, presented in an overview of models, change 

management, the reasons for change, traditional models of and approaches to change and 

management. The chapter also addressed planning and defining the change. From the literature 

presented, it is evident that change and change management are complex processes and can 

have profound effects on associates. Other aspects in the review provided various views on 
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communication, shared services, outsourcing, strategy, operations, culture and behaviour, as 

well as organisational development. The literature provides a plethora of information on various 

cultures and organisational behaviour. Keeping with the concept of culture as something fluid 

and not clearly defined, the very nature of Novartis’ international footprint and multinational 

employee base would suggest the challenges lie in identifying what the Novartis culture is, as 

there are differences between divisions, functions, groups or people. Kotter (1996) proposes 

that the better one understands the existing culture, the more easily one can figure out how to 

create guiding coalitions etc. This would suggest much work and understanding is required for 

Novartis to manage its transformation(s) successfully. 

What is so far the limiting factor for this literature review is the research or evidence to show if 

culture influences change. Certainly, changes in an organisational context may impact the 

corporate culture or the way things are done but is not an indicator that individual “cultures” are 

indeed changed. People are perhaps the individual factor which determines how an 

organisational culture changes and how transformation programs succeed. The literature 

covered the resistance to change, and people may resist change for various reasons, and their 

level of resistance may be related to internal factors (managers or team or personal 

circumstances), or external factors such as the business unit changes, strategy, locations etc, 

but will be intertwined with each other (systems thinking). Perhaps employees resist because 

the change is implemented without proper communication as discussed in the literature review, 

or without consultation with them. In some cases, associates may lack the skills to implement 

or support the change (training, development) or have fear of failure (as discussed). For change 

programs to succeed, change managers must design and implement change programs in such 

a way that it overcomes resistance in the organisation. Accordingly, Hughes (2007) recognises 

the complexities of change, in that the challenges and practice of change management will vary 

in terms of the size of an organization, the goals of an organization and the geographical location 

of an organization. 

Leadership is one factor of many in enabling change and may support the cultural, behavioural 

and changes required for NBS to succeed. What certainly seems apparent is that the factor of 

OD and Change Agents cannot be overlooked. NBS is beginning to design its approach to 

manage change through practitioners of change and OD in a combined effort to become better 

at managing the people side of change. 
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4 Research Methodology 

This chapter introduces the options for the research design, approach and research options, 

then explores the data approach covering the techniques of interviews and surveys. The chapter 

concludes with the ethical considerations for this research. 

4.1  Research Question 

All research begins by identifying a research issue, which can be set out in a tightly formulated 

way, such as a hypothesis to be tested, or an idea to be explored (McNiff & Whitehead, 2010). 

This study is on the implementation of a Global Change Program for Shared Services across 

five global sites. The aim is to develop an understanding of the change programs’ 

implementation, and how it was perceived by the various stakeholders that are involved with 

the changes within the organisation. An underlying hypothesis is that company culture 

influences, in part, the creation, execution and success of a global/Novartis Shared Service 

change program. Company or organisational culture can be defined as the values, beliefs and 

hidden assumptions that the members of an organisation have in common (Miron, Erez & 

Naveh, 2004). 

As a reminder, this research will examine the following questions: 

• What approaches should be considered when implementing change for shared 

services? 

• What are the challenges leaders face during change? 

• How is change management perceived and understood by the impacted associates? 

• What were the factors that support or prevent the implementation of change? 

 
The literature review and the researcher’s own understanding of change management 

supported the creation of the research questions and approach to the research design. This 

research aims to make an original contribution to both academic and practitioner knowledge 

and may contribute further to knowledge and understanding of change management to support 

future change programs within complex organisations.  

4.2  Methodology and Approaches 

To support the change program, a kick-off survey was created by the global change and 

communications team to deploy across the NGSC population. A repeat of the kick-off survey 

will be redeployed after completion of the program to gain an overall understanding of the 

outcomes of the program and compare to the baseline data. This will provide the opportunity to 

research how these semi-independent sites are managing their services, strategy and 

organisational development/growth within the context of change. This research approach will 
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involve the techniques of obtaining and analysing data, but also develops the understanding of 

knowledge and how it is generated/developed.  

In approaching the project there were various research methods and designs to consider. The 

selection of a specific design depends primarily on both the nature and extent of the information 

we want to obtain (Burns & Burns, 2008). According to Gorad (2013), a good study, for example, 

could and should use a variety of data collection techniques to understand whether something 

works, how to improve it, or why it does not work. Case studies involve immersion in one real-

life scenario, collecting data of any kind ranging from existing records to ad hoc observations. 

Lee and Lings (2008) consider in addition to the design there are realist (positivists), and 

interpretivist approaches. Simply put, objective (realist) vs subjective (interpretive).  

A deliverable of this research to Novartis is a case-study to support future business 

transformations in Novartis. In view of the context and scope of the transformation, and the 

engagement of this researcher in the change program, action research/case study design 

provides a relevant approach to the research question. During this change program various 

workshops will be scheduled, and developed on an ongoing basis, and refined as needed. This 

approach is often called Action Research. McNiff and Whitehead (2010) position action research 

as finding ways to improve a practice, and creating knowledge, and is conducted by practitioners 

who regard themselves as researchers. Willis (2014) describes action research as a form of 

systematic investigation that typically involves attempts to solve practical problems in real world 

settings through the involvement of stakeholders who work or live in those settings. Action 

research is a methodology which is undertaken with the intent that the research will inform and 

change the process in which researchers finds themselves. The approach is designed and 

conducted by practitioners who analyse the data to improve their own approaches, e.g. NGSC 

change interventions. Action research aims to resolve identified issues by developing solutions, 

while at the same time attempting to generate new knowledge. In action research, the 

researcher applies problem-solving actions in the entity that is being researched from data 

which is collected during the process, and then examines the data. To utilize an action research 

approach in the context of Novartis and the NGSCs, the feedback from managers and 

associates through surveys and interviews will be analysed to develop the change program and 

interventions. 

This researcher opines that to develop knowledge and data, research draws a distinction 

between quantitative research and qualitative research. According to Mayer (2015) the term 

‘quantity’ in this research approach refers to measuring and counting and implies an emphasis 

on quantification in the area of data collection and analysis. Bryman (1984) posited quantitative 

methodology is routinely depicted as an approach to the conduct of social research which 

applies a natural science, and, a positivist approach to social phenomena.  
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By contrast, qualitative data is based on non-numerical data and meanings expressed by words. 

Qualitative researchers study things in their natural settings, attempting to make sense of, or to 

interpret, phenomena in terms of the meanings people bring to them (Mayer, 2015). Qualitative 

research investigates the understanding and interpretation of individuals regarding their social 

world which leads to the epistemological position of interpretivism (Gog, 2015). 

Allwood (2012) suggests the distinction between qualitative and quantitative approaches is 

problematic because it may prove to be limiting for the development of research methods. For 

example, researchers who believe that it is only allowable to develop methods within the 

assumed reference frames of each of the qualitative and quantitative approaches will miss 

opportunities for fruitful combinations of features belonging to both approaches.  

Quantitative research tends to make use of large samples and statistical procedures to 

determine whether the generalisations of a theory hold true; qualitative research usually applies 

smaller samples and seeks to understand phenomenon from different perspectives, e.g. 

interviews or focus groups. Quantitative approaches can help provide large, representative 

samples of communities; reliably assert cause-and-effect relationships among constructs as 

well as confirm or disconfirm theoretical hypotheses, and summarize numerical data in ways 

that are clear and persuasive to leaders (Fassinger & Morrow, 2013).  

Lawrence and Tar (2013) suggest qualitative analysis provides an opportunity for the researcher 

to gain information and gather insights that may be overlooked with traditional data analysis 

techniques. Fassinger and Morrow (2013) add that qualitative approaches can help to enhance 

relationship and dialogue between researchers and participants, empowering participants by 

helping them to voice their stories to catalyse theory development, and frame research 

outcomes in ways that are immediately useful.  

This researcher considers the limitation of the qualitative approach in that it is problematic to 

analyse, compare, or draw precise conclusions from qualitative data, as meaning may be lost 

in the review of the data, and/or a risk of bias in the way the researcher interprets the data. 

The research project will be pursued with a positivist philosophy. Easterby Smith, Thorpe and 

Jackson (2015) postulate that the key idea is that the social world exists externally and that its 

properties should be measured through objective methods, rather than being inferred 

subjectively. Reality is socially constructed by different groups of people or cultures (Fox, Martin 

& Green, 2007). Researchers will have their own conceptualization of reality in that it is simply 

a way of knowing the reality in which he/she finds them self, and also that there is a distinction 

between objects that are the focus of their enquiries and the terms they use to describe, account 

for and understand them (Bryman & Bell, 2011). Accordingly, Saunders, Lewis and Thornhill 

(2016), suggest the researcher’s assumptions shape the way one studies and the research 

project, and such objects can include the organisation, people, events and artefacts. Leavy 
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(2017) describes practising objectivity as researchers adopt a position of neutrality, which 

means they table their personal biases and feelings. For example, doctors treat patients the 

same way regardless of each patient’s race, gender, or other attributes. They are trained to 

practice neutrality. Y. Kim (2011) notes that in conducting interviews this raises questions of 

possible bias. Šimundić (2013) argues that bias is any trend or deviation from the truth in data 

collection, data analysis and interpretation. However, Fox et al. (2007) recognise that a bias is 

likely to be more pronounced if a researcher is conducting research in their own workplace, but 

being fully immersed in the workplace provides for unique insights into the shadow side of the 

organisation. According to Šimundić (2013), it is worth pointing out that every study has its 

confounding variables and limitations.  

The role of the researcher in this project has significance on the approach, in that he is the 

change management leader in the project, which offers a deeper analysis and understanding 

of the actual changes occurring in the organisation. The main challenges this researcher faces 

will be managing the two roles (change manager and researcher), one, to be able to contribute 

to academic knowledge and two, business practice knowledge in a balanced manner. However, 

to reduce bias, the program design, the interventions and the interviews/surveys will go through 

iterations and approvals with the leadership and change team before the approach is executed.  

To support the change program implementation, the sponsor of this research requested a case 

study approach which would be of benefit to Novartis for future use in management training and 

transformation projects. When considering what a case study is, Yin (2009a) advocates that a 

case study is an empirical inquiry that investigates a contemporary phenomenon in depth and 

within its real-life context, especially when boundaries and context are not clearly evident. 

Saunders et al. (2016) add that case studies have a considerable ability to generate answers 

to the questions “why?” as well as the “what?” and “how?”. A consideration is that most projects 

in action research turn out to be case studies (McNiff & Whitehead, 2010). As the researcher is 

fully engaged in the project itself, Bryman and Bell (2011) highlight that the central concern is 

the quality of the theoretical reasoning in which the researcher engages, which might suggest 

that data may not support the theoretical arguments generated. The change program design 

considers the approach for long-term research study and is referred to as a longitudinal design, 

and is executed in that the same samples are measured at multiple points in time (Lee & Lings, 

2008). Saunders et al. (2016) suggest the main strength is that it has the capacity to study 

change and development. This researcher opines that a longer-term immersion within the 

setting of the project, will provide opportunities for deeper understanding of the interactions 

between the various sites, teams, and individuals throughout the research.  
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4.3  Research Design 

Research designs are about organising research activities, including the collection of data which 

are considered fair, balanced and robust, in ways which are most likely to achieve the research 

aims (Easterby-Smith, Thorpe & Jackson, 2015). The research design (Figure 8) supported the 

process design of the implementation of the change program (Figure 9). Following a specific 

process, this will keep a focus on the systematic approach of the project and support the 

collection of data for analysis for research purposes. Saunders et al. (2016) refer to the research 

design as a framework for the collection and analysis of data to answer research questions, 

with Fox et al. (2007) suggesting the researcher may have a preference for a particular design. 

McNiff and Whitehead (2010) posit a research design may be understood as the plan. This 

researcher developed the design which would incorporate a process and systematic approach 

to the research, which would also serve as the research plan. 

The research design follows a specific process as defined in Figure 8. The model is designed 

with four key phases (inner circle), and seven outer activities:  

• Analysis: What is the opportunity and problem? 

• Planning: What do we need to know, what is being researched? 

• Realization: How will the research be conducted 

- Literature to support, Methods to capture data, Capturing the data, Analyse the 

data for key Findings 

• Complete: Analyse Findings and Discussion 

- Conclusions and Recommendations 

The seven key activities on the outer circle are: 

• Situation Analysis 

• Aims and Objectives of the research 

• Strategies for approach (methods) and literature review 

• Execution of the approach: Data gathering and analysis 

• Capturing and analysing the data and findings 

• Findings and discussion 

• Conclusions and presentation of the research 

The approach to the research was initiated with the identification of the research project, and 

with an agreed scope with the organisation. The next step was to use data from the kick-off 

survey to identify the overall change management approach, which led to the development and 

deployment of the change program (Figure 9). Throughout the program various interventions 

and initiatives were to be planned across the five global sites. After each intervention, the 

outcomes could identify what support or changes the next interventions or project needs to 

continue the change journey.  



CONFIDENTIAL  54 
 

 

 

Figure 8 Research Design 
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Figure 9 Program Approach for Research
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4.4  Options for studying the Programme 

To provide a robust approach for the research, and have alignment to research practice, the 

identification of a suitable research method considered various factors. The research in the 

organisation will have a strong focus on the perceptions of the associates within the change 

program using interviews and surveys. By taking a positivist approach, this will have relevance 

for the research when utilizing and deploying large scale surveys. A positivist view (generally 

those in quantitative research and sometimes in mixed methods research) practises objectivity 

in the data collection process (Leavy, 2017).  

Alternative research strategies were considered pre-research phase. The initial consideration 

was focused on a cross-sectional research of the sites and domains within the NGSCs, using 

digital-based surveys through a quantitative data collection and analysis approach. The 

justification for not utilising the technology was the continued fluctuation of resources within 

the sites, and the associated cost to set up the solutions. By applying a survey only approach 

it was deemed that the outcomes would not provide enough evidence to understand the 

associate’s motivations and perceptions of the changes, therefore a third approach was 

considered. 

The third approach considered the researcher’s role in the programme and the research. The 

alternative strategy could be through immersion, such as an ethnographic approach. 

Ethnography concerns itself with the idea that first-hand experience is a better basis for 

understanding, rather than looking in from the outside (Lee & Lings, 2008), adding that it is a 

natural way to begin studying any topic of which one has little knowledge. It is designed to 

analyse organisations, cultures or communities in their natural settings (Fox et al., 2007). As 

each NGSC site has variances in cultures, services, number of associates etc., the 

ethnographic approach could highlight what is occurring within those units whilst under the 

global umbrella of the NGSCs. Taking a case-by-case approach, this provides a multiple view 

of a global organisation, but also considers the variation in how each site works. This 

researcher opines that there is merit in conducting an ethnographical approach because it 

provides for unique insights into the shadow side of the organisations, however due to the 

complexities of the program across multiple geographies it makes this unrealistic. It is highly 

unlikely to be a tolerated approach within the NBS transformation teams, as the researcher as 

programme manager is unable to spend significant periods of time in each of the locations. 

Ethnographic research occurs in natural settings and often is undertaken to record processes 

of change, and as human behaviour is never static, no study can be replicated exactly, 

regardless of the methods and designs employed. Replication may remain impossible if the 

constructs, definitions, or units of analysis which informed the original research are 

idiosyncratic or poorly delineated (LeCompte & Goetz, 1982). 
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A challenge for this research was to clearly identify a methodology that would both capture 

the complexity of the change program being examined and identify the issues relating to the 

geographical challenges, and the influences between the sites and domains. The case study 

methodology provides the richness and depth of information needed for the study. In starting 

a case study, Fulton, Kuit, Sanders and Smith (2013) say that case studies are a 

methodological approach to the structuring of the professional doctorate. Identifying the “case” 

and the specific “type” of case study to be conducted, researchers must consider if it is prudent 

to conduct a single case study or if a better understanding of the phenomenon will be gained 

through conducting a multiple case study. As the professional doctorate is tied into the 

workplace, it is almost inevitable that a mixed methods approach, involving qualitative and 

quantitative methodologies, will be used during the research (Fulton et al., 2013).  

In summary, the research approach will use surveys, interviews and a case study, which lends 

itself to a mixed methods approach. Leavy (2017), considers mixed method research as 

involving the collection and integration of quantitative and qualitative data in a single project 

and therefore may result in a more comprehensive understanding of the phenomenon under 

investigation, adding that it is a problem-centred approach to research in which methods and 

theories are used instrumentally, based on their applicability to the present study. A mixed 

method approach is appropriate when the purpose is to describe, explain, or evaluate, and is 

particularly useful for studying complex problems or issues. 

4.5  Interviews and Surveys – Preparing the Research 

Research requires a defined set of research questions, and the appropriate means to gather 

data through interviews, surveys and observation. In the preparation of the change program 

in 2015, change surveys and interviews supporting the development of the change 

management programs for the NGSCs were deployed. The preparation of the research was 

supported by various members of the NBS change management team, which included the 

head of communications, the head of strategy, the head of HR and the supporting Change 

Managers. The pre-change interview and survey questions were designed and agreed upon 

by this team. The execution of the interviews was a combined effort; however, this researcher 

undertook the responsibility to conduct the analysis of both the interviews and surveys. 

To support practice and theory, the literature and academic research can provide input, views 

and knowledge which can enhance the project research. Evidently, research for this project 

cannot be conducted alone on literature, therefore it includes the collection of primary data, 

and secondary data. Saunders et al. (2016) identified three types of primary data: observation, 

semi-structured in-depth and group interviews, and questionnaires. Primary data will be 

collected by the researcher for analysis through surveys, interviews and observation. Other 

tools such as social media, chat forums, blogs and meetings can support the collection of 
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data. Consent for the collection and use of the data will be requested prior to the point of 

interview or survey being initiated. 

Throughout the research and the change program, feedback may be encouraged through 

meetings, informal conversation and interventions from the impacted leaders and associates 

within the NGSCs to attain a high level of unconstrained answers. In relation to interviews and 

surveys, this commonly-used approach when multiple sources of data are examined to 

address the research question, is through triangulation. Triangulation refers to using multiple 

sources of data or multiple theories to examine an assertion (Leavy, 2017). McNiff and 

Whitehead (2010) view triangulation as gathering data from at least three data methods, or 

data from different groups, or people. 

Interview data collected and analysed can make use of software, such as NVivo, Minitab, 

SPSS or Excel, for example, to help sort through the information. NVivo software allows 

researchers to classify, sort and arrange information, examine relationships in the data, and 

combine analysis with linking, shaping, searching and modelling (QSR-International, 2018). 

The researcher can test theories, identify trends and cross-examine information in a multitude 

of ways using query functions. Researchers can make observations and build a body of 

evidence to support the project. There are various applications available to support the 

capture, visualization and analysis of the interpreted themes and findings. The reader is 

cautioned that a manual process of analysis cannot be discounted. The analysis approach is 

discussed in sections 4.8 and 4.9. 

4.5.1  Interviews 

The application of a semi-structured interview will theoretically achieve some level of 

quantifiable data; however, the design will be critical. For this research, the interview design 

should offer the respondent questions to answer which are open in nature, rather than just 

yes/no question/answers. This researcher intends to invite the leaders of the NGSCs to be 

interviewed. There are in total a possible forty leaders from the sites, starting at the head of 

the sites, through to the local communications team head. Their participation will be requested 

through email and, if needed, a follow-up call will be initiated to discuss their participation. 

Participation is voluntary. 

The interviews may provide significant insights into how associates and leaders understand 

the organisational changes occurring, by assessing their own perspectives as recipients of 

change interventions. Perspective influences the way we approach any new experience 

(Bazeley & Jackson, 2013). In addition to the interview approach, there will be opportunities 

for participant observation during the program in meetings and workshops. In a sense, all 

research begins with observation (McNiff & Whitehead, 2010). Observational techniques are 
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mainly drawn from anthropological research, where it is common for researchers to enter into 

an environment they wish to study (Lee & Lings, 2008).  

With regards to interviewing, the main challenge will be interpreting qualitative data. 

Conversely the active participation of this researcher in the execution of actions for the 

transformation program will provide first-hand experience and data to compare self-perception 

and perceptions of others to assess deeper understanding of the change and the associated 

programs.  

Lee and Lings (2008) suggest that the quantitative approach is based on the selection of a 

sample of cases from a population, whereas qualitative work is based on the “purposive” 

selection from a small number of cases from the population, which would be to sample cases 

or people who are “relevant to the research question”. Yin (2009a) posits that qualitative data 

may be critical in explaining or testing research propositions, and to explore, describe or 

explain events a researcher would have collected. Denzin and Lincoln, cited by Mayer (2015), 

describe qualitative research as a situated activity that locates the observer in the world. It 

consists of a set of interpretive, material practices that make the world visible; they turn the 

world into a series of representations, including field notes, interviews, conversations, 

photographs, recordings, and memos to the self. This means that qualitative researchers study 

things in their natural settings, attempting to make sense of, or to interpret, phenomena in 

terms of the meanings people bring to them. 

This researcher recognizes the challenges in the collection of certain types of data, such as 

observed behaviour, verbal and or email conversation, interviews etc. The challenges in 

capturing data through observation will be related to the willingness of participants and their 

agreement to the use of the information. It is not intended to explicitly use observational 

techniques to gather opinion or content, however, this researcher believes observed 

behaviour, or comments being made by participants during an interview or during interventions 

is challenging to ignore. Should the researcher experience, see or hear potentially relevant 

aspects impacting this research, permission will be requested to discuss, report and analyse 

the observed behaviours and comments where it may become obvious to a reader the identity 

of a person. Should this data be used it will be formulated and published in a manner which 

offers full anonymity, ensuring that the findings cannot be recognized nor interpreted as being 

person X, nor have an impact on the person’s role, position or career.  

Before using the interview questions (see Appendix D), this researcher met with the Change 

and Communications team to discuss the defined questions and approach before the 

interviews were conducted. The questions were developed based on the topics discovered 

during the literature review, the business challenge in executing the program, the researcher’s 

own experience during pervious change programs, and the NGSC leadership team’s 
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agreement. The questions will be validated and improved using a pilot study to test the 

questions for suitability, and then rolled out once satisfied the approach is repeatable. 

4.5.2 Piloting the Interviews 

To initiate the collection of data from interviews from this research, a pilot study will be 

deployed before initiating the main interviews across the determined participant group from 

the NGSCs. The principal benefit of conducting a pilot study is that it provides researchers 

with an opportunity to make adjustments and revisions in the main study (Kim, 2011). Dikko 

(2016) posits that a pilot study helps to ascertain how well a research instrument will work in 

the actual study by identifying potential problems and areas that may require adjustments. 

The process to initiate the interview research with the target audience will be introduced 

through a request to participate, and on successful acceptance, interviewed. To ensure the 

interviews are deemed fit for purpose by the change management and communication team 

a pilot interview will be tested with two senior leaders and extended to a further one or two if 

the pilot interviews are not fit for purpose. The questions will cover aspects of change 

management within Novartis. The pilot will assess if the interview process works as designed, 

and to assess the approach and the questions’ suitability for further roll-out. On completion, 

the participants will be requested to provide feedback regarding the structure and content of 

the questionnaire and the interviews, and for their understanding of, and whether any 

questions were ambiguous or confusing. The pilot phase will be launched with one leader 

having a role in the NGSCs program, and the other due to their position outside of NBS, as 

they have neutrality in respect to NBS.  

Due to the nature of interviews, it is not possible to ensure complete anonymity as the 

researcher will know who the interviewees are, however all required steps will be taken to 

ensure confidentiality of the respondent. The interview data will be anonymised as practically 

as possible to remove reference to an individual and specific domain, e.g. IT. All participants 

will receive an alias in place of names and role. In the use of observed and or verbal/written 

communication from interview participants, anonymity is approached by naming them as 

interviewee one [i1], [i2] for interviewee two, etc. 

4.5.3 Surveys  

Through the deployment of a change management assessment survey, a significant amount 

of quantitative and potentially qualitative data will be collected across the five NGSCs. The 

overall population is estimated to be at more than 1500 associates across the service centres. 

Each site varies in size: Hyderabad is the largest, Kuala Lumpur is the smallest. The survey 

will be used to form a baseline of understanding of the current perceptions of the associates 

at the respective service centres, with a repeat of the survey after a period, as agreed by the 
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leadership team and project sponsors. Each participant will receive an automated email, but 

it does not require an individual to identify themselves using their names etc. The use of 

surveys allows for a larger population in comparison to interviews. 

The survey for quantitative data gathering/research was planned with a six-point rating scale. 

It provides a straightforward way of asking attitudinal information that is easy and versatile to 

analyse, and that can provide comparability across time (Brace, 2013b). Ryan and Garland 

(1999) postulate that many surveys include questions that address subjective phenomena and 

the use of Likert-type scales is a common research method for eliciting opinions and attitudes 

in the social and business sciences. Likert scales are ‘summated’ scales, so-called because 

a respondent’s answers on each question are summed to give their overall score on the 

attitude or value (Johns, 2010). These scales range from — least to most — asking people to 

indicate how much they agree or disagree, approve or disapprove, or believe to be true or 

false. Allen and Seaman (2016) suggest the most important consideration is to include at least 

five response categories, adding that there is really no wrong way to build a Likert scale. Brace 

(2013a) suggests a five-point scale gives enough discrimination for most purposes and is 

easily understood by respondents. The size of the scale can be expanded to seven points if 

greater discrimination is to be attempted. When using the Likert scale, there is no common 

agreement on the number of points to be used, and normality assumptions remain the subject 

of debate (Leung, 2011). 

The research survey will use a Likert scale where respondents can choose on a range, e.g. 

from ‘completely agree’ to ‘completely disagree’ to determine how respondents feel about 

certain situations, activities and leadership, etc. Likert, as cited by Janhunen (2012), mentions 

Likert ratings and other similar rating methods with graduated response keys are widely used 

to study phenomena from opinions and attitudes. A six-point scale will be used to force a 

participant to answer, as a neutral position using a five-point scale is not seen as a viable 

position as the associates, in the view of the researcher, may have a tendency to answer or 

hold an opinion of neutrality. The five-point scales possess a neutral point, while the six-point 

scales do not. It should be noted that the effects of a neutral point may be diluted by 

neighbouring categories in a longer scale and this is an added advantage (Leung, 2011). 

Chomeya (2010) suggests respondents cannot choose a middle point in this kind of six scale 

rating, because the respondents must choose an answer between one of the answers on the 

scale. In this research for the change program, all the associates are impacted in one way or 

another by the change, therefore this researcher believes forcing an answer will provide a 

more impactful view of the perceptions, rather than allowing a neutral answer. Chomeya 

(2010) suggests research revealed that the Likert’s six-point scales tend to give the 

discrimination and reliability values which are higher than the Likert’s five-point scale. 
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4.6  Data Collection and Analysis  

Interviews are the primary data set for this research, however there is potential for additional 

analysis of surveys. Observation, conversations and reports will be used if appropriate for the 

purpose of this research. Qualitative and quantitative approaches usually address different 

focuses or research aims, and require different kinds of data (Fulton et al., 2013). Bocij et al. 

(2008) describe quantitative data to mean making use of figures such as statistics, and 

collected to measure or quantify an object or situation, whereas qualitative data focusses on 

describing the qualities or characteristics of an object or situation, including interviews, or 

people’s opinions. 

The research will involve the analysis of surveys. The kick-off survey data (see Appendix C) 

will be used as a principal component for analysis, to identify groups of attitudinal statements 

that have similar response patterns and that could therefore represent underlying attitudinal 

dimensions (Brace, 2013a).  

The analysis may involve the use of statistical tests like an ANOVA. The use of One-Way 

ANOVA is appropriate when one wants a categorical factor and a continuous response and 

wants to determine whether the population means of two or more groups differ. If the test finds 

that at least one group is different, the comparisons dialog is used in one-way ANOVA to 

identify pairs of groups that are significantly different (minitab, 2018), or Chi-square, which 

determines whether the distribution of observations for one variable differs depending on the 

category of the second variable (minitab, 2018), or T-test to test the statistical significance of 

the observations. Tests for statistical significance show what the probability is that the 

relationship found is due only to random chance and that there would be an error if it was 

found that a relationship exists. There are too many sources of error to be controlled, for 

example, sampling error, researcher bias, problems with reliability and validity, simple 

mistakes, etc. In regards to the data and analysis, the item being measured, measures what 

it is intended to measure (validity), and a remeasurement would order individual responses in 

the same way (reliability) (Pyzdek, 2003). The measurement system would have to be 

designed and tested to ensure reproducibility and repeatability. 

By using probability theory and the normal curve, researchers can estimate the probability of 

being wrong. If the probability of being wrong is small, then the observation of the relationship 

is a statistically significant finding. Statistical significance means that there is a good chance 

of finding that a relationship exists between two variables. There can be a statistically 

significant finding, but the implications of that finding may have no practical application, which 

suggests statistical significance is not the same as practical significance. If using a test with 

very high power, one might conclude that a small difference from the hypothesized value is 

statistically significant. However, that small difference might be meaningless to the situation. 



 
 

CONFIDENTIAL  63 
 

One might use knowledge to determine whether the difference is practically significant 

(minitab, 2018).  

The researcher must always examine both the statistical and the practical significance of any 

research findings to support a thesis, argument or contribution to knowledge or practice. The 

analysis can explore data using both tables and diagrams, such as bar charts, histograms, pie 

charts and box plots.  

4.7  Sample and Population 

A sample is a representative portion of the population which is selected for study (Burns & 

Burns, 2008). Sample size determination is an important step in the planning of an experiment 

or an observational study, with serious consequences if not done carefully. If the chosen 

sample size is not large enough, then the probability that an effect of practical significance is 

found to be statistically significant is not large enough for the study to be useful. If the sample 

size is too large then the study becomes more expensive than necessary (Bush, 2015). 

Researchers suggest that the first column within the table (Figure 10) should suffice, using 

Confidence Level = 95%, Margin of Error = 5%, (Research-Advisors, 2016).  
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Figure 10 Sample Size Calculator 

It is anticipated that there will be a response rate of >60% from the total population (~ 1500) 

of the researched organisation. This number is based on historical data discussions with the 

survey team responsible for statistical tools and systems.  

However, using the survey sample table, this researcher anticipates a 5% margin of error, at 

a 95% confidence level; this calculation should provide a sample of estimated 306, or ~20% 

of the population. Researchers are interested in some measure of the defined population 

(Burns & Burns, 2008). A sample is defined as “a group of units, portion of materials, or 

observations taken from a larger collection of unit or observations that serves to provide 

information that may be used as a basis for making a decision concerning the larger quantity” 

(Pyzdek, 2003). Gitlow and Levine (2005) add that inferential statistics focus on making 

 1176 
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decisions about a large set of data (population) by using a subset of the data called the sample. 

By taking a sample on completion of the survey this may provide an unbiased approach taking 

each site into consideration, as well as each business unit. Taking a random sample of the 

total population from each site may provide a good foundation for data analysis. Based on the 

various hierarchical levels, newness of associates, and the variation of business unit sizes, 

the application of a population approach allows for credible analysis when all responses are 

required, and accounts for responses which may have otherwise been eliminated from a 

sample. This researcher will determine at the time of survey completion if a sample or total 

population analysis is appropriate.  

4.8  Approach to analysis: Qualitative 

Whilst there is some overlap between some of the techniques used by qualitative and 

quantitative research, the strategy of data creation, standardization vary in significant ways 

(Easterby-Smith et al., 2015). This researcher recognizes challenges in the use of interviews, 

surveys and observation; however, different methodologies require different ways of working 

with data, and regardless of choice, data is created right from the time the research project 

starts (Bazeley & Jackson, 2013). Easterby-Smith et al. (2015) highlight that there are various 

approaches to analysing qualitative data which include: content analysis, grounded analysis, 

visual analysis, discourse analysis, conversation analysis, argument analysis and narrative 

analysis. The following highlights which approaches are considered of use for qualitative 

analysis. 

• Content Analysis: Content analysis is a method that gives the researcher the 

opportunity to analyse secondary communication material and draw (statistically 

tested) meaning from manifest as well as latent content. Thereby it is not to be 

confused with discourse analysis (Lock & Seele, 2015). The concept is an approach 

to provide the analysis of documents and text that seeks to quantify content in terms 

of categories and in a systematic manner (Bryman & Bell, 2011). Interviews, reports 

or internal communications within Novartis are potential sources of data where this 

method of analysis could apply. Using qualitative analysis software for content 

analysis, this might serve to identify potential key phrases or words in approach to 

support the objectivity of data.  

• Discourse Analysis: Discourse analysis concerns itself with social sciences. It is an 

approach to language that can be applied to forms of communication other than talk 

(Bryman & Bell, 2011), with Easterby-Smith et al. (2015) adding that research has 

been undertaken into how language is used for achieving inter-subjective 

understanding. Discourse-based analysis provides an established approach for 

developing disciplinary reflection on thought and practice (Fitchett & Caruana, 2015). 
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This approach coupled with content analysis, for both written and spoken language, 

is considered valuable, as perception and use of language from a culturally diverse 

workforce has potential from a communication perspective.  

• Grounded Analysis: Grounded analysis builds on theory from categories that are 

grounded in the data. Grounded theory methods provide systematic guidelines for 

probing beneath the surface and digging into the scene. These methods help in 

maintaining control over the research process because they assist the ethnographer 

in focusing, structuring, and organizing it (Charmaz, 2006). Grounded theory can be 

useful in providing deep insights and understanding of social life that is consistent 

with interpretive case-based field studies dealing with social and organisational 

contexts (Lawrence & Tar, 2013). 

 

Easterby-Smith et al. (2015) specify seven methodologies for qualitative data analysis, the 

methods of visual, conversation and argument analysis approaches are closely linked to 

discourse analysis. The analysis of the qualitative data is from questionnaires, interviews and 

observations.  

An additional contributing factor for the qualitative analysis and the examination of interview 

data is supported by the approach known as Interpretative Phenomenological Analysis (IPA). 

The IPA is a rapidly growing approach to qualitative inquiry, with its origins in psychology (J. 

Smith, Flowers & Larkin, 2009), and is committed to the examination of how people make 

sense of their major life experiences. The IPA website (IPA, 2016) defines IPA as 

phenomenological in that it wishes to explore an individual’s personal perception or account 

of an event or state, as opposed to attempting to produce an objective record of the event or 

state itself. The goal of a phenomenological study is to understand the ways in which 

individuals perceive the world around them and make sense of their lived experiences (Murray 

& Holmes, 2014). Researchers encountering this for the first time are rightly attracted to IPA 

for its accessibility, flexibility and applicability. But it is easy for flexibility to be mistaken for 

lack of rigour and the subtlety and complexity of phenomenology’s aims and origins are often 

overlooked (Larkin, Watts & Clifton, 2006). As IPA is concerned with experience itself, 

language then in itself will offer the researcher the ability to capture both the language 

interpretation of experience as well as the perceived experience, as language adds meaning 

to perception. Murray and Holmes (2014) claim that subjectivity is founded upon a dynamic 

relation built in and embodied through place and speech. 

The interviews provide outputs for interpretation for qualitative analysis, also rich in content 

through the identification of themes arising from the analysis. At a methodological level, this 

means that an IPA study typically involves a highly intensive and detailed analysis of the 
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accounts produced by a comparatively small number of participants. These accounts are 

generally captured via semi-structured interviews, focus groups, or diaries, and the analysis 

then proceeds such that patterns of meaning are developed, and then reported in a thematic 

form (Larkin et al., 2006).  

Lawrence and Tar (2013) describe a thematic approach which involves coding the assignment 

of themes and concepts to a selected unit such as sentences taken from an interview 

transcript, further adding that the concepts are combined into related categories; links between 

categories are identified and verified against the data, and selective coding attempts to 

integrate the categories into a theory, which accounts for the phenomenon being investigated. 

Coding begins with data preparation and moves forward into beginning to analyse the data 

set, positing that a code is simply a label which is attached to a text, such as a single word or 

paragraph, or even an entire document (Lee & Lings, 2008). Bazeley and Jackson (2013) 

consider coding in qualitative research in its simplest sense as a way of tagging text with 

codes, of indexing it, in order to facilitate later retrieval. Charmaz (2006) adds that coding is 

the first step in moving beyond concrete statements in the data to making analytic 

interpretations, taking segments of data apart, naming them in concise terms, and proposing 

an analytic handle to develop abstract ideas for interpreting each segment of data. Vaughn 

and Turner (2016) suggest coding along themes and topics can help to highlight priorities and 

provide focus to the process of analysing qualitative data. To support the data validation, a 

third party from within the organisation will review the findings, and cross-reference/validate 

the findings and provide this to this researcher. 

4.9  Approach to analysis: Quantitative 

The interpretive paradigm on which a qualitative approach to research is based reflects a 

much lower degree of control over the research context and subjects involved, therefore both 

qualitative and quantitative methods are needed to provide the information required for sound 

and effective decision-making in business (Burns & Burns, 2008). Quantitative research 

traditionally takes a positivist approach and has its roots in the natural sciences (Fox et al., 

2007). The approach for data collection for quantitative use will be in the form of surveys. A 

survey is a process that uses questionnaires or similar means to gather values for the 

responses from a set of participants (Levine & Stephan, 2010). The distinguishing features of 

surveys are the form of data collection and method of analysis (De Vaus, 1996).  

The survey will be offered to all NGSC associates to participate in a voluntary manner, whilst 

informing them of anonymity. Data will be collected and analysed using software, such as 

Minitab or SPSS which is used for data analysis.  
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The survey will ask a set of questions, asking associate’s perception relating to the 

organisational change occurring within the NGSC. This method will involve exploring the 

populations of the various domains (IT, HR, etc.), and the different sites (geography), and 

measuring one or more variables. The data extracted will then be used to calculate the norms 

or variances across the sites/population at a period in time. In principle, a repeat of the same 

survey with the populations after a set period will also provide data to compare across time, 

geographies and groups, and examine the variances. A test for variance is the ANOVA. The 

ANOVA approach compares the differences among the means of more than two or more 

groups (Levine & Stephan, 2010). The various tests will look to understand frequencies and 

distributions, variability and skewness, and include averages across the outputs/responses 

from the data. In managing the research project, the approach using ANOVA, or the analysis 

of variance, is used to determine whether there are any statistically significant differences 

between the means of independent groups. The targeted groups are the five geographic sites, 

and within sites the six domains. ANOVA compares the means between the groups of interest 

and determines whether any of those means are statistically significantly different from each 

other. Specifically, it tests the null hypothesis. The statistical tests will be used to test the data 

across the sites for effectiveness of the programmes. Fox et al. (2007) propose that taking an 

outcomes-based approach, data is required to measure the overall effectiveness of a 

programme. Yin (2009a) suggests that data may cover the behaviour or events that the 

research is trying to explain, which is typically outcomes-based.  

The following table provides some examples of the data measurement/statistical tools. A 

measurement is simply a numerical assignment (Table 3) to something (Pyzdek, 2003). Before 

attempting quantitative data analysis it is important to be clear about the kind of data involved, 

such as nominal, ordinal and interval data (Easterby-Smith et al., 2015). 

 Scale Definition Example Statistics 

Nominal Only the presence/absence of an 

attribute which is a count item 

Go/No-Go 

Success/Fail 

Accept/Reject 

Percent 

Proportion 

Chi-Square 

Ordinal One item has more or less of an 

attribute than another item 

Taste 

Attractiveness 

Rank order 

Correlation 

Interval Difference between any two 

successive points is equal; often 

treated as a ratio scale 

Calendar time 

Temperature 

Correlations 

t-tests 

f-tests 

Multiple regression 

Table 3 Numerical Assignment  
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4.10 Ethical considerations 

The ethical challenges related to the previous sections, will be addressed case-by-case with 

the observed parties for inclusion or exclusion in the research. The researcher gained ethical 

approval (ethical approval E387- Appendix J) from the University of Portsmouth Ethics 

Committee before conducting any primary research. As this research comprises multiple 

stakeholders with different perspectives and responsibilities, it was important to consider the 

potential ethical concerns for each stakeholder and site. Accordingly, consideration was given 

to the various individuals, including the management teams and their associates. As the 

University was considered as a stakeholder, the researcher considered how the study might 

affect any reputational topics, and those of the organisation. In conducting interviews and 

surveys, the researcher will have provided a letter of invitation, consent in the form of an email 

in which acceptance of a survey and execution of such would assume acceptance of 

participation. Each interview participant will be able to review the interview transcribed with 

the content and their respective responses. The option to withdraw from the research will be 

possible until the analysis has been undertaken. Furthermore, all participants’ names and the 

names of their specific teams will not be used in this thesis, to maintain anonymity.  

In undertaking research, and opting for surveys, the survey will be sent to the target audience’s 

specified email addresses, as provided by the Novartis HR/Communication team. These 

emails will be sent to the entire NGSC population across the five sites. The individuals will 

receive an invitation which is generated by the survey team in form of a link with a unique 

identifier. It cannot be used by more than one person, and used only once. Once a person has 

received the link, they can participate by providing their business domain, such as IT, and their 

country location, only. This does not identify if an associate has answered the survey or not. 

An automated email is sent to all participants after two weeks as a reminder to complete the 

survey. The system cannot and does not identify when and if a person has completed the 

survey. Any repeat of the survey to make a comparison over time will use the same principles 

as described.  

Approval to initiate this study and DBA was sought from and granted by the CIO, and endorsed 

by the Global Head of NBS Change Management & Communications. 
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5 Research findings and Discussion 

This chapter analyses the data from the initial kick-off survey, the interviews and the final 

NGSC survey to provide the findings, which are then discussed throughout the sections in the 

chapter. Figure 11 provides the overview of the analysis and the respective sections. The 

chapter is broken down into the following: 

Part 1: Pre-Change Program Kick-off analysis: The chapter analyses the quantitative and 

qualitative data from the kick-off survey deployed across the five sites, which was 

subsequently used to prepare and develop the change program. 

Part 2: Change Program research findings: This chapter analyses the findings of the thirteen 

in-depth interviews, and the follow-up survey from the change programs’ implementation.  

Part 3: Research Discussion. 

Part 4: Case Study. 

The findings set the scene for the conclusions and recommendation in Chapters 10-14. 

 

Figure 11 Analysis Overview 

5.1  Introduction of the Findings 

The aims of the research were to provide insights into the implementation of a Global Change 

Program for Shared Services across the five global sites.  
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The output of the data in this chapter focusses on the understanding of the perceptions from 

managers and associates impacted by the change program, and how the change program 

had been implemented across the NGSCs. The research questions examine:  

• What approaches should be considered when implementing change for shared 

services? 

• What are the challenges leaders face during change? 

• How is change management perceived and understood by the impacted associates? 

• What were the factors that support or prevent the implementation of change? 

 

The research questions were derived from the researcher’s own experiences with change, the 

literature and dialogue with other change practitioners within Novartis. The intention of the 

survey and interviews was to gather personal views from associates and managers, and 

analyse this data with an open mind. By taking a neutral position as a researcher, it enabled 

an objective analysis and discussion of the findings, which were collected through surveys 

and interviews as presented in Chapter 4 (methodology chapter).  

The kick-off survey data investigated the requirements for the Global Change Program 

development following the NBS/NGSC launch across the five Novartis Global Service 

Centres. It is important to understand that the kick-off survey data supported the development 

of the program, and enabled this researcher to prepare and execute the change project, with 

workshops, training and interventions. The kick-off survey data was analysed in detail for this 

research, as it provided some interesting insight to the variations in perspectives from the 

different sites and the domains in NBS.  

The initial analysis of the data provided a high-level view to support and plan the program to 

enable the local NGSC leaders to drive the change program implementation, which the change 

team launched with a series of facilitated change management workshops in all five NGSCs. 

The survey was delivered to 1182 individuals with the purpose of gathering and analysing the 

answers from several questions relating to the Global Change Program. The survey 

completion rate was 82.6%. This is discussed in the following section. With respect to the 

completion rate of the survey, this researcher acknowledges it is typically unknown what a 

survey response rate may return. However, based on previous experience, Novartis 

associates typically seem motivated to respond to surveys. As the survey to associates was 

well targeted and communicated by the senior leaders in advance, the associates may have 

felt they had a good reason to fill it out. No further analysis was done to determine how or why 

the completion rate was at 82.6%, however it was welcomed.  
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The questions in the survey used both a three or six-point Likert scale, and a section to tick 

(yes/no) the relevant statements to ascertain the associate’s understandings, as described in 

Chapter 4 (4.5.3, Surveys).  

5.2  Background of the Data Sources 

This data for the research originated from the following key sources: 

Firstly: Interview and survey data for the creation of the change program. This data was 

gathered during the creation of the NBS and the NGSCs. A survey was sent out to associates 

to get feedback on the upcoming changes, and to capture the perceptions of the associates 

regarding the changes. The team would review the data to create the change plans and 

interventions, with supporting interview data from the 36 leaders of the sites; this would gauge 

the relevance and needs specific to the sites. 

Secondly: Post-Change Program data. The data from the NGSCs comprised of thirteen 

interviews5 with NGSC associates, leaders and senior executives responsible for the program. 

In addition, the findings examine and review the data of a post-interview survey sent to the 

participants of the interviews. The interview (qualitative) data was analysed using an 

interpretative phenomenological approach (IPA) to identify themes and integrate them into 

meaningful clusters. 

5.3  NGSC Kick-off Survey Analysis 

The following section will provide information on the approach and discusses the aspects 

relating to the kick-off survey, and the interpretation of the results after each survey 

question/chart or section. It opens with the approaches taken and explains the methods used 

in relation to the Kick-off survey data. The analysis is broken down into four parts to provide a 

high-level examination of the data, then the findings are examined in more detail. The survey 

can be found in Appendix C. 

5.4  Part I – Exploring the data 

The first step in the analysis looked at some of the superficial differences between sites and 

domains. It checked the surveys for completion or incompletion within each site and domain. 

In addition to this, the amount of time taken to complete the survey was investigated.  

These analyses provide some understanding of the dynamics between sites and domains. For 

example, this researcher thought it would be useful to know which sites/domains had 

completed the survey. With respect to the time taken to complete the survey, this could prove 

                                                
5 References to an Interviewee will be addressed as i1, e.g. i1 for interviewee 1, i2 for interviewee 2 and so on. 
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important in interpreting how seriously employees were taking the questions or even the 

change program itself. Perhaps those who took their time are more engaged in the 

transformation than those who rapidly finished the survey in a matter of a few moments? This 

information will be interpreted along with the rest of the data to help determine where the 

change management program is being accepted versus where it may not be as effective.  

A Chi-squared analysis was performed on the percentage of completed surveys, which 

determined whether the distribution of observations for one variable differed depending on the 

category of the second variable (minitab, 2018). In all cases, the assumptions were met for 

using this test. Where a significant Chi-square test was obtained, standardized residuals were 

used to measure individual contributors to the significant result. Any result that exceeded +/- 

1.96 was considered statistically significant at a p-level of 0.05. 

Survey time was analysed using analysis of variance tests. Again, all assumptions were met 

where this test was used. Finally, post-hoc analysis using the Games-Howell method was 

used because the sample sizes differed widely in all groups by site or by domain. This test 

was selected because, in both domain and site groups, the sample sizes were not equal, and 

the GH method is effective under these circumstances. The Games-Howell method compares 

all pairs of groups, while controlling the simultaneous confidence level (minitab, 2018), GH is 

an appropriate post-hoc test if the assumption of equal variances is violated (G. Morgan, 

2004). 

5.5  Part II - Are the leaders seen as effective in managing change? 

The first question of interest pertains to the effectiveness of management in implementing 

Global Change. To investigate this question, specific questions in the survey had to be 

combined which were related to this topic. Ten questions were identified that could help the 

change team answer this inquiry. Each of these questions had several possible answers, 

which ranged from ‘strongly disagree’ to ‘strongly agree’, using a Likert scale. 

For clarity, the questions are listed below: 

• We have an environment where people feel able to give realistic feedback about the 

change 

• My manager role models the behaviours required for the change 

• My manager inspires me to do my best work 

• My manager effectively communicates what our NGSC is trying to accomplish 

• My manager communicates the reasons for the change as well as the consequences 

of not changing  

• I understand the changes I am being asked to make 

• My manager helps me effectively complete my work 
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• We have a healthy work environment that enables me to reach my peak performance 

• The information I receive about NBS and our NGSC is useful 

• I am excited about the future of our Service Centre 

Because the questions related directly to change management in the sites, a separate scale 

variable was created, effective manager, which was calculated as the average of each of the 

ten questions above. With this new variable, it was possible to determine whether significant 

differences existed between sites and between domains using analysis of variance (ANOVA).  

Several assumptions had to be tested to use this statistical measure. The first assumption 

relates to the independence of data, which was met in all cases. The second was the test of 

normality, which expects that the distributions of the residual data were normal. This 

assumption was tested using the Kolmogorov-Smirnov (K-S) test and the Shapiro-Wilks tests. 

The K-S test compares the ECDF (empirical cumulative distribution function) of a sample data 

with the distribution expected if the data were normal, to calculate the p-value. The p-value is 

the probability of obtaining a test statistic that is at least as extreme as the value that is 

calculated from the sample, when the data are normal. Corder and Foreman (2014) note the 

Kolmogorov-Smirnov two-sample test is a nonparametric statistical procedure for comparing 

two samples that are independent, or not related. The parametric equivalent to these tests is 

the t-test for independent samples. The Shapiro-Wilks test is more suitable for the small 

sample (N≤50), but it can also be used for sample sizes as large as 2000. On the other hand, 

the Kolmogorov-Smirnov test is more useful for large samples. One of the limitations of these 

tests is that in case of large samples you are more likely to get significant results. In other 

words, these tests become significant even for slight deviation from normality in the case of a 

large sample (Verma, 2015). Larger values for the Kolmogorov-Smirnov statistic indicate that 

the data do not follow the normal distribution (minitab, 2018).  

The ANOVA is useful when encountering violations for this assumption, therefore, these 

results were interpreted in context with the assumption of homogeneity of variance. This 

assumption was tested using Levene’s test. Where the assumption of homogeneity of variance 

was violated, Welch’s F (FW) correction was reported.  

Finally, in the event where a significant ANOVA was established, post-hoc tests were 

performed using the Games-Howell (GH) method. This test was selected because, in both 

domain and site groups, the sample sizes were not equal, and the GH method is effective 

under these circumstances.  

5.6  Part III – Stress Levels and Job Stability 

To determine whether the Global Change Program will affect behaviour, several tests were 

performed. To begin, the survey question, “my stress level at work in the past year has…” was 
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investigated to determine how the changes have influenced these answers; and for this, two 

separate Chi-squared analyses were performed. The first looked at differences between sites, 

while the second looked at differences between domains.  

For both, Chi-squared analyses were performed due to the categorical nature of the data. 

Where a significant Chi-squared test was observed, individual contributors were investigated 

using the standardized residuals. For this, any standardized residual that exceeded +/- 1.96 

was determined to be statistically significant at p < 0.05.  

A second part of this investigation involved creating a scale variable, job stability, which used 

the average of a section of seven questions which provided “yes or no” answers and “choose 

all that apply…”. The first question in the block may be interpreted a positive adaptation 

following the changes, as the sites will see a significant increase in the services moving to the 

NGSC's. Subsequent questions related to issues with job stability, and are listed below for 

clarity: 

• I expect to transition into another role 

• My current manager will transition into another role 

• We will not hit our CSAT targets 

• I anticipate personal changes that will have some impact on me 

• A significant change in job responsibilities 

• A significant change in skillset will be required / more training will be needed 

• An increase in workload that could impact my work/life balance 

 

Using the new scale variable (job stability), it is possible to determine whether significant 

differences existed between job sites and domains. As above, several assumptions had to be 

tested to use this statistical measure. The first assumption relates to the independence of 

data, which was met in all cases. The second was the test of normality, which expects that the 

distributions of the residual data were normal. This assumption was tested using the 

Kolmogorov-Smirnov (K-S) test and the Shapiro-Wilks test. The ANOVA is robust when 

encountering violations for this assumption, therefore, these results were interpreted in context 

with the assumption of homogeneity of variance. This assumption is tested using Levene’s 

test. Where the assumption of homogeneity of variance was violated, the Welch’s F (FW) 

correction was reported.  

Where a significant ANOVA was established, post-hoc tests were performed using the 

Games-Howell (GH) method. This test was selected because in both domain and site groups, 

the sample sizes were not equal, which is effective under these circumstances. 
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5.7  Part IV – Do NGSC managers increase engagement and build commitment?  

This question relates directly to that which investigated whether managers were viewed as 

effective in implementing the Change Program. This researcher opines that part of being a 

good manager involves finding ways to engage employees. To investigate this, a subset of 

questions that were used to create the effective manager variable were used to create a new 

scale variable, employee engagement. Five questions were amalgamated to create the new 

variable and are listed below: 

• My manager role models the behaviours required for the change 

• My manager inspires me to do my best work 

• My manager helps me effectively complete my work 

• We have a healthy work environment that enables me to reach peak performance 

• I am excited about the future of our service centre  

 

Likewise, for employees to be engaged in their work, it is critical they understand what is being 

asked of them. Therefore, an additional scale variable was created, called employee 

understanding, and was derived from the average scores for the following questions in the 

survey: 

• My manager effectively communicates what our NGSC is trying to accomplish 

• My manager communicates the reasons for the change as well as the consequences 

of not changing 

• The information I receive about NBS and NGSC is useful 

 

Similar tests were performed to investigate differences between job sites and domains 

pertaining to employee engagement and employee understanding as for those looking at 

effective manager and job stability. Because of this, it would be redundant to list all the 

assumptions that were tested to ensure the appropriate use of the statistics; however, it is still 

prudent to remind the reader that all assumptions were met. 
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6 Detailed results of the Kick-off Survey Data 

6.1 Part I – Exploring the Data: Complete versus Incomplete Surveys and Time to 

Complete Surveys 

To begin the analyses, the first step was to perform tests looking for differences between sites 

and domains with respect to the percentage of complete versus incomplete surveys. In 

addition to the surveys themselves, the percentage of surveys completed can give valuable 

insights into group dynamics. Moreover, the time taken to complete the surveys was also 

analysed between sites and domains for the same reasons. Table 4 below provides the 

descriptive statistics for both survey time and complete vs incomplete surveys. 

Descriptive statistics by domain (rows) and site (columns) pertaining to the percentage of 

complete surveys and the amount of time taken to complete them are shown. The Survey had 

an overall completion rate of 82.57% (see Table 4) 
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Table 4 Survey Statistics 

Domain Mexico 

City

Prague Dublin Kuala 

Lumpur

Hydera

bad

Total

IT Complete 16 73 76 2 117 284

Incomplete 2 13 13 1 21 50

Complete (%) 88.89 84.89 85.39 66.67 87.78 85.03

Mean t (s) 710 310 296 107 693 423.2

Refs Complete 4 3 0 1 11 19

Incomplete 0 0 1 0 5 6

Complete (%) 100 100 0 100 68.75 76

Mean t (s) 690 372 85 555 425.5

Procurement Complete 6 8 10 1 18 43

Incomplete 2 2 2 0 3 9

Complete (%) 75 80 83.33 100 85.71 82.69

Mean t (s) 978 207 274 815 220 498.8

HR Complete 15 14 8 1 26 64

Incomplete 2 5 5 5 9 26

Complete (%) 88.24 73.68 61.54 20 74.29 71.11

Mean t (s) 771 287 139 122 925 448.8

FRA Ops Complete 7 6 0 9 33 55

Incomplete 5 6 2 4 15 42

Complete (%) 58.33 50 0 69.23 68.75 56.7

Mean t (s) 698 801 1335 490 831

PLS Complete 0 1 4 0 414 419

Incomplete 2 2 4 3 36 47

Complete (%) 0 33.33 50 0 92 89.91

Mean t (s) 11 241 346 196

HR Ops Complete 9 3 4 2 13 31

Incomplete 1 0 1 4 6 12

Complete (%) 90 100 80 33.33 68.42 72.09

Mean t (s) 282 126 1417 472 308 521

Finance Complete 15 2 1 6 7 31

Incomplete 2 6 1 3 4 16

Complete (%) 88.24 33.33 50 66.67 63.64 65.96

Mean t (s) 374 480 161 414 249 335.6

Comms Complete 0 0 1 0 24 25

Incomplete 1 0 0 0 6 7

Complete (%) 0 0 100 0 80 78.12

Mean t (s) 757 383 570

Legal Complete 0 0 1 0 4 5

Incomplete 0 0 0 0 0 0

Complete (%) 100 0 100 0 100 100

Mean t (s) 540 232 386

Total Complete 72 110 105 22 667 976

Incomplete 17 34 29 20 106 206

Complete (%) 80.9 76.39 78.36 52.38 86.29 82.57

Mean t (s) 643.29 324.25 478.12 422.5 440.1 461.65
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Beginning with survey time, one-way ANOVAs show a statistically significant differences 

between sites [F (4,111.8) = 2.72, p = 0.03]. Despite this, post-hoc analysis did not reveal any 

significant pairwise comparisons. As a secondary measure, the Brown-Forsythe correction, 

which also can be used where the assumption of homogeneity of variance occurs, was carried 

out. In this case, the result is a non-significant ANOVA [FB (4,61.5) = 1.96, p = 0.11]. Therefore, 

the first significant results should be interpreted with caution and, at most, representing a slight 

difference. The Brown-Forsythe computational method for Levene's test is based on the 

Brown and Forsythe modification of Levene's procedure. This method considers the distances 

of the observations from their sample median rather than their sample mean. Using the sample 

median rather than the sample mean makes the test more robust for smaller samples (minitab, 

2018). 

With respect to differences between domains, no statistically significant differences were 

found [FW (9,79.4) = 1.54, p = 0.15]. The results from both inquiries are presented in Figures 

12 and 13 below. 

 

 

Figure 12 Average time in seconds (s) to complete survey by domain.  

ops 
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No significant differences were found in average survey time by domain. 

 

Figure 13 Average time in seconds (s) to complete survey by site.  

Although Welch’s F produced a statistically significant ANOVA, the absence of any significant 

pairwise comparisons combined with a non-significant Brown-Forsythe correction to the 

ANOVA, suggests any differences would be negligible and should be interpreted with caution. 

6.1.1 Survey Duration Discussion 

Figure 13 highlights that the mean time to complete the survey across the sites varied. Prague, 

Dublin and Hyderabad have a very high level of associates whose English language skills are 

perhaps higher that in Kuala Lumpur. This researcher, with first-hand experience in the 

locations, acknowledges the language barriers are more predominant in Mexico and Kuala 

Lumpur. This was not considered in the survey development. This leaves further opportunity 

for future research into survey design and language considerations. 

The next graph explores the number of complete versus incomplete surveys by site and by 

domain. Following a Chi-squared analysis, there was a significant association between site 

and complete/incomplete surveys [χ2 (4) = 35.67, p < 0.001]. As represented in Figure 14 

below, this relationship appears to be linked to the fact that there were significantly more 

Mexico City                  Prague                    Dublin                  Kuala Lumpur          Hyderabad 
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incomplete surveys (47.6%) and less complete surveys (52.4%) than expected in Kuala 

Lumpur. Also, in Hyderabad, there were significantly fewer (12.1%) incomplete surveys.  

 

Figure 14 Complete vs incomplete surveys by site.  

With respect to the role of domain, a Chi-squared analysis revealed a significant association 

with it and the likelihood of completing the survey [χ2 (10) = 60.75, p < 0.001]. Figure 15 

represents the results from this analysis, which suggests that there were significantly more 

incomplete surveys in HR (28.9%) and in FRA Ops (36.8%), with fewer incomplete surveys in 

PLS (10.3%) than expected. With respect to complete surveys, there were significantly fewer 

(63.2%) in the domain FRA Ops. The responses from legal represent five complete responses. 

The legal domain at the point of the survey only had five FTE. 

 

Figure 15 Complete vs incomplete surveys by domain.  
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6.1.2  Survey Completion Discussion 

This researcher cannot confidently conclude why HR or FRA had a higher incompletion rate, 

other than these two domains were undergoing their own transformations in parallel, which 

may have led to associates not wanting to complete the survey, or potentially survey or change 

fatigue. The data indicates a high completion rate in PLS, Procurement and IT.  

6.1.3 Part II – Efficacy in change management: Are leaders seen as effective in 

managing change? 

To investigate how effective management was perceived in leading the Global Change 

Program at each site, an analysis of variance was conducted. A statistically significant 

difference in perceived efficacy by site was found [FW (4, 111.20) = 10.74, p < 0.001, est.Ω2 = 

0.04]. It is worth noting that due to a violation in the assumption of homogeneity of variance, 

Welch’s F (FW) was reported. Post-hoc analyses using Games-Howell indicate that Kuala 

Lumpur [N = 22, X = 3.80, SE = 0.23] had significantly lower average scores than Mexico City 

[N = 72, X = 4.73, SE = 0.11, p = 0.009], Prague [N = 114, X = 4.92, SE = 0.07, p = 0.001], 

and Hyderabad [N = 665, X = 4.52, SE = 0.04, p = 0.046]. Additionally, Prague had significantly 

higher average scores than Hyderabad [p < 0.001] and Dublin [N = 105, X = 4.44, SE = 0.10, 

p = 0.001]. Results are summarized in Figure 16 below. 

 

Figure 16 Average scores for manager effectiveness by site.  
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When the same tests as above were performed looking for differences between domains, a 

statistically significant difference was also observed [F (9, 970) = 2.40, p < 0.011, est.Ω2 = 

0.01]. Although a very small effect size, it appears to be resultant of those in HR [N = 64, X = 

4.84, SE = 0.10] providing significantly higher ratings than those in the FRA Ops domain [N = 

55, X = 4.19, SE = 0.10, p < 0.001]. Results are summarized in Figure 17 below. 

 

 

Figure 17 Average scores for manager effectiveness by domain.  

A statistically significant difference in average manager effective scores was found, where 

significantly higher ratings were observed the in HR domain when compared to the FRA Ops 

domain. No other differences were found. 

6.1.4  Manager Effectiveness Discussion 

It is noteworthy that Kuala Lumpur is rated lower on the scores in comparisons to the other 

sites, and FRA and HR also scored low, which may have correlation to the previous discussion 

paragraph, as it may relate to the domain transformations running in parallel. 

ops 
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6.2  Part III – Stress Levels and Job Stability 

This question was investigated using different parts of the survey. The first part looked at the 

change in stress over the last year by site and by domain. The results from a Chi-square test 

which reveals a statistically significant association between changes in perceived stress and 

site [χ2 (8) = 22.90, p = 0.003] as well as domain [χ2 (18) = 35.52, p = 0.004].  

Breaking down the Chi-square, no contributors that significantly influenced the results were 

found, meaning that there were no standardized residuals which exceeded +/- 1.96. With that 

said, on average 52% reported an increase in stress, 11% reported a decrease in stress, and 

37% reported no change (Figure 18). Kuala Lumpur indicated a significantly higher stress level 

compared to the average. See Table 5 overview below. 

 

Figure 18 Stress Levels by Site 

 

When breaking down the data by domain, it was found that those in FRA Ops have a significant 

increase in stress, along with a significant decrease in those reporting no change. Moreover, 

those in the PLS domain have significantly fewer than expected who reported an increase in 

stress; and those in the finance domain have significantly fewer than expected who report no 

change in stress. On average, 49% report an increase in stress, 14% report a decrease in 

stress, and 37% report no change in stress over the last year (Figure 19).  
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Perceived change in level of stress by site and domain over the last year, ranked by increase. 

 

Figure 19 Stress Levels by Domain 

 

SITE Increase (%) Decrease (%) Same (%) 

KUALA LUMPUR 63.6 9.1 27.3 

MEXICO CITY 55.6 9.7 34.7 

DUBLIN 53.3 9.5 37.1 

PRAGUE 49.1 10.5 40.4 

HYDERABAD 38.4 17.2 44.4 

AVERAGE 52.0 11.2 36.8 

    

DOMAIN Increase (%) Decrease (%) Same (%) 

FRAOPS 65.5 10.9 23.6 

FINANCE 62.9 17.1 20.0 

LEGAL 60.0 0.0 40.0 

REFS 47.4 15.8 36.8 

IT 45.7 11.3 42.9 

PROCUREMENT 44.2 14.0 41.9 

COMMS 44.0 24.0 32.0 

HR 42.2 21.9 35.9 

HROPS 41.9 6.5 51.6 

PLS 36.4 16.7 46.9 

AVERAGE 49.0 13.8 37.2 

Table 5 NGSC Stress Levels 
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In addition to stress, it is important to consider the issue of job stability, which was determined 

in the methods section as the average of several questions pertaining to this issue present in 

the survey. Results from an analysis of variance reveal statistically significant differences in 

the average scores for job stability between job sites [F (4,972) = 7.02, p < 0.001, Ω2 = 0.02]. 

Post-hoc analyses indicated Prague [N = 114, X = 0.30, SE = 0.02] reported significantly less 

concern, on average, with respect to job stability than Kuala Lumpur [N = 22, X = 0.52, SE = 

0.05, p = 0.002], Hyderabad [N = 664, X = 0.37, SE = 0.01] and Mexico City [N = 72, X = 0.43, 

SE = 0.03]. Results from this analysis are summarized in Figure 20 below. A separate analysis 

of variance was performed looking for differences in reported job stability between domains. 

This analysis revealed that no significant differences existed between domains [F (9,967) = 

0.76, p = 0.65]. 

 

 

Figure 20 Examining differences in job stability between sites.  
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6.2.1 Stress and Job Stability Discussion 

A significant association was found between perceived stress and site as well as with the 

domains. Analysing the standardized residuals suggests that those working in FRA Ops have 

a significant increase in stress and a decrease in those reporting no change than what would 

be expected. This may indicate that associates impacted by their domain changes were also 

impacted by the NGSC creation and the changes occurring in parallel. Further detailed 

analysis provides an opportunity for further research to understand stress-related aspects, 

employees’ buy-in and resistance to change during organisational change.  

Several questions relating to job stability were amalgamated to form the variable job stability. 

When comparing the difference in average job stability scores, Prague reported significantly 

lower scores (less concerned about job stability) than Kuala Lumpur, Hyderabad and Mexico 

City.  

6.3  Part IV – Do NGSC managers increase engagement and build commitment?  

The average scores for employee engagement were compared between sites and domains. 

Statistically significant differences were found between sites [FW (4,111.2) = 9.90, p < 0.001, 

Ω2 = 0.035] and domains [F (9,967) = 2.36, p = 0.012, Ω2 = 0.012]. These results are 

highlighted in Figures 21 and 22, respectively.  

Post-hoc tests following analysis of differences between job sites reveal that, on average, 

Prague [N = 114, X = 5.01, SE = 0.07] had significantly higher employee engagement scores 

than Dublin [N = 105, X = 4.55, SE = 0.11, p = 0.003], Kuala Lumpur [N = 22, X = 3.97, SE = 

0.24, p = 0.004], and Hyderabad [N = 664, X = 4.58, SE = 0.04, p < 0.001]; in addition, Mexico 

City [N = 72, X = 4.82, SE = 0.12] had significantly higher employee engagement scores than 

Kuala Lumpur (p = 0.029). 
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Figure 21 Investigating employee engagement between job sites.  

Post-hoc tests following analysis of differences between job domains reveal that, on average, 

IT [N = 282, X = 4.71, SE = 0.07] and HR [N = 64, X = 4.91, SE = 0.10] had significantly higher 

employee engagement scores than those working in FRA Ops [N = 55, X = 4.28, SE = 0.11], 

where p values were, 0.038 and 0.003, respectively.  
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Figure 22 Investigating employee engagement between domains.  

A critical component for employee engagement is understanding (Figure 23) what is being 

asked of them. Statistically significant differences were observed for the average employee 

understanding scores by site [F (4,972) = 8.47, p < 0.001, Ω2 = 0.030] and between domains 

[F (9,967) = 2.36, p < 0.012, Ω2 = 0.013]. Results are presented in Figures 23 and 24, 

respectively, below. Post-hoc analysis reveals that Prague [N = 114, X = 4.79, SE = 0.08] 

reported significantly higher scores than Dublin [N = 105, X = 4.33, SE = 0.10, p = 0.005], 

Kuala Lumpur [N = 22, X = 3.56, SE = 0.25, p = 0.001] and Hyderabad [N = 664, X = 4.44, SE 

= 0.04, p = 0.001]. Similarly, both Mexico City [N = 72, X = 4.62, SE = 0.12] and Hyderabad 

reported significantly higher scores than Kuala Lumpur with p values of 0.005 and 0.017, 

respectively. 

 

ops 
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Figure 23 Investigating employee understanding between job sites.  

With respect to differences between domains, posthoc analysis demonstrated that IT [N = 282, 

X = 4.50, SE = 0.06] and HR [N = 64, X = 4.73, SE = 0.12] reported higher scores relating to 

understanding than those working in FRA Ops [N = 55, X = 4.06, SE = 0.11], with respective 

p values of 0.030 and 0.003. 

 

Mexico City                  Prague                    Dublin                  Kuala Lumpur          Hyderabad 



 
 

CONFIDENTIAL  91 
 

 

Figure 24 Investigating employee understanding between job domains.  

Questions relating to employees understanding their jobs and the changes occurring were 

amalgamated to create a new variable, employee understanding. When analysing the 

differences in average scores for this new variable, those working in IT and in HR reported 

significantly higher scores than those working in FRA Ops. 

6.3.1 Associate Engagement Discussion 

Questions relating to employee engagement were amalgamated to create a new variable, 

employee engagement. When analysing the differences in average scores for this new 

variable, results demonstrate that Prague reported scores that were significantly higher than 

Dublin, Hyderabad, and Kuala Lumpur. Mexico City also reported significantly higher scores 

than Kuala Lumpur. Significantly higher scores were reported from those working in IT and 

HR when compared to those working in FRA Ops. 

The questions relating to employees understanding indicated that Prague had higher scores 

than those in Dublin, Kuala Lumpur and Hyderabad. Similarly, those working in Mexico City 

and Hyderabad reported significantly higher scores than those working in Kuala Lumpur. 

ops 
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This analysis highlights that FRA and Kuala Lumpur have significant or slight differences in 

results compared to the other domains or sites. This aspect will be discussed further in the 

research; however, it also provides further opportunities to research the impact of change on 

various cultural aspects, i.e. comparing European countries with Far Eastern countries during 

complex organisational change. 

6.4  Concluding Discussion of the Kick-off Survey results 

Initial findings from the data suggested at a site level that Kuala Lumpur results were lower in 

comparison to the other sites. On conclusion of the survey analysis it was not clear what the 

discrepancies were, if there were any at all, regarding Kuala Lumpur. One assumption which 

this researcher made, and was ultimately discussed with the leadership team, was that with 

Kuala Lumpur being the newest site and the furthest away from Basel, may have led to the 

concerns of the associates feeling left out as they were not involved in the change, and in 

addition, the India site is significantly larger, and manages practically the same services. A 

further consideration with regards to response rates was one of the cultural barriers regarding 

language. The survey was not set up for multilanguage responses and was only provided in 

English. It was not known if associate’s language capabilities in English were enough to 

complete the survey.  

Descriptive statistics as depicted in Table 4 regarding completed surveys indicated the two 

largest domains (IT, PLS) had the highest completed survey responses; a supporting factor 

for the responses could be due to size of the organisations, and the fact that the key sites 

(Dublin and Hyderabad) have teams and managers who were incumbent pre-2014 NGSC 

program initiation. One further consideration is the response time of the individual sites; one 

observation is both Prague and Dublin had a significantly faster response times than Mexico 

City and Kuala Lumpur, which had a 50%-50% completion versus incomplete rate. Perhaps a 

language challenge, or (as observed by this researcher) that local leadership was a very new 

team that had only been in existence for several weeks and perhaps were not aware of the 

significance of the change programme. This can be observed in the table regarding manager 

effectiveness; however, Mexico City was also a new site with a new leadership team, but had 

a more seasoned leadership team in place due to their overall tenure with Novartis. When 

breaking down the manager effectiveness for example, per domain, it was observed that FRA 

operations scored lowest on this measure. 

During the setup of the change programme and the programme governance, domains would 

provide feedback on their own domain change programs which fed into the Global Change 

plan for the NGSCs. A personal observation made by this author is the realisation of how 

aware teams were in working together. One domain (FRA Ops) appeared to show 

engagement during meetings and status updates, however it was often ascertained that the 
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FRA domain change team ran programs in parallel, leading to duplications of effort and 

confusion at the sites, who the contact persons were and who was accountable for driving 

change. Another key observation considers stability and concerns about job stability. The data 

highlights that Prague is least concerned with its future whereas Kuala Lumpur was rated 

higher. Discussions in the global leadership team concluded that Prague maintained a strong 

leadership team with clarity of purpose, whereas Kuala Lumpur did not. Conversations and 

discussions occurred with each of the leadership teams and the site heads, with Kuala Lumpur 

clearly articulating the need for more hands-on approaches and indeed more handholding 

from the global team 

The data from the kick-off survey supported the development of the Change Program. The 

actual implementation of the program would be deployed and executed over the course of 12 

to 18 months. The data did not highlight any specific aspects of concern for the leadership 

team, as it was understood by the NBS leadership team’s decision to deploy the change 

program globally, which would address the perceived needs proposed by the leaders. A key 

aspect undertaken was to review the comments made by the leaders in the sites, which is 

discussed in the next section (Interview outcomes). The following section discusses the 

outcomes and the alignment of the change programme development and approach.  

6.5  Kick-off Interview Review 

The Global Change team undertook informal interviews with the leadership teams from the 

sites to gauge their understanding of the change, and the approach needed at their respective 

sites. The interviews were conducted during the deployment of the kick-off survey. The main 

themes arising from the interviews were regarding Operations, Talent and Change 

Management. A primary reason for transformation failure is that leaders focus primarily on the 

systems, rather than the larger context that includes themselves as leader and the 

organisational culture (Metcalf & Morelli, 2015). The NGSC Leadership team proposed to 

cover many of the operational activities and discussion points in business reviews, however 

the change program itself would support several aspects of talent and organisations in that 

the leaders would focus on what to communicate and how, creating the organisation for the 

roll-out of the strategy, supporting associates and leaders through the change itself, and 

developing people. The following Table (Table 6) provides a comprehensive view of the 

qualitative findings of the kick-off interviews. These findings were discussed with the global 

change team, led by this researcher, and used to support the change program development. 
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6.6  Site by Site Kick-off Interview Themes 

Site Consolidated views Theme 

KL Not all levels of associates are at the right point of the change curve. 
Still lots of passive resistance 

Change 

MEX Understand the CM agenda / plans for the Region and the NGSC so to 
leverage synergies / activities 

Change 

PRG Change, Training & Development Change 

PRG Comms & Change development, support and events Change 

PRG Not enough Change knowledge (more advocates/agents) Change 

PRG Resistance to Change: Customers, Stakeholders, associates Change 

MEX There’s resistance from the divisions/businesses as they feel that they 
are losing control since resources are being removed from them and 
moved to NBS.  

Change 

KL Knowledge and information sharing during transition and transformation Change 

KL Alignment of Comms across the sites etc Comms 

PRG Not having enough Change/Comms support across domains and 
divisions 

Comms 

KL On-boarding and communications support needed locally, and change 
management support to help manage with all the changes and growth 

Comms 

MEX Communicate achievements of plan and strategy we have Comms  
KL Helping make NBS/NGSC an attractive place to work Culture 

MEX Building NGSC services is really “creating a new organisation”; new 
sense of ownership 

Culture 

PRG Develop a new and exciting culture and place to work Culture 

PRG Developing a new culture and away from the silos (too much domain 
focus) 

Culture 

HYD Strong culture on D&I /motivation Culture 

HYD Focus on Innovation – how to build innovation in the daily lives of IT 
domain staff 

Innovation 

KL Reducing the attrition to healthy levels, thus increase continuous 
improvement 

Org 

HYD Senior Leadership Development and retention – need support  Leadership  

MEX We need to take on some very challenging conversations to help with 
prioritization of work, etc. 

Operations 

HYD Scale up, large growth, able to hire and make them understand NVS 
culture/ NBS values 

Operations 

KL Stabilization seems a long way away, people have too many roles to 
play, and not enough people. 

Operations 

MEX Stabilize organisation during ramp-up; dealing with lots of uncertainty in 
the domains 

Operations 

MEX Create a successful organisation  Operations 
MEX Define what activities need to be transferred to the GSC to see how 

services are working/not working 
Operations 

MEX Timelines are a challenge; dates that are targets for getting GSC up 
and running is one of the biggest challenges; not sure we can meet 
those expectations 

Operations 

PRG Provide the right capacity and space for new associates Operations 

PRG Organisational Build Up Operations 

PRG Domain Alignment Operations 

HYD Control of that growth / risk management and ensuring compliance in 
the growth phase 

Operations 
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HYD Growth opportunities in IT and FRA Ops Operations 

HYD Trying to grow the services out of Hyderabad and spotting the potential 
to develop services which cut across the domains 

Operations 

HYD IT is an area where we could grow faster: large opportunity Operations 

HYD Process they already do -> increase simplicity -> opp. To move more 
complex processes to the centre, and improve them 

Operations 

HYD Services should be uniform across NGSC and country (standard varies 
now) 

Operations 

DUB Capacity planning & forecasting: “What’s coming into the site?” “Having 
right people in right structure at right time”. 

Operations 

DUB Cost-containment/cost avoidance/cost control to leverage with 
suppliers 

Operations 

DUB Sell what we do and talk to a wider audience very silo, don`t know the 
successes and challenges with HR ops moving in -> no comms plan 
and leader knows how this works -> lesson learnt to avoid some 
mistakes in other NGSCs 

Comms 

DUB Aligning plans across domains and NGSCs Operations 

HYD Keep up with growth and demand from across the domains Operations 

MEX Disparate approaches across the various domains; NGSC in Mexico is 
“separate and apart” from LatAm organisation, even though they’re co-
located; impacts things like career development, but we don’t 
necessarily have answers on things like cross-domain career 
development/talent development moves 

Org 

HYD Establish more of a cross divisional mind-set at the NGSC and in India 
in general 

Org 

DUB Aligning teams across the NGSC not only in site and domain specific Org 

DUB How do I keep the community feeling connected and engaged if I know 
that other sites will be more attractive for the Procurement function 

Org 

DUB Engagement – keep the engagement levels high, and ensure strong 
CSAT results 

People 

DUB Stabilizing teams; in a period of 2 years, we’ve hired hundreds of 
people. That process wasn’t always managed well (e.g. “we need 
people on board NOW”) so people had consistent onboarding, 
orientation, etc. Need to focus on functional knowledge & training, 
systems orientation, embedding teams effectively. 

People 

MEX Doing things in a better, more compliant way  Process 
PRG Alignment of processes and tools Process 

PRG Onboarding/off-boarding and transfer of associates Process 

PRG Demonstrating to customers and stakeholders the true value of GSC 
through service excellence 

Service 

PRG Stabilization and improvement of services Services 

HYD Business Partnering – need to make it simpler and more streamlined. 
One Business Partner but too many customers 

Services 

KL Excellent opportunity for talent acquisition and exchange across NGSC 
and divisional, career opportunity for depth and expertise development 
among associates 

Talent 

KL Recruiting the right talent quickly Talent 

MEX Look within current model to see what people can move to the NGSC; 
what people have the talent to move into different roles in NGSC 

Talent 

MEX Transition of new people; hiring, interviewing, finding replacements who 
are as capable and skilled as people who are leaving 

Talent 

PRG Recruitment, Talent and Development Talent 
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PRG Talent development and growth Talent 

PRG Growth and Recruiting Talent 

HYD Talent and people -> global organisation ensuring/ retraining top talent 
training 

Talent 

HYD Novartis is one of the largest employees in Hyderabad, considered a 
good place to work, so we should build on this and ensure we get the 
right talent 

Talent 

HYD  Key challenge is to retain and grow the domain with the best available 
staff 

Talent 

HYD Talent challenge -> find the right people; a few 100 interviews. (80 
people) get people who have the right attitude “not an easy task” 

Talent 

DUB People, because we are growing significantly, and often leaving. Need 
to onboard to generate loyalty 

Talent 

DUB 20% of the site are PhD’s. There are opportunities to utilize that talent 
more effectively. We have a lot of qualified and over-qualified 
individuals who want to know what are the opportunities for them at 
Novartis. Could they do other things in the company? How will we 
retain them? 

Talent 

DUB Finding the right Talent in the market place and building the capacity in 
Dublin to meet the demand from customers 

Talent 

DUB Retention – career opportunities for staff, ensure that there are enough 
opportunities in the Dublin site to retain associates’ long term. Not an 
option to transfer staff to other NGSCs, be too expensive 

Talent 

KL High workload and under-supported locally to grow the KL site to reach 
the targets set. Need an increase in recruitment as they are very 
stretched currently 

Talent 

Table 6 Table of Themes 

Table 6 was analysed though a word count analysis using the top fifty words, and only words 

with a minimum of five letters were chosen (WordCloud 1). This approach was taken to 

highlight to the management the main themes identified by the interviews of the leaders.  

 

WordCloud 1 Kick-off Interview Themes 
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6.7  NGSC Leadership Alignment 

The NBS/NGSC Change team and this researcher presented the survey data, and the 

outcomes of meetings and interviews with the Leadership teams of NBS and the NGSC's, in 

November 2015. The leadership consisted of the global head of strategy, the global head of 

communication, and the head of the program office. The findings and discussion chapter 

provided the NGSC Leaders with context for training and tools, and to stay focused on leading 

through the change and keep teams motivated to drive peak performance. The domain 

implementation was supported at the country level through the NBS Country Representative 

network to ensure cross-domain collaboration, coordination and alignment at the local level. 

Associates would participate in change advocate meetings, and workshops to enable them to 

understand what is being asked of them to empower them to act on an individual level. 

The primary outcome of the approach was to initiate a site kick-off workshop with the local 

leadership teams, which included the six main domains and the support functions from 

communications, legal and finance leaders. The Leadership teams would need support to 

understand and fulfil their role as change leaders as their organisations progress along the 

change curve; whilst working with the local site teams, the leaders had to build commitment 

and the necessary capabilities to make the change happen.  

It was deemed critical by the Global Team to provide change management support to the 

NGSC leadership teams early and fast with the following objectives: 

• Understand the principles of sound change management 

• Enable leaders to drive the ‘right’ ways of working to reach customer satisfaction 

targets 

• Support the alignment of people, process and tools during change 

• Build a unified, engaged population with a shared vision of success 

• Support a NGSC global network for performance and culture 

 

The early acceptance and adoption of the change for leaders may at times present itself with 

its own challenges for leaders, postulates the author of this research. The data analysis in 

Chapter 5 highlighted leaders, communication and the change journey are important factors 

in change management. The WordCloud1 highlights the main themes from the interviews, 

which were top of their minds for those leaders. People, Talent, Development, Change, 

Growth and Culture were identified as key words for the change approach. Leaders would 

need to understand the importance of change, how to address the people aspect of the 

change, and still manage the daily operations in their respective sites. 
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Ajmal, Farooq, Sajid and Awan (2012) propose that it is vital that organisations build up a 

change management approach which they can rely on to diminish both expected and 

unexpected changes, adding “leaders are the role model personalities in any community”. 

Knowing the importance of organisational change and the fact that organisational change is a 

demand on time and people for sustainable success and leaders/leadership can play a key 

role in bringing and implementing these changes, the aspect of leadership played a key part 

in the designed approach for the NGSC Change Program. 

6.8  Change Plan Development  

In concluding the interviews and reviewing the data, the decision was made to deliver the 

program focussing first on Kuala Lumpur, Mexico and Prague, as they were the new sites, 

then Hyderabad and Dublin. The change management kick-off workshops across all five 

NGSCs were executed over a period of six months. Each of the workshops ran for two days 

with the local teams being trained in change management with the objective to sensitize the 

leaders about change and the impact on people. The preparation of the Leadership teams 

covered: 

• How to manage change with their associates and teams, and the defining of a local 

change management plan to cover the development of the change story. 

• The alignment of associates and ensuring the mechanisms were in place to train or 

develop associates. 

• How leaders would communicate and role model the expected leader behaviours.  

 

The change management model developed by McKinsey (Basford & Schaninger, 2016), 

formed the basis for the Change workshops and program. The model consists of four aspects 

of change, as shown in Figures 3 and 25. The development of the change plan is depicted in 

Figure 26 and includes the intervention topics and provides the overall approach and proposed 

sequence of interventions and events for the NGSCs. 



 
 

CONFIDENTIAL  99 
 

 

Figure 25 McKinsey Influence Model 

The workshop would focus on these aspects to define a local site plan in each of the NGSCs 

and be owned and managed by the local site leadership team for execution, and tracked by 

the Change Program lead. 
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Figure 26 Change Program Plan 
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After the completion of the initial change management workshop, feedback was provided to 

the Change program team and further interventions were developed as needed. Each of the 

sessions provided a wrap-up and summary of the outcomes to be presented to the NGSC 

Leadership team. The governance encompassing the approach was to ensure consistency, 

but also to act as a “pulse” check to ensure and establish the right interventions during the 

change program. Additional interventions were introduced based on demand and issues 

surfacing at the site and domain levels. A final NGSC workshop was held in 2017 to close out 

the change program, but also to determine the next transformation strategy from 2018-2020, 

which was not in scope for this research. 
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7 Findings from the NGSC Change Program Research 

7.1  Introduction Analysis of the Interviews 

This chapter reviews and discusses the thirteen in-depth interviews (see Appendix D for full 

list of interview questions), and the follow-up survey from the Change Programs 

implementation. It is important to note that researcher chose a manual analysis of the 

interviews rather than using NVivo. This researcher felt he had a better view of the data and 

approach using a manual approach. 

The first step was to become immersed in the recordings after the interviews. Each recorded 

interview was listened to immediately after the interview. Each of the recordings were 

transcribed accordingly, read, then finalised for in-depth reading and understanding. The 

transcripts were made available to the participants to clarify or update the information. As per 

the ethical review process, participants were able to withdraw their statement or interview at 

any time up to the point of data analysis without giving any reason. No participant withdrew 

their consent. 

To undertake this next step of analysis, notes were made on the sides of the transcript to 

identify developing themes. This was done for each of the interviews and the themes were 

documented in an Excel file. The themes were categorized initially in line with the respective 

questions. Each interview was labelled in a column, with the questions in rows. If additional 

themes were identified which were not related directly to the interview questions, additional 

rows were created with these emergent themes.  

The next stage identified the emergent themes around future improvements with further 

examination to review the themes to further ensure the findings fully represented the data and 

the interviews. To support the consistency of the findings, a third party (senior leader not from 

with the NGSCs), was asked to select and review the outcomes of the transcripts, and was 

asked to indicate what the main themes were. This third party provided a short debrief, which 

indicated alignment with the findings made by this researcher. There is a limitation to this 

corroboration as the person involved may not have had the capacity to approach the analysis 

in an in-depth manner. However, the researcher concluded that the information exchanged in 

a meeting aligned to the findings. 

Chapter 4 introduced the IPA approach for qualitative data analysis which is a relatively 

recently developed methodological approach, which originated in psychology and has been 

adopted across a range of disciplines (Oxley, 2016). Willig (2008) posits IPA has increased in 

popularity in part due to the provision of detailed description of the analytic process. 

Accordingly, Smith et al. (2009) suggests IPA is a central tenet of this type of analysis, which 

is to provide meaning to the respondent’s views rather than just analysing the frequency of 
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occurring themes. IPA offers the researcher the chance to engage with questions at a 

particular level. Reid, Flowers and Larkin (2005) postulate the participant’s ‘lived experience’ 

is coupled with a subjective and reflective process of interpretation, in which the analyst 

explicitly enters into the research process, also adding that these interpretations may be drawn 

from a range of theoretical perspectives, provided that they are developed around a central 

account of the participants’ experiences (their phenomenological world).  

Whilst IPA is experientially focused, there is a recognition that the researcher can only gain 

an understanding of the participant’s experience through what the participant says, as they 

cannot directly share that experience. This produces a situation where there are two filters 

between the research and the direct experience. Firstly, the participant expresses their 

perception of the experience, and secondly, the researcher then interprets what the participant 

has said. This difficulty is acknowledged by IPA researchers and becomes part of the 

methodological stance positioning people as ‘meaning makers’ (Oxley, 2016). 

7.2  Interview Theme Descriptions 
 
Having adopted the case study approach and using IPA to analyse the data collected, the 

following main themes emerged during the analysis. These themes are shown in Table 7 and 

the descriptions to each theme are also shown. These themes represent the key aspects and 

factors and findings of the responses relating to the interview questions. The first four 

questions relate specifically to the interview questions, with the additional themes identified 

throughout the interviews. The participants in the interviews represented the leaders, 

managers, and practitioners in NBS and the NGSCs. 

Table 7 Summary of Themes 

 

Theme Description of theme 

Methods, Tools and 
Approaches 

The models and change management approaches used in 
Novartis 

Leaders Challenges/ 
Responsibilities 

What responsibilities and challenges do leaders have during 
change? 

Knowledge and 
Communication 

What is communicated and how? 

Interventions What activities are done during change programs? 

Change Agents How do change agents and change advocates support change 
programs? 

Improvements Aspects to improving the program approach 

Culture The way work is done, and how people behave 

Change Management 
Models 

What models and theories around change management are 
known? 

Change Strategy and 
Alignment 

Is there an alignment of change management strategies and 
plans? 

Change Leadership 
and Roles 

Are leaders prepared for change and do they have the skills to 
support the change? 
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7.3  Interview Theme Analysis 

The interview participants list is depicted in Table 8 to provide context to the numbers. Each 

interviewee is represented by [i1] to indicate the interviewee number.  

Interview # [i1 etc.] Role 

1 NBS Communications Manager 

2 HR Leader 

3 Senior Operations Manager 

4 NGSC Communication Manager 

5 NGSC HR Manager 

6 NGSC HR Manager 

7 Strategy Executive 

8 Domain Executive 

9 NGSC HR Executive 

10 NGSC HR Manager 

11 NGSC Site Executive 

12 NGSC HR Manager 

13 NGSC Operations Manager 

Table 8 NGSC Interviewees 

7.3.1 Theme 1: Change Methods and Approaches 

The first major theme was Change Management methods, tools and approaches. This theme 

emerged from 11 out of 13 interviews. This theme developed based on the model used in 

Novartis, namely the ChangeExcellence model, which had been deployed throughout the 

company as the approach needed to manage large change programs. The approach and 

change model formed part of the change training to over 2400 associates in Novartis. Most of 

the interviewees knew of the approach, some had been trained in it, or were trainers of the 

approach; the answers did not provide conclusive evidence that the ChangeExcellence model 

was well-defined or used by this interview group. Some interviewees suggested it was; 

“The approach does not give a ‘tool box feel’. It feels over engineered”. [i2], and [i1] 

saying “ChangeEx Method overarching, but McKinsey also used, with some aspects 

to consider for stakeholder management”, [i4] considering “Change process in place 

using the ChangeEx model”, however [i6] suggested “Model not known or 

awareness of model” with regards to the Change Excellence model.  

In conversations with other associates, it was suggested that the McKinsey influence model 

(discussed in the literature review) was more appropriate. However, some of the participants 

responded that the ChangeExcellence model was an easy model to use and had a strong 
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structure or approach. Other participants suggested the importance of a framework was 

needed to manage change management projects, rather than using one specific approach. 

7.3.2 Theme 2: Leaders Challenges / Responsibilities 

The second key theme identified was around leaders and their responsibilities. Several of the 

interviewees referred to leadership and the challenges leaders faced as an important issue. 

There were several important differences of opinion regarding the challenges, some “saw 

empowerment and engagement” as being related to the leader’s roles (personal statement 

made by a workshop participant). Some interviewees suggested leaders were not likely to 

have received formal training in change management. This observation was confirmed during 

the rollout of the Change Program workshops, in that leaders were asked at the beginning of 

the kick-off sessions if they had heard of the Novartis ChangeExcellence model, or if they had 

received formal training. This researcher does not recall an overwhelming confirmation of 

leaders receiving formal change management training. Further interview comments also 

suggested that leaders were having to concentrate on managing their business operations, 

because their operations teams were not local within a site; this posed challenges for 

managers to lead their teams effectively [i1, i6, i10]. This could mean they felt they were unable 

to communicate the reasons for the change effectively. 

7.3.3 Theme 3: Knowledge and Communication 

The third key theme identified was investigating the aspects of communication and how the 

effectiveness of communication was perceived, and what the various approaches and 

methods used to communicate were. There were clear perspectives on the use of email for 

communicating, and aspects of alignment across the service centres, but not all 

communication was perceived positively as most communication efforts were either focused 

at a global audience or at the local NGSC level, but seldom both. The use of modern 

communication tools was mentioned as a method to openly communicate with the broader 

audience. In some instances, communicating early was important in the change process 

according to one of the more senior respondents. Table 9 highlights the statements made by 

the interviewees. 
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Comments regarding Communication from the Interviews 

Limited knowledge of the NGSCs, but awareness. 
Right level of information at the "right time". 

More alignment across the NGSC and domains. 
Alignment of the business units is critical when communicating messages. 

Overwhelming use of emails to communicate. Potential cause of failure? 
Top-down messaging needs to reach all parts of the organisation. 

Use of online (virtual) sessions. 
email seemed to be a companywide approach. 

Be more proactive instead of reactive with announcements, help people embrace the 
changes early. 

Not much global information given, leading to having to research self.  

Uncertainty and lack of clarification in communications. 

Some use of email, change advocates, townhall to communicate to the broader organisation. 

Understand the organisation’s network (systems thinking, social dynamics, team dynamic). 

Use of more modern tools is a requirement to manage the communication channels. 

Communicating early to have people as part of the change process. 

Communication to address the purpose of the NGSC and tackle the fear (Change Curve). 

Change is a time of uncertainty and instability. It must be gotten through effectively, with 
great communication, as quickly as possible to see the benefits of the change. 

Winning hearts and minds are about getting the right level of communication to both new 
and older associates. Some people need longer to deal with change. 

The change story needs to be compelling to be able to get people to change. 
Quite a low-key approach in communicating the NGSC changes. 

Each domain communicated through their own channel. It wasn't like an NGSC-centric 
communication, it was domain specific. 

Some usage of newsletters. 
Use of various methods from townhalls, newsletters, community networking. 

Use of the change advocates. 
At the time efficiency was one of the messages which we want to share is what is the area 
where we are here, and this was one I think very critical at that time, also from the beginning. 

Table 9 Comments on Communication from Interviews 

7.3.4 Theme 4: Interventions and Outcomes 

The fourth theme related to the interventions that had been designed and implemented. This 

theme related to the specific question asking the interviewee their views on what interventions, 

workshops etc. had taken place, and if they recalled the outcomes. The responses were 

limited, which in the opinion of the researcher of this project was surprising due to the effort 

which was placed in delivering the interventions. Most of the responses seemed to 

acknowledge the kick-off workshops. The interventions implemented were the actions and 

activities developed from the outcomes of the kick-off survey and the subsequent interviews 

with the leaders of the NGSCs, and the feedback given after the session, and were planned 

as part of the overall strategy discussions with the NGSC Leadership teams. 

The responses from the interviews were not explicit enough to say if an intervention was 

successful or not. This may be due to the passing of time, from completion of the intervention 

and change program and the lapsed time to the interviews. An aspect to this is the feedback 
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which was used to determine the outcomes of the kick-off workshop, and is shown below in 

Figure 27. 

 

Figure 27 Management Feedback 

Most participants recalled the importance of the interventions, and supporting the journey to 

identify the aspects needed for a change program. Some respondents did recall the aspects 

of the High Performing Teams, and change management workshop, with one or two 

recognising the importance of tracking and governance to manage the actions and issues 

arising from workshops and interventions.  

7.3.5 Theme 5: Change Agents 

Theme five relates to the use of what Novartis calls Change Advocates. The change 

advocates are volunteers within NBS who wished to support change management programs 

by hosting meetings with the associates to gauge the sense of engagement and participation, 

including pulse checks on morale. Although the interviews did not specifically ask questions 

in regards to the Change Advocates, this researcher recognized the importance of the Change 

Advocates in the overall NBS transformation. Change advocates from each site were involved 

at the local level, and contributed to the sharing of associate feedback to the leadership teams 

through facilitated meetings. The use of Change Advocates or Change Agents in change 

management programs would, from this researcher’s perspective, be a contributing factor to 

driving the shift in behaviour, communication and support. This aspect of change offers further 

opportunities to pursue research in if and how do Change Advocates enable change 

programs. 
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7.3.6 Theme 6: Improvements 

The sixth theme identified what improvements could be made for future programs. This theme 

provided various comments from the participants which expressed their views on how the 

change program was executed, and how the change program could have been improved, or 

could offer improvement for future change programs.  

A key senior level participant [i7] suggested “change management was done as a 

consequence”, perhaps suggesting change management was not done on purpose, with a 

clearly defined approach, reason or strategy.  

Other responses highlighted the requirements to manage change more broadly, rather than 

in isolation from other change programs, which has often been the case with Novartis. 

7.3.7 Theme 7: Culture 

Throughout the interviews, culture was not specified by all interviewees in detail, however 

during the overall transformation and change project the aspects of culture, i.e. ways of 

working and business unit alignment, the various cultures employed in the NGSCs and the 

locations were frequently discussed, and aspects of a corporate drive to introduce and solidify 

the new values and behaviours were part of the overall intervention strategies.  

According to the Brooks and Knight (2017) in their article “creating a culture that performs”, a 

definition of culture and an organisational context could be as follows; “Culture is the set of 

behavioural norms and unwritten rules that shape the organisational environment and how 

individuals interact and get work done”. Kotter and Heskett (1992), suggest that culture in a 

holistic sense means “the qualities of any specific human group from one generation to the 

next”, and addition they quote the American Heritage dictionary as “culture as the totality of 

socially transmitted behaviour patterns, arts, beliefs, institutions and all other products of 

human work and though characteristics of the community or population”. Although culture was 

not specifically thematized, aspects of resistance were observed during the change 

programme. For example, interactions with the teams in various sites openly challenged the 

domain changes and the NGSC change program, often citing misalignment of the workshops 

or communications, which was leading to frustrations and confusion.  

This researcher recognizes that changes in an organisation may lead to frustrations, and lead 

to passive and possibly active resistance if the changes are not communicated and 

understood well by associates. According to Balogun and Hope Hailey (2008), if the existing 

organisation culture and the potential barriers to change are not understood, the way the 

organisation and its members operate may continue to be driven by the existing culture rather 

than by the desired new ways of behaving. Therefore, the overall objective of implementing 

the five global service centres and the subsequent attempts to create one purpose and vision, 
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whilst delivering the same level of quality services and using processes and tools of a common 

nature, would suggest the ways of working and behaving as a global organisation could be 

construed as culture. Hofstede (1984) suggests people build organisations according to their 

values, and societies are composed of institutions and organisations that reflect the dominant 

values within their culture. This could imply that the changes to create a global way of working 

across the sites as “one NGSC” may be decided by the domains, i.e. FRA wanting to have 

their style of working implemented, rather than, for example, HR’s way of working, or indeed 

the global nature of the NGSC could also be impacted by the global distribution of the sites. 

From this researcher’s perspective, the messaging and communication amongst the 

leadership team could be interpreted as attempting to impose their values on the sites or 

domains. Interestingly the leadership in Ireland suggested at the outset of the change program 

that they did not need change nor did they need change training, whereas the other smaller 

NGSCs believed it was valuable to align and show a coherent leadership team. A global 

employee survey on engagement and leadership conducted across the whole of Novartis was 

run in parallel to this program. The results showed that Ireland, in comparison to the other 

NGSC countries, fared far worse on employee engagement and how change was managed, 

than the other NGSCs. Whilst this is not an attempt to downplay the Irish results, it was 

observed by this researcher that British, Irish and Americans would tend to say they knew 

what they were doing regarding change, and did not need help, compared to the other NGSC 

countries.  

A recent survey created by Kruidenier (2018) on LinkedIn ran a simple analysis of how many 

people on LinkedIn have the word ‘Change’ somewhere in their profile, then broke it down by 

country. He found the UK leading the charge, with more than 13,000 self-professed “Changies” 

in London (for comparison, 18,000 in all of Australia). Figure 28 shows the distribution: 

 

Figure 28 LinkedIn Change Managers 

Although this has little direct impact to the actual research, what struck this researcher is in 

fact the Anglo-Saxon cultures within the NGSCs proclaimed they knew change management, 

and did not need as much support. From the NGSC kick-off survey results it shows Dublin 
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ranking frequently in 3rd or 4th place in the outcomes (manager effectiveness, job stability and, 

understanding), ranking often on par with Hyderabad. Both of these sites were the most 

mature with regards to site size, leadership tenure and business scope/maturity of services. 

Meyer (2015) suggests the imperative when managing a clash between a corporate culture 

and a national one is understanding the relevant dimensions along which those cultures vary, 

and consider how decisions are made, i.e. by consensus, or does the boss decide?  

Meyer (2017) in a more recent Harvard Business Review article mapped how decisions are 

made across various cultures, see Figure 28. The chart highlights where two of the sites are 

(geographically) in relation to how decisions are made (India, Mexico), however, although this 

map does not highlight the five sites specifically, they are clearly within one or the other 

quadrants (Malaysia, close to Indonesia, Ireland to the UK, Prague perhaps closer to 

Germany/Switzerland). With regards to the approach taken to roll-out the change program, it 

was communicated from the top leadership (Swiss, German, French in Basel), and was 

expected to be rolled out. Hofstede (1984) posits that “effectiveness, within a given culture, is 

judged according to the values of that culture, and requests management skills adapted to the 

local culture”. This, in the opinion of this researcher, suggests that different cultures see 

change differently, and from a “program roll-out” perspective taking Figure 29 into account, 

the Anglo-Saxons may not have felt they were part of the decision-making process, or even 

had control over their destiny. Perhaps intercultural awareness could support leaders manage 

change differently for future programs. 

This researcher believes that one could assume that rolling out the program to Mexico, 

Prague, India and Malaysia would be perceived to be more successful, than in Ireland. This 

hypothesis should be treated with caution; however, further research must be undertaken 

when addressing culture, and deploying a global change program where several cultures and 

locations are involved.  
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Figure 29 Decision Making and Culture 

7.3.8 Theme 8: Change Management Theories 

Theme eight provided insight into interviewee thoughts on the definitions of change 

management. This theme has similarities to the first main theme identified “Methods, Tools 

and Approaches”, but differed from that theme in that it delivered deeper insights into what the 

interviewees thought change management was, and what tools may have been used during 

the change process. The concepts of change management can be found in the literature 

review chapter, but to highlight some of the perceptions of change management, one of the 

senior managers [i7] of the interviewees suggested that change management was about 

“bringing the people and organisation along”. [i8] suggested “is about doing something that 

supports and drives performance”, with interviewee [i12], adding “Change management is the 

process of how we are managing all the different changes that's back to organisation and 

people”. Incidentally [i13] from the same site, also posited that “Change management I would 

say is more about the people to really to bring them on board, to adopt to the new idea”. Moran 

and Brightman (2001) posit change management is defined as ‘the process of continually 

renewing an organisation’s direction, structure, and capabilities to serve the ever-changing 

needs of external and internal customers’. Al-Haddad and Kotnour (2015) make the 

observation that organisations need an integrated approach to drive systematic, constructive 

change and minimize the destructive barriers to change, as well as addressing the 

consequences of making the change, and Kotter (1996), writing in his renowned book 

“Leading Change”, suggests the biggest mistake when trying to change organisations is to 
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plunge ahead without a sense of urgency with managers and employees. [i13] makes this 

point clear: “Novartis perspective, the urgency is not too high like in for example 

telecommunication or IT organisation, while the change management is not so aggressive, 

okay? That's why it takes more time to get the consensus rather than the compromise”. [i9] 

made the view that “If change is not mandated and becomes "opt-in" program it drags the 

change program out”. Not all the interviews resulted in providing a common definition or what 

they understood change management to be, but did highlight aspects which were relating to 

leadership, strategy, tools and principles. These aspects of change are covered in other 

themes, and have been discussed in various sections of this thesis. 

Although some of the theories are discussed throughout this and the literature review chapter, 

it is imperative to note that theory and understanding amongst the interviewees varied 

considerably. The following table highlights an abstract of the understanding of the interviewed 

participants. Each of the following responses came from senior leaders (Table 10). 

Interviewee Change Management Understanding 

1 A set of tools, principles which can guide someone through the process, 

and support in making the best out of the situation (Team, Org, Individual). 

2 Change management is about the something that supports and drives 

performance. 

7 Change management is about bringing the people along. 

10 It is a process of how we design, implement, facilitate and communicate 

change. Whether it is impacting or not impacting, associates. 

13 Change management is to help our people to move from one kind of 

behaviour from one stage of their transition to adopt the new, which is 

driven by the external or internal influence and help them to go and deal 

with the bias fears of unknown and to help them learn all those new things, 

which before we did not know and understand. 

Table 10 Change Management Understanding 

Throughout the entire research, associates and leaders often spoke of change depending on 

their level of understanding, learning, and experience. The five selected interviewee 

statements all cover some aspects of what change management is about, namely, change 

management is the process of preparing and supporting people to effectively adopt change to 

drive organisational success. Considering this definition and taking the change project of NBS 

and the NGSCs into account, it would appear the interviewees understand what change 

management theories posit.  

This researcher opines that change management projects undertaken in Novartis have, in 

principle, incorporated and, from the outset, have highlighted the importance of the people 
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side of change, even when simply implementing a non-complex change within the 

organisation. In this context, Change Managers will have to engage with various groups and 

stakeholders to identify and build the teams, ensure that the support group is prepared to 

support the service and communicate with anyone who would be impacted. Not every project 

will need to exploit all components of a change management framework nor will it need to 

follow all the same steps, however, there are key activities that should take place in a project 

of any size to ensure success. This researcher argues that people think about change 

management as simply communicating to and training those impacted by the change, but to 

be successful with change management, NBS has to be broader than that, in that it engages 

leaders and associates early in the process, communicates, and develops people, and 

provides the rewards and recognitions to teams and individuals who are pro-active in 

embracing the change. 

There are many existing change management models that have influenced the change 

management Framework in Novartis, including Prosci's ADKAR Model, Kotter's Leading 

Change Eight Step Model, Lewin's Three Stage Model, and the ChangeFirst (Change 

Excellence) models which were discussed in the literature review. Bearing in mind that 

Novartis had implemented the ChangeFirst model, the change management team wanted to 

come up with an approach that served as a best fit change approach. The McKinsey model 

(the Influence Model) as discussed in the literature review, was chosen for its perceived 

simplicity, and previous experiences from change team members, and varying experiences 

with change management on various projects, programs, and strategic initiatives. The model 

(Figure 3) comprises four key components that provided a method for designing and 

implementing change management interventions and approaches. The approach helped to 

facilitate the acceptance and adoption of new or updated business approaches, procedures, 

organisational and team alignment, and solidify the common understanding of the NGSCs.  

7.3.9 Theme 9: Change Management Strategy Alignment  

Theme nine highlighted the focus on various aspects of teams across sites and domains, and 

the NBS strategy and communications alignment across the service centres. Some opinions 

also touched on the decisions and strategy which was announced at the beginning of the NBS 

transformation regarding the specific five service centres for Novartis and NBS. When 

planning and implementing change, it was indicated that senior managers were preoccupied 

with their own domains or looking at efficiency advantages with the focus on ensuring financial 

gains and resource optimisation without considering the actual processes associated with the 

change, or change management itself [i1]. This could lead to employees feeling uncertain, due 

to managers not communicating effective messages about the change strategy. Throughout 

organisational change interventions, the strategic focus, goals and requirements of the 
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organisation are to drive the change initiative that it has decided to embark on and 

consequently expect that organisational objectives and purpose generates higher levels of 

employee change behaviour. This line of argument assumes that the change in question is 

seen as part of the overall organisational strategy, and pursuing this is in the best interest of 

the organisation and its people. It is possible, however, that some employees may have felt 

that this was not in the best interest of the organisation or that the change will in some way be 

unsettling to employees as change in an organisation’s structure, ways of working, positions 

and careers might be unsettling, thus causing a misalignment of the various aspects of the 

organisation both globally, and locally. [i7] opined that “change management strategy could 

be seen as a consequence rather than a purpose, with a need to align on the domains and 

having the plans in place”, and [i8] adding “Lack of clarity on the domain change programs”, 

and [i13] posited that “biggest challenge in that situation I think for the clarity is about what is 

the role of the NGSC and what is the role of a domain, and to find the way how we will rely on 

our priorities”. It may appear that the change happening for the NGSC and the understanding 

of the strategy may not have been clear or planned with engagement and clarity at the local 

levels, but rather was managed and planned in isolation at the global level. The observations 

from this researcher would confirm that the assumptions of the management teams are true 

experiences. 

7.3.10 Theme 10: Change Leadership - Roles & Responsibilities 

The final theme indicated that leadership and the alignment of the organisation, including the 

alignment to key stakeholders, and having the right leadership capabilities in place is needed. 

Leaders and leadership can support the overall communications and change strategy and 

affect change in a manner which engages the associates and “win” their hearts and minds 

though transparency and compelling stories.  

Traditionally, managers are focused on the technical or operational dimension of management 

(Graetz, 2000), however, in the context of the NGSC change program, it was necessary for 

the site leadership to be engaged in the change management kick-off workshops. The 

intention was for leaders and the leadership team to think more specifically about the people 

side of change. In practice this meant providing those leaders in the room with an introduction 

to the change management model and approach, and to understand the implications of 

change for the associates, and gain awareness of their own perceptions and feelings, and 

possibly what this journey and transformation meant to them, but also as a leadership team 

globally as the NGSC leadership team. Graetz (2000) further suggests that the personal 

involvement of senior management signals the level of commitment to change and heightens 

the sense of urgency for change. The need for strong, personal leadership from the top that 

provides a clear overarching vision and focus seems particularly critical.  
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[i1] “Preparing leaders to lead change isn't done very well”, and [i8] indicated “lack of 

experience in driving organisational change and setups of new teams”, and [i13] suggesting 

“Leaders need to be clearer on the purpose of the NGSC, and clearer on what colleagues are 

needed”.  

This researcher concurs that clear leadership from the top is required. This is applicable with 

regards to how the associates of the sites look up to their leaders, and conversely how the 

leadership teams of the NGSCs look up to the NBS and global NGSC leadership team. 

Leaders managing the change have a significant part to play in driving change, this means 

they must define and articulate the purpose of the change in how the change will occur 

including the impacts on the timings to the organisation. 

7.4  Interview Considerations 

Many of the aspects explored and exposed will be discussed further in the discussion section, 

and provides the opportunity to further consider the conclusions and recommendations from 

this and future change management programs.  
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8 Review of the NGSC Survey Data 

8.1  Outputs of the NGSC Survey 

After the completion of the NGSC interviews a survey was sent out to the participants of the 

interview. The decision to create this survey arose as the researcher recognized the limitations 

of the interviews, and consequently felt further insights would support the research. The 

interviews were designed as semi-structured interviews, however, this researcher identified 

post-interview analysis the opportunity to capture further details that were not identified in the 

interview process. The interview analysis indicated that change management if not 

coordinated through communication, leadership or strategy may create the misalignment of 

the change program, the interventions or initiatives across the organisation. This survey was 

initiated in July 2017, and was born out of the requirement to assess if the change program 

had been successful, as the original kick-off survey for the change program was not used due 

to the rejection of the senior leadership of NBS as other competing programs (culture 

transformation), and concerns that people were doing too many surveys concurrently.  

The NGSC survey can be found in Appendix E. Four participants were asked to support the 

pilot, who were within HR, Communication and Business Operations. These participants were 

invited to test the survey, and once they had confirmed the questions made sense to them, 

and the functionality was functioning, the invitation was then purposively sent to the thirteen 

interview participants to gain further insights into their perceptions of the program.  

The pilot data was not used in the analysis. Table 11 indicates a 200% completion rate; this 

was due to the survey being forwarded to other leaders of the NGSCs. It was agreed by this 

researcher and site heads that it could prove useful to know what other leaders felt. The 

access to the survey was limited to the NGSC leadership team and Basel-based interviewees. 

The analysis of the additional responses was not possible due to the technical constraints of 

the tool and system, since the survey was designed not to identify participants. 

The survey focused on three areas: Defining Change, Change Execution and Strategy.  

SITE % OF SITE RESP SENT RATE 

PRAGUE  11.50% 3 3 100% 

DUBLIN  15.40% 4 2 200% 

MEXICO  26.90% 7 2 350% 

KUALA LUMPUR  11.50% 3 1 300% 

HYDERABAD  11.50% 3 1 300% 

BASEL  23.10% 6 4 150% 

  Totals  26 13 200% 

Table 11 Change Survey Responses 
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8.2  Section 1: Defining Change 

In this section of the survey three questions were defined, which were created through ongoing 

observation and discussions during the research, and deemed important to understand the 

overall outcomes of the implementation of the change program. Each of the questions were 

qualitative in nature, and each possible response answered, allowed up to a maximum of 140 

characters for the respective answers. 140 characters was decided to keep answers succinct, 

but also for simplifying for reviewing/analysis purposes. The following questions were asked. 

• How would you define a successful change? 

• What is the most critical success factor for change? 

• Why do change programs fail? 

8.2.1  Define Successful Change 

The outcomes of the NBS/NGSC change program were defined as a success by the head of 

NBS in a townhall in 2016. The survey answers collated from the outputs indicated that the 

perceptions of how successful the program was, could suggest the target objective of the 

NGSC Change Program was achieved. It is noteworthy that communication has been 

identified as a key success factor, which in conjunction with the interviews, corresponds to an 

aspect to achieve successful change.  

Noteworthy is the statement made by the global head of NBS before the change program 

completion, that the change had been a success. This was made in the townhall, one year 

before the actual change program was due to finish. It cannot be discounted that associates 

may have unconsciously considered the program complete, even before the program had 

been completed. The messaging was consistently presented in several meetings and 

townhalls that NBS had completed the changes. This is possibly a relevant factor in influencing 

associates in their perceptions of the change, but from this researcher’s experience as the 

change manager, it was too early to be considered successful, as many of the aspects of the 

interventions had not been rolled-out, or completed. However, by failing to speak consistently 

in support of a successful change, managers may undermine their own credibility, and reduce 

the likelihood of getting the best work from team members (Ford & Ford, 2010).  

From the outset of the NGSC and NBS transformation, the main objectives for the NBS 

Transformation were:  

"Deliver Integrated Solutions that Matter and our mission is to create value for Novartis by 

being a catalyst for cross-divisional opportunities. To achieve this, NBS has embarked since 

its formation in 2014, in an ambitious, multi-year transformation journey. The Novartis Global 

Service Centres (NGSCs) is one of the central components of the NBS strategy". (internal 

NBS Document, see Appendix A). 
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The WordClouds6 highlight a selection of the twenty-six statements, and in addition a further 

randomly chosen list of three statements are listed below each cloud, WordCloud provides the 

view of what constitutes successful change from the survey participants’ perspectives (see 

Appendix F for full list).  

 

WordCloud 2 How would you define a successful change? 

• “A change is successful when it achieves its purpose, and the people involved or 

affected by the change adopts it and promotes it”. 

• “One where changes are communicated with enough time and where information is 

shared with good timing. People with clear expectations”. 

• “When the overall objectives are achieved with the least disruption to business”. 

 

The researcher posits that to drive successful change, associates need to know why they 

need to change, where they are going, and how they can get there, only then are they going 

to be a lot more likely to buy-in and join the journey.  

8.2.2 What is the most critical success factor for change? 

Working with people in an organisation to clarify their concerns about change is a strategy for 

improving the success of change initiatives. Change planning and implementation can be 

made smarter, faster, and cheaper by listening to the feedback (Ford & Ford, 2010). The use 

of change advocates supported a feedback loop to senior management; however, it was not 

apparent during the change program if this was enabling the local sites in improving 

perceptions or indeed supporting the associates during the changes. The change 

management approach had a strong focus on the purpose of the change, and used various 

means to communicate. This researcher posits that leaders in the organisation must articulate 

a clear vision that describes what the change effort is striving to accomplish, the literature 

review highlighted the need for vision, (Chapter 1, 2 and Chapter 3). Ideally, people in the 

organisation have strong input (use of the change advocates), to the creation of the vision and 

                                                
6 The WordClouds are a selection of the statements made by the associates and have not been checked for 
spelling or grammar. 
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how it can be achieved. The vision should clearly depict how the achievement of the vision 

will improve the organisation. It is critically important that people believe that the vision is 

relevant and realistic. However, in the outputs of the interviews, there was some evidence that 

communication was done, but not necessarily hitting the right audience in the right manner. 

 

WordCloud 3 What is the most critical success factor for change? 

The WordCloud 3 presents a view of the most critical success factors. A further randomly 

chosen list of three statements are listed below (see Appendix F for full list).  

• “Communication & clear destination where we are going, clear time frame, leader’s 

visibility - walk the talk”. 

• “Communication before implementing, an effective follow up during the process and 

evaluation and communication after the change”. 

• “Sustained engagement and involvement of those affected by the changes”. 

 

The outcomes of the WordCloud 3 highlights communication as a success factor. The 

interviewees indicated some learning from the overall change implementation such as 

“Winning hearts and minds is about getting the right level of communication to both new and 

older associates. Some people need longer to deal with change” [i9], “Communicating early 

to have people as part of the change process” [i7], and the issue of “Uncertainty and lack of 

clarification in communications” [i5]. Certainly, during the change program various methods 

were used, email, face-to-face with local managers, townhalls etc. but as each NGSC also 

had to communicate with each domain lead for communications the messaging was not 

always aligned, i.e. IT during its own transformation would communicate to the IT associates, 

whereas the NGSC and NBS communications leads would communicate their messages 

independently from the domains. Maurer (2015) argues that people need to know why 

something is important before they can get interested or even willing to hear how a company 

wants them to do it, further suggesting that too often companies fail to address why something 

is important before launching into explaining how it should get done. (Kotter, 1996) posits If 
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you cannot communicate the vision to someone in five minutes or less and get a reaction that 

signifies both understanding and interest, you are not done. 

8.2.3 Why do change programs fail? 

 

WordCloud 4 Why do change programs fail? 

A further randomly chosen list of three statements are listed below (see Appendix F for full 

list).  

• “Not telling the truth, no communication at all, no taking into consideration people, 

don't sell benefits of the change”. 

• “Because there has not been plans for correct communication and get feedback from 

people. People will promote what they believe in”. 

• “I think it could be about a wrong planning and communication can damage the 

correct involvement and results”. 

 

The interviews and the respective themes highlighted aspects of the change program that 

communication plays a significant part in change management. However, they also suggest, 

for example, that a lack of communication is a reason why change programs fail (WordCloud 

4). Griffith (2001) posits that failed change efforts are commonly blamed on inadequate 

change management competence, which in turn drives the search for, and selection of, 

change management solutions — in the form of tailor-made programmes, specific actions, or 

sets of skills, adding change managers often claim that they are driven by human concerns 

when it is inevitable that the change will be driven, first and foremost, by the interests of the 

institution, then by the momentum of a change management project, and finally by the change 

manager’s own interest in its successful ‘completion’. Other respondents from the survey 

suggest there is a “lack of sustained focus to continue to embed the change and to adapt over 

time”, or “New priorities always come along and resource get redirected”, or “the impacted 

people are not often communicated to in a timely manner or their inputs are not considered in 

the planning of the change”, or “because the vision shared is not attractive, has not been 

communicated enough and basically change is pushed throughout the company”. From the 

analysis of the interviewees and survey, as well as the literature, there does not appear to be 

one single point of failure, but rather there are many aspects of change which contribute to 
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how individuals feel about the change. Perhaps the fact that it is commonly found in the 

literature that 70% of change programs fail, it is assumed that if change practitioners 

communicated more, and engaged more with the associates and leaders the change will be 

successful. However, this author would posit that without the use of data, clearly defined 

success criteria and metrics, it is very likely that the perceptions of the change lead to 

ambiguous statements about success or failure. The overall purpose of the NGSCs was to 

“Deliver world class services” from the sites. 74% of the participants said they felt that the 

change program had indeed achieved this purpose, however, no evidence existed within NBS 

to confirm what “world class” actually meant. 

8.3  Section 2: Change Execution 

In this section the focus was on the change implementation/execution. This section used a 

rating scale, a radio button selection and open text answers. Three questions were asked:  

• Which function should drive change? 

• Satisfaction with NGSC change program's execution? 

• Please suggest improvement opportunities for future change programs. 

 

The third aspect will be covered in the recommendations chapter in more detail. 

8.3.1  Which function should drive change? 

Between July and November 2017, the NBS change management team and the corporate 

team met to discuss the opportunities and creating a common standard and approach across 

the whole of Novartis which would mean the creation of a globally-driven change management 

function. The overall aims and objectives of the CMO (Change Management Office) would be 

to create common standards and practices, common methods and intervention designs, and 

an aligned change management methodology or model for use across Novartis. There has 

been no agreement on a centralised change management office function, however the results 

of the survey and the outputs of the online seminar indicate some similarities in where a 

change management office or change function should reside and drive change management.  

According to the results of the survey (see Figure 30), 42% of the respondents suggested that 

a change management function should reside within the PMO and strategy function. In 

December 2017 NBS did in fact propose that the change management function should move 

from the organisational development function into the PMO strategy function. 27% of 

respondents agreed that change management (this is currently the situation in most of 

Novartis) should remain in Organisational Development (OD). Interestingly, the literature 

appears to regard change management as part of the organisational development function, 

as organisational change often requires the full understanding of how change is managed and 
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how people are impacted and the subsequent consequences of failure to deliver on the 

change programs is perhaps seen as a failure to address the people side of change. The CIPD 

(Sharp, 2018) on their website suggest Organisation Development is related to change 

management in the sense that many developments would be implemented using change 

management practices, but also, because it is being done continuously, organisation 

development is a planned, ongoing, systematic change that aims to institutionalise continual 

improvement within organisations.  

Figure 31 provides the outputs of a Prosci (Change Management Consultancy, owners of the 

ADKAR model) online seminar, which is also attached in Appendix I. The question posed by 

Prosci highlights a similarity in results of 46% if the PMO and Strategy are combined which is 

similar to the survey results of 42% (the attendees of the Prosci online seminar was estimated 

to be around 375 people).  

 

Figure 30 Which functions should drive change? 

 
Figure 31 Where should Change Management be in a Company? (Prosci 2017). 

 

 

Further aspects of this will be considered in the Recommendations chapter. 
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8.3.2  Satisfaction with NGSC Change Program's Execution 

The results of the question relating to the change program’s execution (How would you rate 

the NGSC change program's execution?) indicated that 81% (Figure 32) of the participants 

perceived the execution as either satisfied or very satisfied, whereas 19% suggested they 

were dissatisfied. It is not known what the 19% dissatisfaction entails, and caution about 

making assumptions is suggested due to the limited responses. However, one might argue 

that if 81% of the respondents are satisfied with the program execution, then this could 

translate into a successful change programme, in the opinion of this researcher.  

 

Figure 32 Change Program Success 

As previously discussed, the head of NBS in a townhall claimed “mission accomplished” after 

roughly 12 months of the program’s implementation. The literature does not actually provide 

any documented evidence of what a failure (70%) constitutes; perhaps one could argue that 

change programs generally are successful depending on the perceptions and understandings 

of the key stakeholders. Throughout this project, associates, leaders and this researcher have 

often engaged in discussion around what success and failure means. Although this research 

did not set out to ask the question “why do change programs fail?”, what become apparent, 

even with limited responses of the interviewee survey and the interviews, is that a significant 

portion of the answers indicated the change program was executed well, and the overall 

programme appeared successful. The literature identified some aspects as to why change 

fails, as did Griffith (2001) on page 120. Lawson and Price (2003) suggest within an 

organisation, if its people believe in its overall purpose, they will be happy to change their 
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individual behaviour to serve that purpose, adding success depends on persuading hundreds 

or thousands of groups and individuals to change the way they work, a transformation people 

will accept only if they can be persuaded to think differently about their jobs. Managers 

overseeing programs of radical transformation need to plan changes to high-impact elements 

with sensitivity. While they may be important in determining whether or not a transformation 

will be successful, high-impact elements will also likely be the most contentious parts of an 

organisation to alter, and thus changes to them may precipitate most resistance (Amis et al., 

2004). 

Despite the availability of several models to aid the diagnosis and implementation of change 

efforts, the claims of change initiatives failing could be because managers immerse 

themselves in an initiative without fully understanding the nature and process of change. 

Therefore, there is a need for organisations to understand how change occurs so that they 

can better manage the change process to improve their organisational effectiveness. 

8.4  Improvement Opportunities 

The contribution to practice to support change practitioners working on change programs is 

presented in Chapter 11. The interview participants offered opinion on how to improve future 

change programs, and is taken into consideration. 

8.5  Section 3: The NGSC & Strategy 

The third and final section of the interviewee survey provided the participants an opportunity 

to reflect on what they believed the purpose of the NGSCs were. The questions asked were 

derived from a gap in perceived understanding of the NGSCs as some of the verbal comments 

throughout the research and project suggested the alignment of the strategy and the role of 

the NGSCs were not clear.  

The two questions were: 

• What is the overall purpose of the NGSC? 

• How well do you think we have achieved the purpose? 

8.5.1 The overall purpose of the NGSC 

The leadership of NBS when communicating the NBS strategy stated the NBS vision is to 

deliver “Integrated Solutions that Matter” and the mission was to create value for Novartis by 

being a catalyst for cross-divisional opportunities, therefore NBS embarked on the ambitious, 

multi-year transformation journey to create the NGSCs as one of the central components of 

the NBS strategy (see Appendix A for details). Table 12 shows the full list of responses. 
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Table 12 NGSC Purpose 

8.5.2  How well do you think we have achieved the purpose? 

The results of the survey indicated a majority of 73% (Figure 33) believed the overall purpose 

had been achieved ‘well’ to ‘very well’. This is equable with the results of the participants 

results of 81% saying they were satisfied with the program execution. ~25% of the 

respondents gave answers suggesting they had perceived ‘no evidence’ or ‘poorly’. The 

survey did not provide the interviewee an opportunity to validate their statements. This was 

not further analysed with the participants as the survey was anonymous.  

NGSC Purpose Responses

Change not finished with country transformation. Purpose: World class service delivery engine

helping Novartis achieve goals.

Deliver world class services

Facilitate collaboration and seize opportunities across divisions in order to build services for

future needs and create value

Follow up the program in an effective way

Generate efficient processes by centralizing cross-divisional and cross-country processes.

I did not think it had finished? lots of change still in PLS and NBS IT and the other domains which

impact on NGSCs

I have no idea, but assume that is linked to the transition stages

Improve some processes, working with associates in accept and be loyal with the change

Lead and inspire an integrated organization to pioneer world class services

Lead the change

NGSC's are one aligned network generates productivity, utilizing cross geography and domains

synergies, and delivering high quality services.

NGSCs are part of our way of working and help domains achieve far greater efficiency,

effectiveness + innovation through focus + expertise

Provide services to a region on a simple and standardized way.

Standardize

Take to the action and practice the outcomes in order to improve and be ready for the next years

as a team/NGSCS´s

To become a number one service centre in our region and offer the best service to our own

internal clients

To deliver low cost, high quality services

To get knowing of the results regarding the change program objective and apply them within the

company

To provide centralized services to the Novartis businesses in a standardized and efficient way.

creating an environment that enables and inspires individuals & teams to deliver world-class

services

high quality services at the right cost

meet business objectives for lower costs and better services

run the services better and cheaper

shared services, centralised operations, career opportunities

Deliver world class services to Novartis

Deliver world class services to Novartis
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Figure 33 Achievement of the Purpose 

What is evident from this dataset is the correlation between having achieved the purpose and 

the satisfaction with the program execution. Future surveys with larger sample sizes for further 

analysis of the correlation between achieving the objectives and satisfaction of the programme 

would be beneficial for future research.  

WordCloud 5 and the respective statements indicate a possible agreement to and 

understanding of the NBS strategy by the respondents. The conclusion here is that the 

objectives and strategies of the NGSCs and NBS have been well communicated in townhalls, 

emails, leadership meetings and using the change advocates. The following list and 

WordCloud 5 highlight some of the statements made by the participants of the survey. Over 

the course of the implementation there were several opportunities to discuss with non-NBS 

associates as to their understanding of the NGSCs. Their understanding was not well 

articulated nor was their comprehension of the strategy very clear; this is likely as each of the 

divisions tend to communicate very separately from each other, which will lead to a bias for 

understanding and acceptance of NGSC and NBS associates. Future research should take 

the opportunity to expand on the data collection and surveys across Novartis. 
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WordCloud 5 What is the overall purpose of the NGSC? 

Selected statements from the respondents, randomly chosen are listed below (see Appendix 

F for full list). 

• Change not finished with country transformation. Purpose: World class service 

delivery engine helping Novartis achieve goals.  

• Creating an environment that enables and inspires individuals & teams to deliver 

world-class services. 

• To provide centralized services to the Novartis businesses in a standardized and 

efficient way. 

• NGSCs are one aligned network that generates productivity, utilizing cross 

geography and domains synergies, and delivering high quality services.  

• To become a number one service centre in our region and offer the best service to 

our own internal clients. 

8.6  Summary of the Interviewee Survey 

The survey was an opportunity to uncover aspects that had not been discussed in the 

interviews. What this data provides is further evidence supporting the perceptions of the 

associates. Each finding of the survey was reviewed and discussed, and considered the 

interpretations for further research opportunities. This researcher is aware of the limitations of 

the amount of data, but believes this brief overview would be replicated with a larger 

participation group. What is encouraging is to have data from all the sites with respect to the 

interviewees. 

  



 
 

CONFIDENTIAL  128 
 

9 Discussion of the NGSC Change Management Program 

This section will discuss the aspects of the interview data and brings the survey data together 

to highlight and discuss the findings. It also ties in aspects of the literature to the discussion. 

 

Several of the interviewees recalled or knew of the Change Excellence methodology from 

ChangeFirst or were aware of other methods in use today within Novartis, such as the 

McKinsey Influence Model. As described in the literature review chapter, the 

ChangeExcellence model provides a model which enables change managers or change 

agents to drive change management projects. The toolkit provides the users’ tools, templates, 

resources and information to deliver change projects. 

 

In attempting to understand the first key theme on the models, the answers provided by the 

interviewees highlighted significant variation in their understanding of the applied change 

management approach. ChangeFirst proposes that their model is about employing a 

comprehensive, disciplined and systematic approach which can significantly improve success 

rates. The methodology helps to maximise learning, build internal capability and increase 

overall organisational capacity while delivering the benefits from individual changes 

(ChangeFirst, 2015). Within Novartis the understanding of the ChangeFirst approach taken is 

to support organisations and people to develop change programs and approaches to create a 

common language and mutual understanding which enhances individual, team and 

organisational learning and knowledge, towards driving successful change management 

outcomes. With a plethora of literature and articles about Change Management approaches, 

models and theories, much of the literature, and certainly discussions with change 

management consultants, and business consultants, assumptions are made about the 

success or failure rate of change programs. Internal research did not provide any evidence of 

the model being successfully deployed and providing successful outcomes of a change 

program. This led to various discussions with the NBS/NGSC change team as to which model 

or approach would be fit for use.  

9.1  Leadership Challenges in Times of Change 

Several of the responses from the interview participants suggested that leaders are facing 

difficulties or challenges in times of change. One of the overarching key challenges that 

leaders faced in the NGSCs was the fact that they had limited operational responsibility for 

the resources within those sites. During the initial stages of the transformation the operational 

responsibility was led out of Basel, which led to limited visibility or transparency in the overall 

project process. Three of the sites, Mexico, Prague, and Kuala Lumpur, were hiring new 

leaders and managers who may not have previously worked for Novartis. In addition to the 

hiring of managers, the recruitment of associates in the various domains also added a further 
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complexity to the change programme as those who were joining had no previous knowledge 

of the current programme. New hires were onboarded by the local hiring team, and briefed in 

communication sessions on the history of Novartis, and the NBS journey. Some leaders and 

associates being impacted by the changes in the ways of working have said there was not 

enough communication or clarity on the overall journey, [i2] “Change wasn’t only at the NGSC 

level, it was at different levels, (this was overlooked)” [i10] (a senior level HR manager) “For 

leaders, is that they don't know what their role is in change. Are they free to communicate? 

This is one of the things that comes up quite frequently. Are they free to communicate or do 

they need to check-in with their immediate supervisor or their leader? Is this a cascade of 

information? Where is that cascade coming from? Are they okay to bespoke the 

communication?” This researcher concludes that leaders of change, regardless of their 

localization, need to be very clear on the roles and responsibilities. Communications which 

are top-down need to align with local messaging as each site has some variance in the 

operations they run, the size of the organisations, and the maturity of services.  

One of the primary reasons for the setup of the NGSCs was to provide services that were 

currently managed out of Basel, and the larger countries such as Germany and the USA, at a 

lower cost. This meant that leaders in the new sites had to build teams delivering KPIs, 

meeting operational objectives and still manage the transformation in parallel. Throughout the 

duration of the change programme, the heads of the three smaller sites requested support 

from the global change programme to support them with the transformation in regards to the 

people side of change, in that a global change manager would be made available for longer 

periods. The requests were made to support the leaders, communications and the operations 

team managing the overall local changes occurring, permitting the leaders to focus more on 

the operational aspects of the business. This was not approved by the global team, as each 

site was required to deliver not only the site transformation, but also the domain change 

programs themselves due to budgetary and travel constraints. Change Advocates were in 

place to support the local implementations at an associate level, but not in support of the 

operations of the overall change program. 

The observations made by this researcher suggested that the local leadership teams were not 

receiving enough support or information from their line management or from other senior 

leaders within the organisation. This was noted during the interviews and feedback, but also 

heard in feedback sessions during site visits. It is evident that the leadership challenges during 

times of change is a fact, and leadership support is required but also more transparency in the 

communication and approach of the transformation, and having the ability to deliver on the 

objectives from an operational standpoint, is needed. One of the challenges faced by 

managers was enabling change for the associates (due to the pressure of delivering on the 
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operational activities). Perhaps the roles of managers and leaders could have been clarified 

earlier in the process, in regards to leading and managing change. 

This researcher takes the view of change management being about coping with complexity 

through planning and budgeting while change leadership is transformational and focused on 

coping with change; establishing direction and vision and introducing change to support the 

teams and individuals through the change process. Change efforts necessitate the leader or 

leaders to articulate a compelling vision that appeals to both internal and external 

stakeholders: communicate a sense of urgency, lead by example, show strong personal 

commitment, and enable stakeholders to contribute to their full potential. Successful change 

management, therefore, requires the organisation to overcome several leadership challenges, 

and to develop a focused and proactive strategy to address change. Eisenbach, Watson and 

Pillai (1999) refer to a review of the literature on change-oriented or outstanding leadership, 

which also includes charismatic and visionary leadership. Podsakoff, MacKenzie, Moorman 

and Fetter (1990) indicate that the “majority of the approaches share the common perspective 

that by articulating a vision, fostering the acceptance of group goals, and providing 

individualized support, effective leaders change the basic values, beliefs, and attitudes of 

followers so that they are willing to perform beyond the minimum levels specified by the 

organisation”. Even after implementation of change, the role of a leader does not end. Change 

is the one constant one can easily anticipate. But in business, it is vital that organisations build 

up a change management approach which they can rely on to diminish both expected and 

unexpected changes. That way, they can meet any challenges head-on and not be derailed 

by whatever changes come their way (Ajmal et al., 2012).  

This researcher observed through conversation and discussions throughout the program, 

which included the workshops, that many leaders within the NGSCs did not appear to have 

sufficient time on their hands to contemplate the next foreseeable change as they would be 

focused on the day-to-day running of the business, site management, domain performance, 

legal, and people management. If leaders do not have the bandwidth to provide strategic 

guidance to the sites or the domains within their sites, then anticipating change and being able 

to manage change will remain a challenge. 

9.2  Knowledge and Communication 

Researchers argue that differing experiences of top and middle managers and complications 

of their communication is a problematic factor in applying organisational change (Khan, 

Danish, Munir, Alam & Fatima, 2013). One purpose of communication during organisational 

change can be to prevent resistance to change, or at least try to reduce it. When resistance 

to change levels are low within an organisation, one could argue that the effectiveness of the 

change-effort will be higher (Elving, 2005). “I think change is a time of uncertainty and 
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instability. It must be gotten through effectively, with great communication, as quickly as 

possible in order that you see the benefits of the new change”. This quote was identified from 

[i9], who highlighted on several occasions the necessity for deep and good strong broad 

communication across the organisation.  

Considering change communication can be delivered through a variety of sources, there 

remains the question under what circumstances will change communication be effective in 

addressing employee uncertainty (Jimmieson, Bordia, Irmer & Allen, 2007). Saruhan (2014) 

posited that choosing the appropriate medium or channel (informal or formal) is very important. 

For instance, informal communication channels (social gatherings, small group networks and 

the grapevine) are not established by management and do not follow a chain of authority. 

They are relatively less structured and more spontaneous than formal channels. Elving (2005) 

posits organisational change is about how to change the individual tasks of individual 

employees, communication about the change, and information to these employees is vital. 

Communication with these employees should be an important, and integrative part of the 

change efforts and strategies.  

The views of the interviewees give the impression and could suggest the various methods of 

communication had been used, but not all channels seem to have been used as effectively as 

they perhaps could have been. For example, [i2] posited that “Overwhelming use of emails to 

communicate could be potential cause of failure”. On the other hand, Elving (2005) argues 

that information given by the organisation about the change should address the reasons for 

change, and the worries employees initially will have. The information given by the 

organisation usually comes from management as the sender, and with employees as the 

receiver of information. This researcher concurs the communication should address the 

reasons for changes - as discussed in the literature review (Chapter 3.7) - but also the means 

to communicate must be managed in a manner which can reach all associates with the biggest 

impact, which may include face-to-face, emails and other modern methods of communicating. 

One key aspect of communication which was addressed in the change workshops was that 

there has always been a strong drive to create a very compelling story for change with the 

intent to win the hearts and minds of the organisation. The change story, the compelling story, 

gets communicated through various mechanisms such as using email, social networking to 

connect and engage across the organisation, global or local townhalls or one-on-one 

communications or team communications at local levels but based on the findings in the 

interviews it is not entirely certain how effective the communication was in conveying the 

messages. The survey did highlight that respondents do think change programs fail because 

of lack of or poor communication.  
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The data from the kick-off survey suggests that when analysing the differences in average 

scores for engagement, understanding, etc., Prague reported significantly higher scores than 

those in Dublin, Kuala Lumpur and Hyderabad. Similarly, those working in Mexico City and 

Hyderabad reported significantly higher scores than those working in Kuala Lumpur. The data 

does not provide evidence of why this might be, but the researcher’s perception is that Kuala 

Lumpur was not fully ready for the change program, or perhaps it may have been the language 

barriers. 

“Communications were cascaded from the global domain [i10]. Each domain communicated 

through their own channel. HR would set up their communications, IT set up their 

communications. It wasn't like an NGSC-centric communication, it was domain specific”. 

Balogun and Hope Hailey (2008) posit that complex situations such as change, where staff 

need to develop a deep understanding of how they personally need to change, richer forms 

of communication media, such as face-to-face, are best, and continue to posit that written and 

electronic means, are suited to routine, non-change situations. Considering each domain was 

responsible for its communication channels, the alignment between NGSC versus domain 

would cause some confusion. [i5] commented that “Uncertainty and lack of clarification in 

communications, was leading to mis-understandings”, adding “Not much global information 

given, leading to having to research self”. [i2] suggested “Alignment of the business units is 

critical when communicating messages” and that “More alignment across the NGSC and 

domains” was needed. 

Indications from the comments suggest that lack of clarity, not communicating early enough, 

or not having an alignment across the NGSCs or from the global team could be an area of 

improvement for future change programs. Saruhan (2014) indicates effective communication 

is not always enough to decrease negative attitudes of employees towards organisational 

change process, and posits that to be successful with change efforts the communication 

should enhance employees’ perception within the organisation.  

The researcher posits that “Communication is a necessary precursor to change” as well as 

providing information about what to do, it can allay fears about the prospective change. This 

suggests that there will be a positive relationship between the amount (or frequency) of 

communication, and implementation of a significant change (Bel, Smirnov & Wait, 2018). 

Although the topic of learning and knowledge was not explicit, further analysis and research 

could be undertaken to understand the likelihood of sharing knowledge and information and 

learning, which supports change management programmes in the future. Some interviewees 

indicated the need for learning or training. The theme of interventions which will be discussed 

next, were understood by some to mean team development or training. Cummings and Worley 

(2008) suggest that organisational members must learn how to enact the new behaviours 
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required to implement new strategic directions. This typically involves trying new behaviours, 

assessing their consequences, and modifying them if necessary. Because members usually 

must learn qualitatively different ways of perceiving, thinking, and behaving, the learning 

process is likely to be substantial.  

Aspects such as team development, leading change, and interpersonal skills development, 

were noted from the interviews, observations and conversations throughout the research 

which indicated a need to share experiences and outcomes of the change programme to 

senior leaders, programme managers and communication managers. This knowledge 

exchange could support the design of future change programs. 

9.3  Change Management Interventions 

An organisation development intervention is a sequence of activities, actions, and events 

intended to help an organisation improve its performance and effectiveness. Intervention 

design, or action planning, derives from careful diagnosis and is meant to resolve specific 

problems and to improve particular areas of organisational functioning identified in the 

diagnosis (Cummings & Worley, 2008). Depending on the strategy adopted for an intervention, 

the focus may be on the change process, or the Human element or other areas which are 

more process or tools related. The following initiatives within Novartis are viewed as forms of 

intervention - team building, coaching, group interventions, mentoring, performance appraisal, 

training for new hires, and or associates taking on new roles and leadership development. The 

interventions were defined in the planning phase. One interviewee [i9] posited the need for 

team development or team training earlier in the overall change approach, would have been 

beneficial. The High Performing Team methodology, which is widely deployed in Novartis, was 

executed at the sites to align the teams on the site journey, whilst bringing the overall global 

context of the NGSCs into the frame. From discussions after the sessions it became apparent 

that the leadership team felt that HPT workshops would have been beneficial earlier in the 

change program execution. The workshops prepared the leaders of the teams to ensure 

further interventions could be developed or implemented based on the overall business 

requirements or local needs of the organisation. The outputs of the workshops were generally 

well received by the senior leaders of NBS and NGSCs and the feedback suggested that the 

participants had had a benefit in participating, as each site had not had the opportunity to gain 

alignment on change management approaches prior to the workshop.  

This researcher observed in the context of interventions, that organisational development and 

change management practitioners may apply similar if not identical approaches in creating 

interventions. Organisation development in Novartis comprises of efforts and programs aimed 

specifically at improving an organisation’s ability to improve. OD efforts are normally planned, 

organisation-wide, managed from the top, to increase organisational effectiveness, with those 
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planned interventions using knowledge and experience previously gained from experience 

and feedback from the corporation. This researcher notes that interventions for any change 

program can be built on the recent experiences, however a full OD approach to identify and 

lead large-scale change initiatives may work best when OD practitioners influence leaders to 

be the principal change agent. In the case of the NGSCs, OD practitioners, Change Agents 

and the Change Program lead were not often able to “join forces” due to competing change 

programs or most often OD and Change Agents were focused on their own domains.  

9.4  Change Agents/Change Advocates 

During the NGSC and NBS deployment, each of the five sites and the top 20 countries by 

sales volume and market size implemented a change advocate network. Within the five sites 

one representative of NBS would lead a local programme of selected associates otherwise 

known as change advocates. The change advocate network encompassed representatives 

from middle management and senior associate levels and were from one of the six domains. 

The supporting domains did not provide representatives. The change advocates were 

selected from the operations teams of the local domains and were recruited based on their 

knowledge of the transformation program, standing in the organisation and role in the 

organisations. Monnot (2017) posits the role, task, and individual characteristics of change 

agents can vary widely and depends on the stage of organisational change. Given the context-

specific nature of change processes, these employees are required to possess general 

competencies that have universal application. The overarching function of the change 

advocate network was to meet local associates and gather feedback from the workforce to 

understand their views, perceptions, feelings, which related to the amount of communication, 

how the leaders were performing, and what the associates felt was still needed to address the 

change journey. The change advocate network across the NGSCs played a significant part in 

the continued rollout of the change programme.  

The Change Advocate role was defined to help associates understand the Case for Change 

and the impact on them and provide feedback from associates about the way change is 

implemented – helping to shape and embed the transformation in the organisation in all 

‘dimensions’ and support the cascade of the change strategy to front line associates. Each of 

the advocates supported local colleagues in building a collective understanding and 

personalized ownership of the change (e.g. strategy and operating) and the role they would 

play in the change. Through the frequent, informative and actionable feedback provided on a 

regular basis from interactions with impacted associates, the change plan could be adapted 

to account for this feedback and help embed widespread behavioural change to support the 

business change.  
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The Change Advocates were not actively involved in shaping the change program from the 

beginning, their primary involvement was to gather information during the execution, and feed 

this back to the local leadership, who collated and prepared the data for actions as required. 

This researcher concludes there was a missed opportunity with both the global and local 

leadership teams, to support the overall alignment and planning between the domains and the 

sites, with the change advocates. Long, Wan Ismail and Amin (2013) posit change agents 

should facilitate changes in their organisation and take part in all the major projects having a 

potential impact on employees. The observations made by this researcher during this research 

is that this is was not the case. It was a missed opportunity to support change globally and 

share the experiences to gain and maintain traction during the process of change. 

9.5  Culture (ways of working) 

Culture was covered in both the themes analysis, and literature review Chapter 3.10. Much of 

the effort to drive the change program had implications on the ways of working, as the need 

to have a sense of “one global team” was important for the leadership team of the NGSCs. An 

aspect to consider that was out of scope of the research, but had an impact at the later stages 

of the change program, was that Novartis was embarking on a culture transformation program 

in 2017. The NGSC intervention plan was to align on the ways of working, such as governance, 

communicating, alignment of processes, alignment of talent and recruiting. The global HR 

team initiated a survey to gain insight from a small percentage of the NGSC workforce to 

understand their sentiments based on a twenty-minute survey which helped to explain why 

some organisations and their units are more effective than others. The comparison was made 

across all five sites from all the domains. The Novartis culture transformation objective was to 

implement a long-term program to change the behaviours the company thought was 

necessary. This program would also support the impending restructuring of Novartis. The 

model applied was developed by Human Synergistics and was piloted in 2017; the model is 

called OCI (Organisational Culture Inventory) which on its website says: 

• OCI measures the current culture of an organisation in terms of shared behavioural 

norms—that is, the behaviours that members believe are required to “fit in” and meet 

expectations. Members’ responses are combined and profiled on Human Synergistics 

Circumplex to show the relative strength of Constructive, Passive/Defensive, and 

Aggressive/Defensive norms within the organisation. 

• The OCI-Ideal complements the current form by identifying the optimal or preferred 

culture for the organisation. It assesses the behaviours that leaders and other 

members believe should be expected to maximize effectiveness and enable the 

organisation to reach its goals. The result is a picture of the ideal culture based on 



 
 

CONFIDENTIAL  136 
 

shared values and beliefs — a benchmark against which the current culture can be 

compared to identify gaps and targets for change. 

 

The outcomes of the data collected were used independently of the change program, where 

the Global and Local HR teams set up working and focus groups to identify the gaps in the 

NGSCs associates’ behaviours, which then led to the creation of activities to engage the 

workforce in defining what a good collaborative culture could look like, and then implement. 

This local activity would have an impact on the work that was being done across the global 

sites, as each site was faced with its own challenges. The data was not made available, but 

this researcher argues that concurrent programs could have been aligned to support this 

change program, and culture program, and to support the aims of the NGSC's.  

Muscalu (2014) suggests organisations are social entities with deliberately structured activity, 

directed towards an end and bounded by the external environment through permeable 

boundaries. Any organisation requires specific roles of social actors involved in it. The NGSC 

change program identified the opportunities to align people and behaviours with the intention 

to provide a sense of being one global unit rather than individual sites. Balogun and Hope 

Hailey (2008) posit that individual behaviour is constrained by the organisational system in 

which they work, and roles and responsibilities, and existing ways of working, force behaviours 

onto individuals if they are to function effectively in an organisation. Culture is a collective 

phenomenon. It provides a common frame of reference for a human group to make sense of 

reality. Material and symbolic concepts such as world, environment, social systems, social 

structures, practices, policies, meanings, norms, and values give form and direction to 

behaviour (Hansen, Postmes, van der Vinne & van Thiel, 2012). 

[i6] noted that an understanding of the organisation and how its social interactions work 

(systems thinking) is a requirement for (culture) change. Part of the culture change across 

Novartis was to transform the company culture from the "me" to "we" (refers to the drive in 

2017 to change the culture to a more collaborative approach), which related to the six values 

and behaviours (innovation, quality, collaboration, courage, integrity and performance 

(Novartis, 2017)) and targeting the specific behaviour of collaboration, and less focus on 

individual performance. It was identified that associates and leaders were at times concerned 

with change fatigue. Bernerth et al. (2011) propose the perception of change fatigue is focused 

on too many changes taking place in the organisation; it is not the same as a feeling of 

confusion caused by a lack of information or understanding. They further argue that that the 

introduction of numerous change initiatives can be detrimental to individual employees and 

ultimately the organisations that employ them, as change may create unanticipated or 

negative side-effects of organisational changes (e.g., psychological uncertainty and change 
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cynicism). Abrahamson (2004) identified that employees who have to live through continuous 

rounds of change suffer the most, and the effect on the organisation, is likely to be corrosive. 

To guard against this damaging outcome, executives should continually monitor their 

organisations for symptoms of repetitive change syndrome: initiative overload, change-related 

chaos, employee cynicism and burnout. However, not all changes are the same and not all 

employees will experience the same effects of change; many organisational initiatives result 

in positive changes (Bernerth et al., 2011). 

During the interventions at the site levels, the introduction of change resilience workshops 

provided short training sessions to middle and seniors managers, and change advocates. 

Organisational resilience refers to an organisation’s ability to adapt to internal and external 

disturbances (Witmer & Mellinger, 2016). Most of Novartis was undergoing some level of 

transformation, and within NBS each of the business units were transforming whilst supporting 

the formation of the NGSCs. Hanson (2013) posits that not every change is appropriate to 

sustain, let alone to institutionalize, but change is always happening. The Novartis HR group 

initiated a culture change program, with the imperative that HR professionals develop and 

encourage a culture that is adaptive, dynamic, and open to change. The corporate culture 

program was not in scope of this research but considering the view of culture being the “ways 

of working”, the aspects of aligning teams, processes, behaviours, communication and 

purpose, many of these aspects were managed within the context of the Change interventions, 

and shared across the NGSCs to align on the actions. A key learning for this researcher is 

that there must be an alignment of programs to ensure there is little to no confusion as to 

purposes of the interventions and program, but as NBS was and still is undergoing 

transformations, leaders will need to reduce the amount of change fatigue people may feel.  

9.6  Change Management Strategies and Alignment 

[i9] who participated in the NGSC HR Talent strategy during the change program suggested 

“If change is not mandated and becomes "opt-in" it drags the change program out”. In addition, 

[i12] said “Change took too long, in some cases the people were stretched.” The statement 

made by [i12] is interesting partly since the overall change programme was estimated to take 

between 24 and 36 months. The observations made by this researcher would not concur 

entirely with the statement; however, each of the five sites being in various stages of their 

development, including the hiring and development of the people and having the right 

leadership teams in place, could have led to the perception that the change was taking too 

long. The operational alignment of leaders and associates posed a significant challenge both 

within the site and the competing strategies of the global domains. Over the course of the 

change program’s execution the strategic alignment between the change management 

program planning and execution was managed through the creation of a global governance 
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committee which included leaders from the domains, the programme management office 

leader, the head of change communications, and the head of change management. However, 

once it was deemed necessary to move into business as usual, the alignment between change 

management and communications and the PMO was dissolved. Prior to the dissolution of the 

transformation and change governance committee, each of the domains provided a biweekly 

update and review of the business strategy and the requirements needed to achieve the aims 

and objectives of the creation of the NGSCs. 

In conversation with the PMO and other domain change management leaders, the decision to 

move into business as usual was not clearly understood, as the timing was not perceived to 

be appropriate, and was recognised as a potential risk to successfully completing the 

transformation and the change programme. A personal observation made by this researcher 

was that the domains were moving at different speeds to implement their overall 

transformation strategies, thus leading to potential confusion and frustrations for leaders and 

associates in the impacted sites. 

This researcher is of the opinion that the mechanisms to run an organisation are apparent 

however, without the strategic intent being clear, communicated, managed and executed, they 

may face difficulties in sustaining its position in the transformation. Communications within an 

organisation needs to be clear, actionable and inspiring, and coming from the top to ensure 

the alignment of the managers in business units and across functions. Leaders must 

communicate the message as one and behave in congruence of the message and values 

expected. The coordination within the organisation, the expected behaviours and the culture 

should be understood. Leadership must be aligned in the messaging, which has also been 

noted in the finding from the communications theme. 

For an organisation to execute on its strategy it must understand that strategy is an ongoing 

journey, and that the business units, domains and sites must embed the strategies into its 

culture and behaviours. They must learn to be flexible, and anticipate what it needs internally, 

such as human resources, knowledge, performance measures, and anticipate the external 

needs of its consumers, and bring value to them. Strategic change is defined as a unitary 

concept measured through discrete changes in a firm's business, corporate, or collective 

strategies (Rajagopalan & Spreitzer, 1997). Studies have emphasized that performance and 

the effects of strategic change are tied to strategic change implementation, which entails 

supportive changes in structures, processes, communication, and incentive systems to carry 

out and complete the initiated strategic changes (Herrmann & Nadkarni, 2014) citing Dutton 

and Duncan, 1987; Greiner and Bhambri, 1989; Huy, 2002, 2011; Nutt, 1987; Rajagopalan 

and Spreitzer, 1997.  
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9.7  Change Leadership & Roles 

In previous sections of this research it was discussed that in an environment of constant 

change, Novartis needs to become more change-ready to sustain its position as a leading 

healthcare solutions provider. The changes at Novartis and in the NGSCs will only be 

successful if leaders can manage themselves effectively with an ability to encourage and guide 

their associates through change. 

For associates in NBS, this is especially important as NBS embarked on a journey to change 

the way it works to become better at leveraging the strengths of the divisions and functions, 

teams and individuals – leading teams to work better and more efficiently together, share best 

practices and have more common approaches. 

This research did not focus on leadership specifically, but it is relevant from a thematic aspect. 

Some participants in the interviews have highlighted leadership challenges which have had a 

focus on managing the operations and business performance, and in many cases many 

managers and leaders have not been made aware of what their role is in the change, and 

what they can communicate. This researcher posits that most managers are adept at the 

business side of leading change. They are trained to deal with structural and operational 

issues, and they are evaluated on and rewarded for their ability to innovate and to deliver 

business results. Some managers in the NGSCs did not have enough experience or 

knowledge about organisational change management, with regards to the people side of 

change; they knew how to change the business and service delivery, but were limited in being 

able to lead the associates through change. 

[i1] highlighted that leaders were not prepared to lead the change very well; however, with the 

introduction of the change management workshops and change interventions, leaders were 

given an understanding of the change management process and tools within Novartis, and 

learnt through the interventions how people could potentially react when faced with change, 

which may have been impacting associates or themselves personally. An additional 

interviewee [i7] suggested that leaders ultimately were impacted more by the change than the 

associates, in that they were responsible for the changes in organisational structures, 

processes and hiring. There is some correlation to the statement with regards to strategy 

alignment, where it was observed that each of the domains had a very specific focus on its 

own business transformation rather than focusing specifically on the NGSCs thus retaining 

overall authority and responsibility in Basel, rather than giving the sites full autonomy over 

decisions. 

With regards to leadership and the role of the leaders in the NGSCs, it was suggested [i11] 

that “Leaders need to show more empathy when dealing with change and people”. Work 

challenges, and feeling of threats are not always addressing people’s fears. This researcher 
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would agree that leaders need to show more empathy when dealing with change and 

associated emotions, as they too are part of the transformation, and are needed by their teams 

to achieve the aims of the NGSCs. As discussed in prior sections, communication plays a key 

part in change management and if managers are unable to communicate the changes 

effectively, this may lead to aspects of fear or concern amongst the associates, especially if 

leaders are unable to communicate the clear purpose or its role in the change. An interviewee 

[i9] suggested leadership did not do very much about winning hearts and minds. 

Observations made throughout this change journey by the researcher have highlighted that 

the magnitude of the change challenge can frustrate leaders and associates when embarking 

on a change or transformation due to the juggling of the operational aspects and the people 

side of change. The balancing act of people and operations during change requires clear 

direction. If leaders do not have an outline of clear objectives which will be collectively used to 

achieve the overall aspiration, then it may cause confusion and understanding as to which 

functions, geographies, and service lines will be affected, thus increasing unnecessary 

anxieties in the organisation. 

This researcher observes with respect to leadership, that one possible reason leaders struggle 

is possibly because the organisation treats change management and leadership as non-

interrelated towards operational management. Change cannot happen without leadership and 

efforts to change an organisation will be futile if leaders are not given the empowerment to 

lead change, and most certainly by understanding the implications of people during the change 

process, which poses a significant risk when dealing with resistance of both a passive and 

active nature. 

In conclusion, the pressures generated by major structural or operational change compel 

leaders to pay attention to what is happening on the human side of the organisation. Is it here 

that many leaders fall short? The potential results, if they could be observed over a longer 

period, could be a destabilized organisational culture, an erosion of trust, insufficient buy-in, 

and fear and scepticism among employees at a time when a productive and enthusiastic 

workforce is essential for success. What this means will be discussed in the recommendations 

chapter, however, from the perspective of this researcher’s experience during this program, 

leaders could have been better prepared overall in how to manage the people side of change, 

and the alignment of programs could have supported both the aspects of culture and 

communication. Although these aspects do not fall too short in respect to the success of the 

change program, it could have been done smarter with the stakeholders and active players in 

the roll-out.  
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9.8  Findings Summary  

This study set out to investigate the implementation of an organisational change program. By 

adopting a view of the overall change process and interventions, this study was able to 

examine the impact of the change program as perceived by various key actors within the 

NGSCs through interviews, a brief survey, and through the personal observations made by 

the author of this research. This research has shown that a case study strategy can be used 

reliably to understand situations where contextual conditions strongly influence the events 

being studied and where the researcher cannot control the course of events as they unfold. 

Using multiple data sources, the study collected information on the contextual factors 

impacting the change, organisational factors affecting the successful management of change, 

and the effects of change on the organisation. The survey analysis provided descriptions and 

interpretations of the change elements, such as communication and change models, with the 

cross-site analysis revealing similarities and differences that will inform future change 

management efforts and programs at various levels of complexity or size. 

The findings section presents the results of this study within the framework of its objectives. 

The reader is cautioned against generalising the findings, which represent results only from 

one study across the five sites, but not the entire NBS organisation where multiple change 

programs occurred concurrently. This should not lessen the importance of the issues and  
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10 Conclusions & Recommendations  

10.1  Introduction 

This chapter reflects on the research conducted over a 24-month period. The main research 

aim was focused on seeking a deeper understanding and critically assessing the complex 

issues of a change management program, and the factors needing to be addressed to 

implement a global change management strategy for offshoring shared services. 

This researcher had a unique position to carry out the research as the person responsible for 

running the change program and its execution across the five global service centres.  

The introductory chapter posed the reasons for the Change Program development and 

deployment and how it was managed by the organisation. By using the Interpretative 

Phenomenological Analysis (IPA) approach the study sought to add some evidence to the 

change management approach, and the various aspects of the approach and the outcomes.  

The chapter addresses the findings from the analysis in regards to the improvement 

opportunities for Novartis, and will be providing recommendations and learning for Novartis. 

Two further aspects to the conclusions that did not exist, and were not foreseen at the outset 

of the research, was an additional change program which this researcher led in 2017, and the 

creation of a new global change management approach, which was developed out of the 

findings and context of this research, and will be discussed in this chapter. 

This chapter addresses the following: 

• Conclusions & Recommendations pertaining to the research 

• Change Management Model development 

• Final Summary 

 

This chapter will conclude the research, elaborate on the methodological, theoretical and 

practical contributions made by this thesis, the limitations of the research and highlight future 

areas of work and the contribution to knowledge. 
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10.2 Conclusions Pertaining to the Research Questions 

10.2.1 Research Question 1: What approaches should be considered when 

implementing change for shared services? 

The change management method and approach from ChangeFirst was not chosen due to the 

experiences of the researcher and the global team. The team agreed the approach was 

cumbersome, resource and time intensive, and above all not fit for the purpose of the NGSC 

change program. Instead a mix between project management and the McKinsey Influence 

Model were chosen, as previous programs had successfully deployed the McKinsey model 

this prior to the NGSC program. These models were discussed in the literature review. 

By using a case study approach and Interpretative Phenomenological Analysis (IPA), the 

study sought to study the implementation of a global change program. The researcher had the 

opportunity to develop a program and research the implementation. There was a formal 

change management process at Novartis however, the approach implemented was a way of 

getting a deeper understanding of change and how change would be perceived, as Novartis 

had never undertaken such a transformation before. Key areas were to gain an understanding 

of what the different stakeholder groups and importantly, individuals within those groups, 

thought and felt about the change management approach and the overall transformation into 

the global service centres, and to a degree how it affected them personally.  

As discussed in the literature review, despite the availability of several models to aid the 

successful diagnosis and implementation of change efforts, Beer and Nohria (2000) claimed 

that 70% of all change initiatives fail because managers immerse themselves in an 'alphabet 

soup of initiatives' without fully understanding the nature and process of corporate change. 

Thus, there is a growing need for organisations to understand how change occurs so that they 

can better manage the change process to improve their organisational effectiveness. This 

author opines more research is required to determine what constitutes failure. With regards to 

Novartis, there has been little evidence provided as to what success or failure means. The 

model and approach taken by this researcher may lend itself to further analysis on future 

programs, and determine if associates impacted by the change would voice similar opinions. 

The use of a model can support a change management approach in that the common 

elements, as described in the literature review, support change.  

At the outset of the program, various models were presented which were known, or were used 

within Novartis. During the final stages of the research this researcher identified an opportunity 

to develop a model for change which would be based on the learning from the change 

implementation. Designing and defining change approaches in Novartis was not in alignment 

across the divisions, and therefore further discussions with the change management teams 
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were held to align on an approach. This requires a manager, or individual, whether at work, 

home or play, when faced with a change situation must first, no matter how informally, analyse 

the nature of the change. Only by considering the nature of the change can its likely magnitude 

and potential impact be determined. Successful determination of the nature of the change, at 

an early stage of the change cycle, should indicate the most appropriate means of managing 

the situation (Paton & McCalman, 2008).  

This researcher concludes that to manage change for the uninitiated change manager, it may 

seem quite daunting to design plans, actions and approaches. By following various 

approaches as described in Chapter 3, section 3.2 of the literature review, Kotter’s 8 Step (see 

Figure 34), or the McKinsey Influence Models for example, practitioners will be equipped to 

enable a change program, and will have to ensure the aspects to managing change are well 

communicated, and the respective leaders, stakeholders, managers, change agents and 

associates are informed or trained in the approach. Chapter 13 introduces the development 

of a change management approach as a key outcome of this research.  

 

Figure 34 Kotter's 8 Step Model 

. 

The research findings highlight the importance of properly managing change with respect to 

offshoring business services (NGSCs) to achieve positive organisational outcomes.  

Organisations undertaking change, such as offshoring, may not take the necessary steps to 

generate commitment from leaders or associates within the organisation, however by building 

commitment for a change initiative, organisations may have quicker buy-in from all levels of 

the organisations more rapidly, than if they did nothing. Change starts with communication 

from the leadership explaining the need for change and the communication must aim to inform 

associates and stakeholders to the contextual factors, both internal and external, which have 

led to the strategy change. The associates need to understand why the organisation is 

embracing the change and how the change will impact them. Although resistance did not seem 

Create the Need for Change 

Engage the Organisation 

Implement & Sustain 
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significant, what is important is for managers to be equipped to manage change, the 

communication and resistance.   

10.2.2  Research Question 2: What are the challenges leaders face during change?  

When associates understand that the strategy has legitimate business drivers, they are more 

likely to accept it. Without a clear understanding of these business drivers, they may come to 

view the change as unjustified and burdensome, thus increasing the likelihood of resistance. 

Within the NGSCs the change challenges for leaders were down to operational challenges, 

lack of or poor communications channels, conflicting approaches to communications. What 

was not evident to this researcher is whether leaders really understood their role in change, 

and were they free to communicate? Leaders suggested in personal communications with the 

researcher that they did not perceive they were free to communicate, or did they need to 

check-in with their immediate supervisor or their domain leader? At times it was unclear as to: 

Is this a cascade of information? Where is that cascade coming from? Are they okay to 

bespoke the communication? A key finding from the survey is that the respondents said 

communication is a reason for change failing. Leaders in the NGSCs were faced with two to 

three parallel activities: change in the NGSC, change in their domain, and operations of the 

services. In some cases, it was observed that many of the domain leaders felt their functional 

line was more relevant than the NGSC, whereas the head of the NGSC needed to manage all 

the domains, and collaborate with the other four sites. This posed communication challenges, 

possibly motivation and resistance, but also led to competing initiatives and programs. 

Leaders could have been made more aware of their role in change, and better structures 

around governance, decision, NGSC and NBS roles and responsibilities, and clarity in their 

local operational versus global responsibilities could be made more robust. Recommendations 

to address the aspects of leading change are covered in the contribution to practice in Chapter 

12. This researcher proposes leaders of change consider these aspects to support 

themselves, but also to support associates in managing change. 

10.2.3  Research Question 3: How is change management perceived and 

understood by the impacted associates?  

[i9] said “The change story needs to be compelling to be able to get people to change”. The 

change management interventions and workshops covered the aspect to creating the story at 

the local levels which were adapted from the global story. A vital element in supporting 

associates to change is the effective communication between the leaders and those impacted 

by the change. Lack of and insufficient communication is one of the main reasons why change 

efforts fail. Change managers or communications managers should use communication plans 

to inform different stakeholders and to develop buy-in for change initiatives. The focus of the 

plan should be on promoting the change by highlighting its purpose, the journey and the 
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benefits. Managers must engage the different stakeholders in a dialogue about the change 

and allow them to state their views and to provide feedback into the change process. This 

approach was covered with the involvement of Change Advocates. Frequent and targeted 

communications are important during the planning and implementation stages, as this helps 

to lessen associates’ fears and begins to build support for the change. Change managers 

should utilise existing and regular forms of communication such as newsletters, blogs, 

meetings, etc., to get the message out. Communication efforts will need to be aligned from all 

aspects from the top, i.e. from the NBS leader, to the domains, then to the sites where the 

same messages can be re-used and ensure all associates are receiving the same messaging. 

10.2.4  Research Question 4: What were the factors that support or prevent the 

implementation of change? 

The CIPD (2016) posit that because of organisation development’s multidisciplinary roots, 

there are different types of intervention available which can be categorised as: 

• Human process interventions – coaching, mentoring, training, group work, 

facilitation, action learning 

• Human resource interventions – performance management, reward and motivation, 

employee surveys, psychometrics 

• Strategic interventions – business planning, cultural change, transformation 

programs. 

All these different types do the same thing in that they seek to develop the processes and 

practices within an organisation. What they are trying to achieve is improved organisational 

performance, but the ‘how’ will differ depending on the preferred method. A good 

organisational development practitioner will identify what the challenge is (diagnosis), and 

decide which method / approach is most likely to improve it (treatment). The initial 

interventions were designed based on the kick-off survey results, and over the course of the 

project more initiatives were identified, such as High Performing Teams, Resilience to Change 

training, and additional leaders’ workshops. The kick-off workshops identified a list of actions 

that would be needed at the site level, and combined on completion of the five sites to ensure 

global execution and learning from each site. The site interventions gave each site leadership 

the responsibility to lead and manage the actions, which were governed at the global level, 

and tracked accordingly. A challenge in this program was that one of the domains (FRA) was 

running a parallel transformation which was not aligned at the local site. This caused confusion 

at times, at both the global governance level, but also at site level, thus leading to competing 

and confusing messages and outcomes in change approaches and actions. Here, a defined 

governance and stakeholder alignment should have been in place. 

Recommendations for the four research questions can be found in the following chapter 11. 
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11  Recommendations from the Research 

11.1  Contribution and Implications for Further Research and Practice 

This chapter brings together elements that enhance the understanding of the Change Program 

implementation. 

The data analysis relies upon the representational validity of language, meaning and 

understanding. To minimise concerns during the analysis it was important to refer to the 

identified themes as well as reference to the researcher’s understanding of the frameworks. 

Thus, the opportunity to interpret the data to gain a greater understanding of change 

management implementation outweighs the limitations of IPA. 

The research undertaken demonstrates that there are many models available to change and 

OD practitioners. During the initial stages of the change management planning for the roll-out 

across the five sites the decision was taken to make use of the McKinsey Influence Model 

since the current ChangeFirst model did not seem fit for purpose or useful for the type of 

change that was occurring. The Influence Model provides an approach which appears much 

more aligned to the people side of change rather than the organisational change approach of 

ChangeFirst. 

The Management of Change involves the process of developing approaches to implementing 

changes in organisations. The approaches must address several factors such as leadership, 

communication, employee motivation, training etc., which are ongoing throughout the change 

process. If these approaches are not ignored, and are managed and agreed, then the chances 

of success could increase substantially.  

11.2  Contribution to Practice 

The following section provides contributions for change practitioners and to practice. 

11.2.1  Leadership Engagement 

Aligning managers with the objectives and the corporate vision is a requirement for change to 

happen. Observations and discussions during the program suggested that not all heads of the 

NGSCs were in alignment. Alignment is needed, as well as leadership to be prepared from 

the beginning. Successful change requires having a clear strategy and change vision that 

aligns the sites with business objectives and a materialisation of conviction by executives. 

Aligning the change strategy, and managing the leadership expectations through intensive 

stakeholder management will simplify the approach, and reduce the misalignment of the 

process steps needed in change, such as employee engagement, communications and 

resistance management. The role of leader/leadership is critical for developing and managing 

change in any organisation by creating the suitable atmosphere within the organisation to 
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adopt change. However, it is doubtful that change outcomes are the sole, or even primary, 

result of leadership (Hughes, Ford & Todnem, 2016). 

Recommendation: Provide leaders the skills and capabilities to engage with people in the 

change journey by providing communication training, open forums to co-create the change, 

and understand their motivations to be part of the journey. Provide leaders the framework to 

think, decide and act according to the needs of the change. Tasking managers with driving 

bottom-up cultural change will provide leaders with more understanding of the associates 

perceptions and their own leadership abilities, however, they will require top-down support to 

succeed. Ensure leaders are trained in sound change management principles, and align a 

unified shared vision of success 

11.2.2  Stakeholder Management 

Stakeholder analysis enables change agents to consider what they can do to gain support for 

the proposed change, to identify those who have power and those who are against or 

ambivalent (Balogun & Hope Hailey, 2008). Top leaders play a decisive role in successful 

change management by actively participating throughout the change management process 

through the sponsorship of the program and initiatives. They must demonstrate their 

commitment to the change, and present how the strategy aligns with the business objectives. 

Successful outsourcing depends on having a compelling story and business objectives to 

support the realisation of the strategy. With the relentless pressure from stakeholders for 

continual high performance, managers cannot afford to dedicate their time, effort and 

resources to more than one set of demands, which in the case of the NGSCs was very 

operationally focused. Stakeholder management was underestimated. The senior leaders 

from observations were supporting the change, but many comments were made in having no 

time to focus on the change. The strategy document stated “NGSCs strive to be leading in 

innovation and collaboration, with a focus on seamless partnership with the businesses, and 

unprecedented agility and speed to deliver new service models with end-to-end processes 

and next generation services. Technical integration, automation, and new systems will 

increase the speed of service delivery”. The pressure to deliver on performance, growth and 

financials was underestimated. This is not positing that this will ensure success, but what it 

can entail is a clear plan and understanding of roles and deliverables whilst delivering to the 

strategic objectives. However, aligning objectives with the corporate vision does not itself 

guarantee that associates will embrace the change, especially if jobs will be displaced. 

Employees are less likely to resist the change when they see the change as improving the 

long-term viability of the company through increased profits and business growth, and their 

careers.  
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Recommendation: Future change programs need to have a more detailed stakeholder plan 

in place to ensure the operational deliverables, and the constant need to drive the change 

program are in alignment. A detailed stakeholder analysis for change agents is a crucial task, 

to ensure success as a change manager, and support the successful change strategy. The 

stakeholder analysis should cover multiple organisational levels, and use employees’ opinions 

in framing change. The use of Change Advocates can facilitate the change. 

11.2.3  Communications 

Communication was a key finding from the survey and interviews and this researcher’s 

observations. This is backed up by the literature. A good vision is imaginable, desirable, 

feasible, focused, flexible, and communicable (Kotter, 1996). In communicating the compelling 

story, the change managers’ focus should be on the need to be comfortable with the case for 

change, and to be able to communicate it to people in a way they can understand. 

Communications should be tailored for different audiences. This means explaining the “why?”, 

the “what?” and the “what does it mean for me?”. In the case of NBS this might not have been 

clear to the associates not in an NGSC, which focused on moving the roles and tasks from 

the onshore locations to the offshore sites. What this researcher deems most relevant is the 

“Why?”. It should explain why the organisation is changing in the first place and it is a crucial 

starting point of reference. The communications team and leaders should communicate this 

at every opportunity, and be aligned. This was identified as a gap in stakeholder management 

and role alignment. The communication should outline the change programme, and provide 

associates with a feeling of openness, encouraging people to give feedback about their 

concerns. Several comments made during the program was that the communications did a lot 

of broadcasting, but not a lot of informing. It is important to explain the consequences of the 

change because what might be obvious at a high level is not always clear to specific 

individuals.  

Recommendation: A detailed communication plan must be created and identify what needs 

to be communicated by when, by whom (stakeholders) and with what means (email, video 

etc.). Attention to ensuring the timely communication of change-related messages; matching 

communication channels to employees’ needs and providing listening opportunities in an 

appropriate manner can support change. Leaders and managers must ensure that uncertainty 

and ambiguity is minimized and the negative impact of rumour must be quashed. A common, 

shared, language will enhance the change process, and support the acceptance and 

engagement of leaders and employees. 
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11.2.4  Governance 

To successfully execute the transformation and to solidify the NGSCs during the early stages 

of NBS, a governance framework for the NGSCs was established that was robust and in line 

with the overall NBS governance and organisational framework. A fundamental principle of 

the NBS set was to give domains and functions full operational responsibility and 

accountability for activities occurring in their function/domain around the globe, including 

operations at the sites. This implied maintaining global operational reporting lines within each 

function/domain. The primary responsibility of the global PMO was to work with each of the 

NBS domains and functions on topics common to all NBS. The PMO coordinated activities to 

drive strategic thinking for cross-domain/cross-function initiatives for NBS and that did not 

have other natural owners within the NBS organisation. Ideas and initiatives that were 

developed by the PMO were either passed back to the various domains/functions for 

implementation, or in some cases, were maintained by the PMO itself on an ongoing basis.  

The NGSC Management Team coordinated at a global level strategic planning and 

coordination amongst all five NGSCs. It addressed issues of common interest (e.g., staffing, 

onboarding, capacity planning, etc.) and ensured best practice sharing amongst the NGSCs. 

In addition, it worked closely with the Global NBS PMO to understand the domain/function 

plans and to address interdependencies that may exist. 

After the first year of the program’s execution, the governance at the Global PMO was 

disbanded. This led to some misalignment of the change program and the interventions at the 

site level. The researcher concludes that governance must frame part of the continued roll-out 

of the program across business units and the sites ensuring the strategic and tactical aspects 

are aligned.  

Recommendation: Calling success too early or not sustaining change after business as usual 

has happened can lead to frustrations between sites and or domains. Managing performance 

of operations and associates must exist to ensure the aims have been achieved, and setting 

up clear measures of performance is critical to the process of managing change. The 

measures should have an emphasis on the impact and the effects of change through 

structured information and analysis. A governance structure should include; 

• The alignment of change management goals with the strategic plan 

• Accountability to adapt the strategic plan in response to changing circumstances 

• Embed monitoring performance of the change process and the resources applied to 

a change project 

• Communicating as appropriate to stakeholders, the organisation's owners, and the 

wider stakeholder community, the progress and issues arising.  
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11.2.5 Data 

It is important that leaders understand how associates perceive change. Sponsors tend to see 

changes as they initiate them. Associates, however, may not fully understand the change or 

why change is happening. This is key to understanding how to manage change across an 

organisation, and the main consequences are that leaders who want organisations to 

successfully change need to be able to control the number and sequencing of changes 

throughout the organisation rather than simply focusing on the changes they personally 

initiate. The researcher posits that leaders need to understand the capabilities and capacity of 

the workforce to be able to assimilate the changes planned. The change program used various 

sources of information from surveys and interviews. This researcher opines that data in the 

digital/technology space of today offers a better understanding of how transformations or 

change programs are being managed, understood and finished. Using baseline data, a 

change practitioner is able to evidence the changes, and allow the success of a change 

program to be measured, rather than using pure speculation, or just using a handful of quotes 

from interviews. 

Recommendation: Design an organisational change readiness assessment at the start, 

middle and end of a change project to evidence the change is happening, sticking or being 

sustained. Provide the data to leaders and communicate progress to all impacted employees, 

and use the data to support the governance teams in acting and change the course as needed. 

Data must evidence the target objectives of the change project to prove the change was a 

success. Implement pulse surveys frequently to assess engagement, perceptions and 

sentiments of the organisation. 

11.2.6 Culture 

Culture describes the ‘way things are done around here’ and encompasses the attitudes 

people have towards their work, the relationships they have, how people work together and 

solve problems, etc. These aspects are important because they determine people’s 

behaviours, affect how people perform and underpin relationships. Agreeing the cultural 

values prior to initiating a change process will allow one to include them throughout the change 

process. The organisational culture’s strength depends on the level of homogeneity in 

members’ perceptions and beliefs, or on the degree of variability in employees’ perceptions of 

the organisational values and endorsed practices (Miron et al., 2004). If an organisation is to 

achieve fundamental, transformational change, this by its very nature requires a change in 

assumptions and beliefs shared by the organisation’s employees (Balogun & Hope Hailey, 

2008). An interviewee [i1] said “Change is about doing away with practices which are very 

deep rooted into the social fabric of an organisations”. [i6] said “Understanding the 

organisation and how its social interactions work (systems thinking)”, [i9] saying “Leaders are 
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concerned about "upsetting" associates”, and [i13] saying “The company culture change from 

the "me" to "we"”, which referred to the culture drive in 2017 to change the culture to a more 

collaborative approach. Price and Chahal (2006) posit changing and adapting the cultural 

paradigms usually take considerably more time than implementing new procedures. 

Future programs can benefit from two aspects of culture. The way things are done, and the 

national cultures. A practitioner who understands some of the variances in how people 

interact, work together, etc., can have a fundamental impact to a program. This researcher 

considers taking national culture and corporate culture into account when defining a change 

program, as this may support a change managers’ and leaders’ own beliefs and values in how 

they interact with people.  

The fact that Eastern and Western nations have vastly different cultural values is well 

acknowledged (Webster & White, 2010). Jacob (2005), Trompenaars and Hampden-Turner 

(1997) and Hofstede (1984) have developed typologies that suggested the dimensions 

inherent in those typologies are a measure of culture, however Jacob also adds, when 

selective parts of a management system found effective in one culture, are grafted onto the 

management system of a different culture, a country either displays high uncertainty 

avoidance as a national characteristic, or it displays low or medium uncertainty avoidance.  

Recommendation 1: Organisations, such as Novartis, may choose to consider four or all six 

of Hofstede’s dimensions to help support its culture transformation. Beugelsdijk, Maseland 

and Hoorn (2015) note the four dimensions are:  

• Individualism denotes the extent to which society sees people primarily as individuals 

looking after themselves (high individualism) or primarily as members of tightly knit 

communities (low individualism).  

• Power Distance reflects the extent to which people in a society expect and accept that 

power is distributed unequally.  

• Uncertainty Avoidance measures the degree to which members of society are 

comfortable in unstructured situations. High uncertainty avoidant cultures are 

characterized by a strong need for predictability and control over the environment. 

• Masculinity/Femininity reflects the emphasis in society on caring for others, solidarity, 

and quality of life (Femininity), as opposed to achievement and success (Masculinity). 

 

This researcher would suggest focusing on two dimensions initially to identify how the various 

aspects of culture may support the current and future transformations of complex change in a 

multi-national, multi-cultural context. As the sites are in Europe, Mexico, and Asia, an 
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organisation may consider Power Distance v Uncertainty Avoidance, which may indicate how 

people react to change, and how a change is communicated and managed.  

@HofstedeInsight (2017) describe people exhibiting a large degree of Power Distance accept 

a hierarchical order in which everybody has a place and which needs no further justification, 

where countries exhibiting strong Uncertainty Avoidance maintain rigid codes of belief and 

behaviour, and are intolerant of unorthodox behaviour and ideas. Weak societies maintain a 

more relaxed attitude in which practice counts more than principles. By examining 

(Hierarchy/control), the questions focus on “does the change execution need to be top-down, 

or distributed”, and (Ambiguity) “How comfortable are people dealing with the unknown or 

future”. This researcher proposes future efforts in driving complex transformations should at a 

minimum address the national culture aspect, identify the differences, and then develop 

programs which will support change management. In addition, further research to understand 

culture and transformation using Hofstede’s dimensions is recommended. 

Within the context of NBS, observations and data analysis could conclude that there were not 

many differences in how work was done, or how people collaborated, but what was noticeable 

from this researchers’ observations of the site leaders was how decisions and ownership are 

defined. Knowing who makes decisions, how national cultures work, how teams work, can 

support change agents and change managers in their programs. 

Recommendation 2: Involving HR early to develop a diagnosis tool using Organisational 

Development techniques to see how the culture is functioning, what the strengths and 

weaknesses are. Identify the cultures involved, identify the ways of working, such as tools and 

processes, and then initiate and facilitate how the overarching change strategy can be 

integrated with the resulting diagnosis of the culture. Hofstede’s six dimensions can be useful 

to initiate the process of culture change. Support leaders to develop relationships with their 

teams (virtual or local) to foster a personal and trusting open dialogue. Additionally, create a 

culture change roadmap, which translates the vision culture into observable and measurable 

behaviours. 

11.2.7 Organisation Development & Design 

Organisation design is the review of what the company wants and needs, an analysis of the 

gap between its current state and where it wants to be in future, and the design of 

organisational practices that will bridge that gap. It is a fundamental, wide reaching, future-

focused activity that often requires a review of the entire organisation and its context to decide 

what does and does not work. It will therefore usually involve a holistic review of everything 

from systems, structures, people practices, rewards, performance measures, policies, 

processes, culture and the wider environment (Sharp, 2018). In the literature review the 
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subject of organisational development was discussed, and highlighted that the development 

of the organisation and the associates were critical in managing change. An aspect which was 

not planned for, nor discussed at the beginning of the NGSC change plan development, was 

the future state design of the business and operating model. The NGSCs were designed to 

house the operations of the domains, but still had leadership control in the headquarters. The 

pressure and friction between the global team and the NGSCs will be reduced by enabling 

operational responsibilities at the respective sites. 

Recommendation: Future change programs should engage the organisation in ensuring the 

strategy, design and structures, people and the development aspects are considered in the 

planning. The process must involve and be supported by HR Organisational Development & 

Design experts in the diagnosing and mapping out the current structures, identifying hidden 

problems and challenges facing the organisation, and to develop activities which support the 

changes in mindset and behaviours towards the defined vision of the change. 

11.2.8 Resistance to Change 

The research did not conclude there was overt resistance to the change from associates in 

the NGSCs however, as discussed in the findings chapter, the main resistance came from the 

leadership teams, in that they made statements and comments that there was no real need 

for a change management program, which was predominant in Dublin. During the program 

the change advocates were engaged in focus groups in their respective sites, which supported 

the local leaders in driving the change program. This enabled leaders to address the issues 

before escalations occurred at the global level. It cannot be determined or concluded whether 

there were pockets of active or passive resistance from associates. An important aspect for 

open resistance experienced by this researcher by the leadership team in Dublin, is that the 

stakeholder management, buy-in and partnering can potentially benefit future change 

programs of this scale and complexity.  

Recommendation: Through the early engagement of stakeholders, and taking cultural 

differences and employee views of change into consideration, a clearly defined change road-

map, communications plan, engaging change advocates and employees early, and initiating 

change interventions can help an organisation achieve its aim and be successful in change. 

Senior leaders, change managers and key stakeholders can provide the right approaches and 

framework to support the management of resistance. 
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11.3 Summary 

The research has elaborated aspects for future practitioners of change programs. The 

following list summarizes the main aspects this researcher believes are crucial to remember 

and use. They stem from the experience of this research, the literature and the change 

program. 

• Early engagement with change practitioners 

• Systematic stakeholder analysis and management 

• Clearly defined success criteria and KPIs 

• Better use of metrics and data to ensure alignment to the success criteria 

• Creation of the systemic view of the organisational transformation 

• Bottom-up (associate engagement) co-creation of communication and change 

planning 

There are many models and approaches to change, with many aspects to consider when 

dealing with the people side of change. The approaches used in Novartis and the learning led 

to the development of an approach which serves to support future programs, in that Program, 

Project, Communications, Change Managers and senior executives and stakeholders can 

work collaboratively on a single approach, thus reducing duplication and providing alignment 

on governance and approaches. This researcher recognizes that the implementation of these 

recommendations may prove difficult to apply, as lack of change awareness, knowledge of 

change management approaches, or the availability of resources or business critical issues 

may lead to a mediocre change program roll-out.  

This research and the literature did not uncover other cases where a similar change program 

of this complexity was executed. Practitioners, when a change model or approach is defined, 

may find the route to delivering successful change smoother, by utilising the above list. 

However, practitioners should be aware that organisational change is not a quick fix, and 

endurance with resilience will be needed to keep the ship upright throughout the journey. To 

help practitioners the following chapter introduces a change model development for NBS, and 

the development of a new corporate change management approach which are presented to 

support future considerations for practitioners when leading a change management program. 

This development further strengthens the contribution to practice and knowledge.  
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12 Change Management Models 

This researcher determined on conclusion of the NGSC & GBS program, that NBS and the 

teams working on future change programs could benefit from an approach based on this 

research. The following section is a brief description of the model which was developed in 

early 2018, and approved by NBS for deployment, and in addition, this model would support 

the global OD function in its pursuit of a global change management approach for change 

management programs. 

The key drivers for the change model development were: 

• Stronger overall governance on the objectives and approach 

• Defined model which supports the transformation and the people side of change 

• Clearer roles and clarity of responsibilities 

• Enable teams to manage their changes with tools and templates 

12.1  Change Management Models (NBS/Novartis) 

12.1.1 New NBS Change Model 

The main purpose for the development of the NBS Change Model was to provide a framework 

which supported both the program managers and the respective communications and change 

managers in their approach. The approach was based on the research made during the 

program. The approach was designed to align with the various Project Management and 

Transformation teams to provide the right framework for associates who may lead change. 

The design of the approach was developed with the Program Office, Transformation 

Managers, Change Managers and Communications Managers in mind. This model design 

was created by this researcher, and supported and verified by the internal Program Office and 

Strategy team.  

The approach was created and deployed in March 2018. The objective of this playbook is to 

translate the transformation roadmap into individualized and traceable change management 

activities. It introduced the change management framework, which provides structure and 

guidance for leading change management, and gives additional support by providing tools and 

templates for completing change management activities. An additional consequence would 

be to educate users across the NBS community, on how to effectively deliver change 

management programs. The approach contains easy-to-use templates and approaches that 

are aligned to key activities in the Change Journey. Guidelines are provided as part of the 

tools to give a detailed understanding of how each tool can be used for delivery. The change 

process was defined with the NBS Change Journey divided into eight phases, from the 

identification of a problem to the embedment of the new ways of working. Throughout the 
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journey, change activities must be performed to transition from A to B. This is shown in Figure 

35. In addition to the 8 phases, a governance structure was embedded to ensure alignment 

with the PMO/Strategy team, and the Change team using a gate method. This method is 

ensuring that the right things are done in the right order as the team designs and implements 

programs. It is a key enabler of an organisation that is built to last. The checklists and 

templates that it provides were built originally from this researcher’s experience, and based 

on lessons learned from this research. 

The researcher argues that the key aspects/benefits to using a defined and aligned approach 

are the following:  

• Efficiency: Prescribed, written processes, tools and templates to streamline a project 

and avoid duplicated work. 

• Effectiveness: With clear guidelines and predefined project plans, a project’s 

objectives will be more easily achieved, whilst solving to a larger extent the targeted 

change. 

• Sustainability: A long-term solution that includes the necessary tools and templates to 

be used again, and with the correct governance to be adapted. 

• Standardization: The playbook will introduce a set of standardized, repeatable 

processes, tools and templates that can be re-used. 

• Governance: The playbook will bring a clear governance framework with well-

described decision rights, roles and responsibilities.  

 

An aspect which was learned from the NGSC program was the use of the McKinsey Influence 

Model, which the researcher felt was a relevant piece of the change management approach, 

as it provided leaders with a simple overview to manage change. Basford and Schaninger 

(2018) argue these priorities sound like common sense, and it is easy to miss one or more of 

them amid the maelstrom of activity that often accompanies significant changes in 

organisational direction, adding that leaders should address these building blocks 

systematically. Lawson and Price (2003) add that for a company to reach a higher plane of 

performance and alter the way its people think and act, it will need to create the four conditions 

for achieving sustained change. The four conditions were discussed in the literature review, 

methods and analysis chapters and consist of the four areas of Engagement (role modelling), 

Communications (compelling story), Learning (skill needed for the changes) and Rewards 

(rewarding the new behaviours). The McKinsey research and experience suggest all four 

together make a bigger impact (Basford & Schaninger, 2018). 
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Figure 35 NBS Change Management Model 
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12.1.2  New Novartis Change Model 

As a reminder to the reader, the change management approach within Novartis was based on 

the ChangeFirst methodology which was designed and used in Novartis from 2012 to 2017. 

The overall intellectual property of the methodology is a co-creation made by Novartis and 

ChangeFirst, a change management consultancy. This methodology was adapted for use in 

Novartis with an estimated total of 2500 associates trained in the model and approach. In 

2017, a survey was deployed to get feedback from the known registered users and trained 

associates. The survey was deployed to the change practitioner population and the change 

management leader group, which then, based on the findings, suggested a need for a new 

change management approach. The subsequent analysis of the data was not detailed but 

supported some discussion points going forward, with a decision taken to redefine what and 

how future change management approaches could look like and be used across the 

organisation. It was decided at the global executive level to re-imagine change in 2017.  

In parallel, a review of the ChangeFirst/ChangeExcellence model (Chapter 3) was initiated by 

this researcher which was based on the findings and learning from this research, and this 

researcher’s experience as a change manager. The acceptance of how the NBS change was 

being managed led to a discussion with the NBS Leadership team on building a change agile 

organisation and to enable accelerated business outcomes, which would provide a more 

strategic, consistent and systematic approach to manage dynamic change across the 

enterprise. 

Through the creation of the NBS change management approach, the researcher engaged with 

the global OD function to discuss aspects of the NBS transformation, and discussed what 

worked well, and how Novartis could improve its change management approach. A key aspect 

to the change management model design was to support leaders and associates in providing 

an approach that would support the new ways of working and culture change. A clear change 

management philosophy and a simple yet clear framework with a change architecture was 

defined to improve on the key needs and help to build change plans in each business area 

(OD, HR & functions). The tools would provide an online self-help resource/hub targeting each 

level of an OD capability, providing a feedback loop to allow simplification and continuous 

improvement. Another key aspect which was discussed was to move to a philosophy of getting 

it done with people and applying empowerment and inclusion principles, replacing a “top-

down” change approach with more involvement of the associates.  
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The main principles for the design and deployment were created by this researcher and the 

Global OD function. The following list was agreed through multiple workshops as the 

principles: 

  

• People first—change impacts people for good and bad. Regardless of the kind of 

impact happening, we can help make the change a human (or humane) experience. 

• Co-creation—people support what they help build. We will work to engage 

stakeholders and subject matter experts as much as we can to help ensure we reach 

the best solution, faster. 

• No surprises—change creates uncertainty and stress. The more we can be 

transparent and clear about the what, why, and how of the change, the better the 

experience will be for everyone involved. 

• Accountability—change requires courage and commitment. By ensuring clear “asks” 

of stakeholders and those impacted by the change, we can ensure a more successful 

outcome.  

• See it through—change is more of a journey than a destination. We will remember the 

launch is not the end, and that successful change requires ongoing measurement, 

feedback, and adjustment. 

• Energizing—change often faces pessimism and resistance. But it can also be positive 

and exciting. We will show our change for the positive experiences and outcomes it 

can genuinely create. 

• Balance—change does not happen in a vacuum. When changing one part of the 

organisation we will consider how that change impacts other parts to ensure we 

maintain balance. 

 

Figure 36 shows the model which was developed together by the researcher and the Global 

OD team, and was rolled out in Q4 of 2018 to the larger Novartis Change Practitioner groups.  
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Figure 36 Change Tool Kit 
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13.2 Model Summary 

The research provided an overview of various models, which throughout the research in 

Novartis indicated that various models were known, but not always fully used, such as the 

McKinsey Influence Model, or ChangeFirst. The need to define a common approach to a 

model was proposed by this researcher to Novartis Global OD and to NBS.  

Both models will be deployed in Novartis, with the NBS model being used for the next stage 

of its next transformation. The transformation scope is enterprise-wide and involves much 

more strategy and project/program management, so will be used by program and project 

managers, with or without change management experience.  

The Change Navigator was designed for smaller, less complex, and quick-change programs 

where time and resource constraints were in place and would not need executive 

endorsement. Both models will complement each other, however the researcher posits the 

Novartis Business Services model to be robust for transformational change projects. 

The approach for the Global Change Management method could have positive implications 

for practitioners in Novartis in that they will have a defined approach for complex project, 

working alongside Program Managers. 

The further development of the model could also support future academic studies in how 

change models are used, and how organisations apply methods and tools in their respective 

change programs, when managing transformation or changes in organisations of this 

complexity. 
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13  Contribution to Knowledge 

Chapter 11 provided details of the contribution to practice; this section covers the contribution 

to knowledge and research. 

Doctoral research should make a contribution to the knowledge base of the subject field. This 

research programme has been concerned with the subject field of organisational change 

across multiple sites and geographies, for offshoring business services, within a single case 

study. 

This research has covered the organisational change in a pharmaceutical company and the 

complexities of executing a program, and the aspects relating to offshoring, leaders and 

culture. These aspects are a useful contribution as it reveals that current research and the 

literature does not provide a depth or breadth of knowledge in this area. Literature, 

consultants, articles, and practitioners of change management provide broad guiding 

principles on how to implement and manage change. These are built on the theories from 

Kotter, Lewin, Beer & Nohira, etc., with many factors, which are often a side note, and exclude 

historical, contextual, social, political, and organisational factors that affect change and the 

behaviours of people. What is evident is that literature in the field of organisational change 

lacks a cohesive theoretical approach which can support complex change management 

programs. The lack of a common approach to change was also identified in the findings of the 

researched organisation. This research has also shown that it is necessary to deal with 

organisational change as process, as described in the model (Figure 35). 

Many organisations appear to focus on outsourcing, whereas the concept of offshoring a 

company’s assets or services to locations outside its main business location is under-

researched. The theories of change and business transformation for offshoring across multiple 

geographies, and within the pharmaceutical industry have not provided evidence or made 

clear what the implications on people are, or what the business impact is. The theories appear 

to concentrate on change as an event and not as a continuous process, and do not consider 

a holistic view. In the case of the researched organisation, the organisational change 

examination was focused on five sites and the headquarters, which has highlighted that culture 

cannot be ignored (differences in results from Kuala Lumpur to other sites, for example), and 

that leadership plays an intrinsic role, and that behaviour change with mindset change cannot 

be done in isolation when managing change across multiple business functions, multiple sites 

and impacting thousands of employees.  

A key to defining change management success was often defined in the literature with a 70% 

failure rate, which throughout this research was not evidenced from any sources. The survey, 

personal communications, the interviews and observations made during this research suggest 

that the change was a success; however, a major finding for this research is that without 

concrete measures or key performance indicators, defining success will be a futile exercise. 
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To prove success of change, this researcher concludes that a data-driven approach will 

support the definition of what needs to happen to call a change program successful.  

This research has not provided a comprehensive ‘must have’ list of success measures, 

however, to remove the stigma of the 70% failure rhetoric, a way to measure success would 

be by having three key metrics in place. Hughes (2015) considers the notions of quantity, 

quality, and pace of change as success definitions. This researcher, as an experienced 

practitioner, suggests the measures revolve around: 

• People (perceptions of the change, talent retention. culture), 

• Processes (what was changed, how do they perform etc.), 

• Structures (leaders, communication, rewards etc.). 

 

These aspects are intrinsically linked, but seldom aligned and managed together. If 

measurements are not put in place from the initiation of a program, a leader will be able to 

declare success relatively quickly, by just stating the fact it was a success. 

In summary, this researcher proposes that a data-driven approach to leading and managing 

change is a necessity in being able to ensure that change management is executed effectively. 

Effective, in this sense, means that measures are agreed upfront before the change starts 

which suggests change management practitioners need to be involved heavily at the 

beginning of the transformation, co-create the KPIs or the metrics that are needed to define 

success, and begin alignment and agreement with the leadership team on the questions that 

need to be asked of the associates. Although the workforce has become more change-

cooperative, organisational change is still fraught with risk due to the complex nature of many 

organisations that has resulted from increased client demands, competition, technology and 

legislation, all of which have to be taken into account (Price & Chahal, 2006). 

Researchers should use this thesis as a foundation to further research similar organisations 

and complex changes. Researchers are now better positioned to support practice and further 

academic thinking in advancing the knowledge. 

14 Limitations of the Research 

An important limitation of this study is that it only researches change experienced by a specific 

group of associates impacted by an offshore change program in a pharmaceutical company. 

This research provides practitioners within Novartis the recommendations for future change 

program planning. The nature of this research within the current restrictions of confidentiality 

limits non-Novartis practitioners the opportunity to fully adopt the findings, however this 

researcher acknowledges this limitation to Novartis and is confident that practitioners in the 
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context of Novartis will be equipped to adopt and utilise the approaches, findings and models 

applicable in their change programs. 

The overarching limitation is related to the qualitative nature of the research. Research is 

influenced by the researcher’s subjectivity, as he is directly involved; facts and interpretations 

might be difficult to differentiate (Mayer, 2015), however this researcher made every effort to 

ensure a reduction of bias was met as described in the methodology chapter.  

Other limitations of this research are that it describes only the perceptions of the impacted 

associates in NBS, which highlights potential benefits to expand this type of research to 

address associates in other divisions, or to those who are not directly impacted in such 

initiatives. Researchers may find relevance in researching the reactions to change and issues 

when observed in other organisations of similar size and industry. This could provide 

researchers additional insights by including other pharmaceutical companies which are, or 

have, implemented offshoring initiatives. In doing so, researchers will gain further depth in the 

understanding of how employees experience change. 

While the case study approach was an appropriate research strategy for exploring 

organisational change, a limitation of the case study approach is that the findings are not 

generalisable beyond a particular scope or context. Yin (2009a) advises to examine multiple 

cases (when available) because a multiple-case study can strengthen derived findings and 

does not lead to a direct replication compared to single-case studies. Consequently, having 

only one case study requires a strong argument to encounter criticism convincingly. 

Lock and Seele (2015) suggest this application of research methods leaves the field 

vulnerable to criticism from other, more empirically–oriented, disciplines and restrains the 

gaining of intersubjectively comparable insights into other business areas. Flyvbjerg (2006) 

argues the balance between case studies and large samples is currently biased in favour of 

the latter in social science, that it puts case studies at a disadvantage within most disciplines; 

however, the case study is a necessary and sufficient method for certain important research 

tasks in the social sciences, and it is a method that holds up well when compared to other 

methods in the gamut of social science research methodology. Yin (2009b) posits case study 

research experiences is rising recognition, with Tumele (2015) supporting the argument in that 

the valuable strength of case studies is its conceptual validity, which suggests its possibility to 

investigate social phenomenon needs to be analysed in consideration of its context.  

In conclusion, studies relating to the complexities of offshoring may provide more robust 

evidence of impacts of change if designed with a longitudinal approach. This research was 

conducted from the design of the change program through to the official close of the program, 

which was 24 months. An extended longitudinal study over four to five years would provide 

richer, and more in-depth data and findings of the outcomes of a program, and support future 
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practitioners or researchers when studying the phenomena of change. The approach could 

utilize a data-driven approach in that several surveys over a longer time could highlight the 

impact of the changes. 

15  Personal Reflection 

The purpose of this chapter is to reflect on my personal development since starting my DBA 

in 2014. Through the completion of this study and Doctorate I believe my contribution to 

practice and knowledge, and my own development made during this journey, will support 

future practitioners of change, students and other professionals.  

15.1 Reasons for choosing the DBA  

I decided to pursue a DBA because I felt I had unfinished business with regards to my MSc, 

which was relating to Strategy and Quality Management. I completed my MSc with the 

University of Portsmouth, so had experienced the supervisors at first hand, and enjoyed the 

association with Portsmouth. It was understood by myself that a DBA provided the opportunity 

to pursue a project in finding a solution to a practical issue. The area of the research 

environment appeared to have little background knowledge or information in this chosen 

project and research. I was fascinated by the various theories which told how to manage 

change, yet it never really seemed to align to reality or practice. 

I observed during my MSc studies that change management and business transformation was 

being done (from my point of view) in a haphazard way. Having been involved in change and 

transformation over the years, the opportunity arose to take on and lead one of the largest 

business transformation projects in Novartis in regards to organisational change. This would 

offer myself the opportunity to drive a program that would build on my practitioner knowledge, 

and deliver a significant project to Novartis. The DBA would offer me the opportunity to study 

a field of deep interest and contribute to the development of change management practices 

across different geographies and cultures, and for researchers in the field of change 

management. The DBA appeared to resonate more with me, as both the company I worked 

for, and my working life in a corporate setting was much more aligned with practice and the 

case study approach, for the simple reason I was fully immersed in the subject and the 

program. 
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15.2 Personal and Professional, and Motivation Challenges 

In 2014 and 2015 I was fortunate to publish 3 articles in business/practitioner periodicals in 

the Spanish-speaking Americas. 

1. Everything Changes (Todo Cambia, Factores a considerer durante la gestion del 

cambio). PYME Administrate Hoy 2014 (ISSN 1405-325X) 

2. Strategy & Effectiveness (Estratagia y efetividad). PYME Administrate Hoy 2015 

(ISSN 1405-325X) 

3. Applying Lean to Change 2015, Leaners Magazine 

 

The writing of these articles gave me the opportunity to further expand on my MSc, as I found 

the subject of change was not covered in my thesis. However, in starting the DBA the 

weakness I noticed was that I had limited knowledge of the research process, writing and 

researching from an academic perspective. However, through reading, writing and discussing 

with my supervisors I was able to comprehend the style and approach needed to fulfil the 

requirements of the Doctorate thesis. 

During my studies I unfortunately had several setbacks in my private life which played a 

significant part in almost giving up the DBA, which incidentally coincided with a professional 

change in that I was moved from the role of the change manager, into an HR and OD role, 

which was a disruption. However, I was able to overcome these challenges and continue with 

the DBA, which has proven to be a very enjoyable experience overall, albeit a tough journey.  

The DBA has been a stimulating exercise which has stretched my thinking as well as enriching 

my professional capabilities. I have become the trusted advisor in the organisation when 

thought leadership is needed on transformations and change management. In addition, my 

knowledge has helped me develop as a leader, as a thinker and as a professional.  

The creation of the change framework will support my future career, and enable me to test 

and further develop my change model. The DBA journey has opened another aspect of 

transformation, in that digital is now becoming the new reality. I believe I am well positioned 

to further enhance my own knowledge and personal development, but also utilize these skills 

in a corporation, or in a more academic manner, should opportunities arise. 
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and the local laws and regulations of the countries we operate from. 
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Intent of this document: For information only  

This document summarizes (not exhaustively) key aspects of the Novartis Global Service 

Centers (NGSCs), including context, strategy, governance, operating model and guiding 

principles, structure, organisation and functional frameworks. It also gives an overview of the 

locations of the 5 NGSCs and their service offerings.  

The document is intended to be a consolidated reference to the NGSCs and will be an evolving 

document that periodically gets adjusted as we further clarify and develop the NGSCs. The 

document assumes implicitly (unless otherwise stated) that all applicable operating policies of 

the local Novartis organisation, the NBS Service Domains and the NBS support functions 

apply.  

  

Terminology used in this document:  

NGSC is the abbreviation for “Novartis Global Service Centers”  

Domains refer to the 6 NBS Service Domains (IT, Procurement, REFS, HR Services, FRA 

Ops and PLS)  

Functions refer to the 4 NBS Support Functions (HR, Finance, Legal & Compliance and 

Communications & Change Management)  

LT is the abbreviation for Leadership Team  

CEC is the abbreviation for Country Executive Committee  
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Introduction              

Dear Colleague,  

The NBS vision is to deliver “Integrated Solutions that Matter” and our mission is to create 

value for Novartis by being a catalyst for cross-divisional opportunities. To achieve this, NBS 

has embarked since its formation in 2014, in an ambition, multi-year transformation journey. 

The Novartis Global Service Centers (NGSCs) is one of the central components of the NBS 

strategy.  

The NGSCs are located in five attractive and well suited for the purpose locations: Hyderabad, 

Kuala Lumpur, Mexico City, Prague and Dublin, and we expect our presence at these locations 

to significantly grow over the next few years.  

Within NBS, we envision the NGSCs to be key engines that deliver high quality services to 

Novartis through the NBS Service Domains. The NGSCs will also provide a foundation for 

offshoring opportunities to other parts of Novartis. Our aspiration is that the NGSCs will be 

strategically integrated with the business, driving quality, reliability, efficiency and innovation, 

while at the same time providing opportunities for our associates to develop and build 

expertise.  

This document is a reference guide to the NGSCs to help leaders in the organisation better 

understand the NGSCs including key concepts of the strategy, set-up and governing 

frameworks that we have established. As our journey continues and the NGSCs evolve, we 

will update this document accordingly to reflect the latest thinking.  

There is an exciting road in front of us and we have a lot to work on in order to become and 

sustain best in class operations and organisation, but I am confident that we have made a 

strong start in this direction.  

I welcome and encourage all to be part of this journey and to provide input and ideas  

  

Sincerely  

 

 

PMO and NBS Strategy    
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Section I: Strategy  

Strategic context  

  

Over the years, Novartis has pursuit various offshoring projects and strategies, which in most 

cases were independently driven by Functions or Divisions based on their particular 

opportunities. With the formation of NBS we (the NBS LT) have decided to take a more 

systematic approach, which was also endorsed by the ECN. In our approach we:  

Determined that the transformation of the NBS Domains and our ability to maximize the 

potential of NBS requires a significant offshoring strategy.  

Agreed to align on where we will offshore to, and to have only few selected Global locations, 

which we selected based on detail analysis.  

Established an initial operating approach that maintains the overall NBS organisational model 

(i.e., vertical global Domain operational responsibility), but also integrates and coordinates the 

overall approach through central teams.  

The NGSCs are already a key component of the overall Novartis footprint architecture, see 

Exhibit 1, delivering Novartis Business Services activities and house other key units of 

Novartis in same locations.  

  

Exhibit 1: The NGSCs are a key component of the overall Novartis Footprint architecture  

The NGSCs are located in strategically attractive location, Exhibit 2, i.e. Hyderabad, Kuala 

Lumpur, Mexico City, Prague and Dublin and offer many benefits.  
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Exhibit 2: The NGSCs are located in strategically attractive locations with several benefits  

Currently (as of Q2/Q3 2015) we are in the process of operationalizing and refining the 

operating model of the NGSCs, while at the same time we focus on the operationalization of 

the Domain transformation plans and implementation of the offshoring strategy.  

The timeline below, Exhibit 3, outlines key milestones in the journey so far.  

  

  

Exhibit 3: Timeline of key milestones in the development and evolution of the NGSCs  

We anticipate that the NGSC related strategy, set-up and operational particularities will 

continue to be refined and evolve as we progress in our journey and as we maximize the 

potential of NBS and our strategy.  
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Location selection  

After the formation of NBS it became clear that offshoring will be a pivotal component of the 

NBS transformation strategy. Hence, the NBS LT embarked in a detailed discussion of which 

locations we should consider. To answer this question, we conducted a detailed analysis, 

Exhibit 4, of many locations considering multiple factors including labor costs, market 

attractiveness, language, time zones, talent availability, etc. We conducted the analysis with 

the help of external partners (XX) and we solicited more informal input from companies such 

as XX and XX. In addition, we received input from discussions we had with companies who 

have shared services.  

  

Exhibit 4: Detailed analysis was performed for each location  

The selection process took several months, during which we had multiple discussions with the 

NBS LT, the ECN and the progress was also reported to the BoD as part of the regular NBS 

updates. The final endorsement of the location selection came at the February ECN discussion 

where we locked down the 5 locations: Hyderabad, Prague, Dublin, Mexico City and Kuala 

Lumpur.  
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Strategic overview  

NGSCs are a fundamental component of the global Novartis deployment strategy. They are 

essential in the overall NBS footprint shift, become central to the NBS delivery model and 

enable other parts of Novartis to leverage these locations.  

Key attributes of the NGSC strategy, Exhibit 5, are a globalized network of interconnected, 

standardized, 24/7 operations with backup functionality. This ensures optimized services and 

delivery due to effective, efficient, and continuously improved processes, excellent 

responsiveness and high-quality outputs while compliant to all guidelines. NGSCs strive to be 

leading in innovation and collaboration, with a focus on seamless partnership with the 

businesses, and unprecedented agility and speed to deliver new service models with end-to-

end processes and next generation services. Technical integration, automation, and new 

systems will increase the speed of service delivery.  

  

Exhibit 5: Aspiration and intent of the Novartis Global Service Centers  

  

Key Benefits of the creation of and consolidation at the NGSCs are Costs, Quality, 

Compliance, Speed, Innovation and engaged talent. These benefits will materialize in each of 

the NBS domains as they establish and grow their presence at the NGSC. In particular, we 

expect that: Costs will be lower because of labour arbitrage, economies of scale, and process 

standardization, thus increasing profit margin  
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Quality will be higher due to global standardization, relentless continuous improvement and 

consistent measurement of services thus enabling the organisation to better business 

outcomes  

Compliance will be enforced by consistent controls, process transparency, clear accountability 

with a clear benefit of reduced risk  

Speed increases thanks to the global network with solid scale and expertise to balance 

demand and mobilize quickly for the development of new solutions, allowing the user to 

respond faster to business needs  

Innovation excels using and sharing high-end technologies, pilots testing and constant 

ambition to evolve current and develop new services, consequently increasing productivity  

Talent will be carefully selected with pipelines for key roles, and encouraged to foster core 

Novartis values, building better collaboration, a community of practice and quick backfills.  

 

Offshoring Priorities  

Offshoring priorities have been identified by each NBS Domain and focus on achieving quick 

wins in high cost roles and expensive contractors, transactional activities and global language 

independent services, but also on consolidating country operations and expending existing 

services to more customers.  

  

Exhibit 7: Domain offshoring priorities  
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Roadmap  

NGSCs will need several years to maximize their value and capture all the benefit, and a high 

level Roadmap has been identified with three Phases 

Phase I: Set-Up/Implementation (2015-2016)  

Phase II: Optimization (2017-2018)  

Phase III: Maximization (2019+)  

As we progress in our journey, the priorities, outputs and milestones within each phase will 

become clearer and detailed out further.  

In addition, we expect that the NGSCs will increasingly play a more important role in the overall 

deployment strategy (i.e., beyond NBS).  
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Section II: Overview of the 5 NGSCs  

  

Hyderabad      

“Over the years, Novartis has developed an industry-leading capability at Hyderabad. The 

center has evolved as a strategic hub for Novartis and is a competitive advantage for Novartis”  

Key facts about the location  

Hyderabad is the capital of the southern Indian state of Telangana, with population of over 8 

million, making it the sixth largest city in India.  

Known as the ‘Pharmaceutical’ capital of India, with major Indian and multi-national companies 

in pharmaceuticals and bio-technology. Also, one of the top three global services hubs in India, 

hosting large operations of several multinational and domestic companies, such as Deloitte, 

Amazon, UBS, HBSC, Google, Facebook, DuPont, Capgemini, Oracle, and IBM and 

Accenture.  

Hyderabad hosts several educations institutions such as Indian School of Business and 

NIPER.  

The city is centrally located, cosmopolitan, cost-competitive and has a rich blend of pharma, 

analytics, Information Technology and Finance & Accounting talent base. Hyderabad’s 

business infrastructure and connectivity are rated to be amongst the best in India. The local 

government offers a stable and business-friendly environment, actively engaging in dialogue 

with the Industry bodies to foster growth.  

Key facts about the Hyderabad  

Hyderabad enjoys the presence of all the six NBS domains of NBS and other divisions of the 

company.  

Setup in 2007, the center has been consistently developing capability and experience in many 

areas of operations with the result that today, there are several global Centers of Excellence 

such as Business Analytics, Clinical Development, Brand Development, Sales Force 

Effectiveness, Information Technology, HR Operations, Quality and Drug Safety. Currently, 

several NBS domains such as Procurement, IT, HR and PLS are expanding significantly.  
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 Kuala Lumpur    

 

A dynamic and performance driven manager with 13 years’ experience in building and leading 

high performing teams in Pharma and Retail environment through developing and executing 

strategic plans designed to facilitate growth. An inspirational leader capable of coaching and 

empowering individuals and teams to fulfill their potential as well as make a significant 

contribution to the company. Joint Novartis in year 2000.  

 “We are your trusted partner – understand your needs and are easy to work with”  

Key facts about the Location  

Kuala Lumpur is the national capital and most populous city in Malaysia  

Size: The city covers an area of 243 square km (94 sq mi)  

Population: of 1.67 million. Metropolitan area 7.5 million people. Multiple ethnicity, largely 

Malay, Chinese and Indian; with 9% foreign residents.  

Fastest growing metropolitan regions in South-East Asia, in terms of population and economy 

Kuala Lumpur is the economic and business center of the country  

The Gross Domestic Product (GDP) per capita for Kuala Lumpur is at RM79,752 million in 

2013. The service sector comprising finance, insurance, real estate, business services and 

others represents about 83.0 percent of GDP, the remaining are manufacturing and 

construction  

Key facts about the Kuala Lumpur  

Kuala Lumpur (2 buildings) is housing GenMed, Oncology, Sandoz, Alcon Lab and NBS  

 

Option for East Asia regional center with potential to play global center role can serve regions 

with Chinese, English and the Malay language. The location is easily accessible by plane and 

about 40 min from the airport  
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 Mexico City    

 

“NGSC Mexico build-up; the most exciting “LEGO” project we have ever done, with a very nice 

touch of the Mexican flavour and his amazing people”.  

Key facts about the Location  

Mexico City is the capital of Mexico, the country's largest city in its center at an altitude of 

2,240 meters (7,350 ft), and its most important political, cultural, educational and financial 

center.  

Size: 1,485 square kilometers (573 sq mi)  

Populations: 8.84 million (city proper, 2009), Greater Mexico City population is 21.2 million 

people, making it the largest metropolitan area in the western hemisphere.  

Mexico City is one of the most important economic hubs and financial centers in the Americas.  

Mexico City/Greater Mexico City has a gross domestic product (GDP) of US$390/US$411 

billion in 2011, ranking as the eighth richest city in the world and making it the 30th largest 

economy in the world. It has one of the world's fastest-growing economies and its GDP is set 

to double by 2020.  

  

Key facts about the Mexico City  

Eight buildings within a campus housing all Novartis divisions.  

The location is easily accessible by plane with direct flights to main capitals in LaCan, USA 

and Europe and 40 min from the international airport Benito Juarez.  
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Prague     

 “NGSC Prague is playing an important role in NBS domain operations and innovation  

providing large, diverse and skilled talent pool from Central and Eastern European countries.”  

Key facts about the location  

Prague is the capital and largest city of the Czech Republic, 15th largest in the EU, with direct 

flight connections to all major European cities.  

The historic center of Prague is a part of UNESCO’s list of World Heritage Sites.  

Population: 1.24 million, metro area 2 million.  

Prague has a wide range of public and private universities, notably Charles University founded 

1348.  

Prague is a location of many international companies and shared service centers (Accenture, 

HP, DHL, SAP, JNJ, Siemens, SITA, Covidien, CSC, MSD, etc.). The modern economy is 

service and export oriented generating 25% of the national GDP.  

Industry: Pharmaceuticals, FMCG, information technology, electrical engineering and 

automotive; Services: Financial, informatics, commercial, trade, and tourism.  

Key facts about the Prague NGSC  

Located in an attractive part of Prague easily accessible by metro and well connected to airport 

Prague NGSC was established in 2012 as IT Hub providing global IT services and is growing 

fast in scope and size. Recently, NGSC Prague began hosting IT, HR Services, FRA, 

Procurement, REFS and Finance.  

Prague has established NBS functions for HR BP, Finance, Change & Comms, and Legal & 

Compliance. NGSC Prague multi space offices are designed for global team’s collaboration 

and flexibility utilizing the latest global Infrastructure services - Skype for business with 

softphones, interactive Lync meeting rooms, Videoconferencing, High density WiFi and 

Condeco workplace booking system.  
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 Dublin   

“Many good things have started here.”  

Key facts about the location  

Dublin is the capital and largest city of Ireland and listed among the top thirty cities in the world.  

Size: The city covers an area of 243 km2 (94 sq mi).  

Population: 1,273,069 (city proper), 1,801,040 (Greater Dublin area, 2011)  

Dublin is global in the scale of its education and research infrastructure and is well positioned 

as a “knowledge” city. Dublin benefits from having seven third level institutions including 

University College, Dublin, Trinity College Dublin and Dublin City University.  

Ireland offers a stable business-friendly environment and Dublin, its economic center, is home 

to a large number of global, IT, financial services and healthcare companies.  

Companies such as Microsoft, Google, Amazon, eBay, PayPal, Yahoo!, Facebook, LinkedIn, 

Twitter, Abbott, Pfizer and Citi now have European HQs and/or operational bases in Dublin.  

Located on the coastline and at the foot of the mountains, Dublin offers a wide range of outdoor 

activities and a great lifestyle for its residents.  

 Key facts about the Dublin NGSC  

Delivering multi-functional, multi-channel business services across PLS (scientific & 

commercial), HR Operations, IT and Procurement.  
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Operating model framework  

Function Support and Domain Responsibility at the NGSCs  

NBS has its own four Functions (HR, Finance, Legal & Compliance and Communications & 

Change Management) that support NBS. Each of these Functions has a clear mandate as 

shown to support NBS, which also applies to the support they need to provide at the NGSCs. 

Within this mandate, the Functions are expected to place (or secure) appropriate resources in 

each of the NGSCs so that the NBS organisation can operate and be supported appropriately.  

  

In addition, HR, REFS and IT have a particular role to play as the NGSCs expand. In particular 

infrastructure (such as staffing processes, onboarding, space and IT equipment) should be 

managed and provided based on the demand for quick expansion. In some of the NGSCs we 

will have hundreds of new hires per year, which will require significant effort.  

Domains also have a shared responsible for the success at the NGSCs. Each domain that 

builds presence at the NGSC needs to have a clear local head, who is responsible for building 

their Domain and can work closely with the NGSC Board as described in “Section III: 

Governance” as a local representative of their domain. Changes in Domain plans should 

quickly, proactively and transparently be communicated so that the planning teams and 

functions can adapt accordingly.  
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Appendix B: Change Model Sources 

ChangeFirst: https://www.changefirst.com/ 

Prosci ADKAR: https://www.prosci.com/ 

McKinsey Influence Model: https://www.mckinsey.com/business-functions/organisation/our-

insights/the-four-building-blocks--of-change 

TowersWatson: https://www.towerswatson.com 
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Appendix C: Pre-Change Program Kick-off Questions (Interviews and Survey) 

NGSC LT INTERVIEW QUESTIONS: 
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NGSC SURVEY QUESTIONS: 

 
 
Please choose one of the following 
 

Your Site 

Mexico City 

Prague 

Dublin 

Kuala Lumpur 

Hyderabad 

 

 

Your Domain: please indicate your Domain 
 

IT 

REFS 

Procurement 

HR 

FRA Ops 

PLS 

HR 

Finance 

Comms  

Legal 
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These questions refer to your specific working location (NGSC site):  

Effective Leadership Strongly 
Disagree 

Disagree Somewhat 
Disagree 

Somewhat 
Agree 

Agree Strongly 
Agree 

We have an environment where 
people feel able to give realistic 
feedback about the change. 

      

My manager role models the 
behaviours required for the 
change. 

      

My manager inspires me to do my 
best work. 

      

My manager effectively 
communicates what our Novartis 
Global Service Centre (NGSC) is 
trying to accomplish 

      

My manager communicates the 
reasons for the change as well as 
the consequences of not 
changing. 

      

I understand the changes I am 
being asked to make. 

      

My Manager helps me effectively 
complete my work. 

      

We have a healthy work 
environment that enables me to 
reach peak performance. 

      

The information I receive about 
NBS and our GSC is useful. 

      

I am excited about the future of 
our Service Centre. 

      

 
Please provide the most suitable answer relating to the following statement: 
 

 Too Much Too Little Just Right 

 The amount of information I receive about NBS 
and our Service Centre is:    
  

   

 
Please provide the most suitable answer relating to the following statement: 
 

 Increased Decrease
d 

Remained 
the same 

My stress level at work in the past year has    

 
Choose all that apply: I believe the following will occur within the next 12 months: 
 

  

We are able to hire the people we need to do the work.  

I expect to transition into another role.  

My current manager will transition to another role.  

We will not hit our CSAT targets.  

I anticipate personal changes that will have some 
impact on me. 

 

A significant change in job responsibilities.  

A significant change in my skillset will be required / 
more training will be needed. 

 

An increase in workload THAT COULD IMPACT MY 
WORK / LIFE BALANCE. 
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Appendix D: Interview questions – Research of program implementation 

 

Interview script / guide for the Change Management Program for the NGSC’s in Novartis 

Introduction 

Thesis Title: A Study of the Implementation of a Global Change Program for Shared Services 

(Novartis Global Service Centres).  

Context of the Thesis 

In the context of my PhD thesis in organisational Change management, I plan to conduct 

qualitative research with the aim to understand the change taken in the Novartis Global 

Service Centres, to understand the approach, the leadership challenges, communications 

strategy and potential / approach improvements in regards to the change program for the 

NGSC’s or broader NBS/Novartis.  

For this purpose, the intention is to conduct interviews with Change Management 

Professionals, heads of the service centres, and leaders within the service centre functions, 

in addition potential interviewees from Human Resources and project managers of the 

different domains impacted by the organisational change. 

Building blocks of the interviews 

The interview consists mainly of three major building blocks: 1) the change management 

process applied in the NGSC; 2) The Leadership aspects and challenges during the change 

management initiative; 3) The communication strategy used; 4) The interventions during the 

change process 

The overarching aim of the interviews are:  

• to understand the applied change management process for the Novartis NBS 

Change (as a whole)  

• to understand the leadership challenges during the organisational change process  

• to understand the organisational communication strategy and channels used / 

potential usage during organisational change 

• to discuss the interventions deployed 

Procedure 

Selection of the candidates for interview 

The candidates for the interviews (samples) have been identified in collaboration with the 

Organisation, and supervisory team.  

Principles applied for the sampling 

As the objective is primarily analysing the context of Novartis NBS (NGSC) Change Program, 

there will be a selection of Change Management Professionals supporting and managing the 

change process within the sites.  
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Interview Script 

The scope, the targets and the context of the interviews will be communicated to the selected 

interviewees by email prior to the interviews, asking for the willingness to share the 

experiences and contribute to the thesis.  

Welcome, thank and Introduction 

Introduction to the target and procedure of the interview and thank for the willingness to 

participate and for the time offered to me. 

As the interview will be recorded, an approval will be necessary and agreed by email or signed 

by the interviewee. 

1. Pre-Questions (about the interviewee, prior to the interview) 

• How are you involved in the change management process? 

• How many years of experience do you have in the field of organisational change?  

• How would you define change management? 

• How would you describe how we do change management in Novartis? 

2. Building block 1: Change Management Process applied within (NGSC) NBS  

• What recent Change Management project(s) were you involved in? 

• What are the phases within the Change Management Process applied at Novartis? 

• What are, based on your experience (made during the NGSC Change program), 

possible areas for improvement?  

• What would you do differently in the future and why? 

3. Building block 2: Leadership Challenges during the NGSC Organisational Change 

Program 

• What were the overall challenges experienced during the NGSC Change Program?  

• What were the leadership challenges during the different phases of the change 

Program? 

• What activities were taken to mitigate the leadership challenges during the different 

change management phases? 

• What are the reasons for the choice of the specific mitigation activities? 

4. Building block 3: Change Management Communication Strategy during the NGSC 

Change Program 

• What was the communication strategy chosen for the NGSC Program? 

• What were the communication channels used / and preferred during each change 

management phase? 

• What were the objectives of the communication strategy for the different change 

management phases?  

• Based on the experience you made during the Novartis Change Program, what 

improvement potentials are there? 

• What worked well? 
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5. Building block 4: Change Management Interventions? 

• Did you attend any of the workshops? 

• What did the kick-of workshop aim to achieve? 

• What specific outcomes were achieved? 

• What other interventions were introduced?  

• What was the outcome overall? 

6. Closing Questions 

Are there other important aspects to address not covered during the interview that you would 

like to add? 

 

Notes 

Challenges, Feedback and possible amendments 
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Appendix E: NGSC Post Program Survey 

Survey questions sent post interview and program (Interview participants). 

• Please indicate your work location 

• How would you define a successful change? 

• What is the most critical success factor for change? 

• Why do change programs fail? 

• Which function should drive change? 

• How would you rate the NGSC change program's execution? 

• Please suggest improvement opportunities for future change programs 

• What is the overall purpose of the NGSC, now that the Change Program has 

finished? 

• How well do you think we have achieved the purpose? 
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Appendix F: WordCloud Responses 

How would you define a successful change? 

 

What is the most critical success factor for change? 

 

 

 

 

Response
A Change should include an effective planning and a solid communication strategy

A change is successful when it achieves its purpose, and the people involved or affected by the change adopts it and promotes it.

A change where the rationale is clearly explained + understood. Where associates have been part of helping to shape the change and 

the story

A transformation that gives the expected results

Change implemented without jeopardizing the core business and resulting in the new business set-up performing successfully in a short 

time.

Getting to end state without business interruption, not loosing associates enthusiasm and involvement,

It is a transformation well implemented in a organization, without disruptions, with new advantages and with minimum resistance

It would have to be very well planned and communicated so all the people can be involved

Less bureaucracy and more simplicity on processes

New becomes the norm with business continuity and people engagement

No negative impact

One where changes are communicated with enough time and where information is shared with good timing. People with clear 

expectations.

The objectives have been achieved and the employees confirm through interactions that they agree with the change

Understood, Impact, Executed, Measured

When all of the goals have been achieved

When everyone understand what is changing and the change is clear from x to y, if not everything could be seen as normal.

When the overall objectives is achieved with the least disruption to business

When you can see, step by step, how the change and what was communicated turns into a reality

When you have a low impact in the current operation and people maintain or increase the motivation

change is fully accepted and embraced by LT and associates

implementation

the objectives have been managed through to completion

transition effected with buy in and support of those who are impacted

when the change is done in a smoothly way but when it finishes the result is great

when the objective of the change have been reached

when the objectives have been achieved

Response
Communication

Communication & clear destination where we are going, clear time frame, leaders visibility - walk the talk,

Communication before implementing, an effective  follow up during the process and evaluation and communication after the change.

Communication of the WHY

Communication shared timely to the right people.

Effective Stakeholder Management

Employees buy in

I think it´s the communication and involvement of the people to have a good result

Integrated change management leveraging the full change management toolbox and sustained well beyond the go-live date.

Open communication and transparency,  understanding why, how, when and even who

People: if people is not correctly involved in the change, change will not happen.

Planning

Role Modeling

Smooth, Great and transparent Communication, understanding and taking care of people feelings

Sustained engagement and involvement of those affected by the changes

The understanding of change and commitment on the part of those involved

Upfront decide what success looks like, buy-in and execution

clear rationale for change. clear communication of that rationale and process for change. measure improvement

good planning and clearly defined future

having employees feeling engaged and part of the change

having the right people in place to drive the change

high performance during and after change AND happy people :)

leadership commitment to the change

people

resources, budget and getting enough time with the people

teamwork
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Why do change programs fail? 

 

Please suggest improvement opportunities for future change programs 

 

Response
Bad planning and different execution

Because of the lack of real commitment (people)

Because of resistance of some key members of the team and also for lack of minimum communication to the entire organization

Because of the misunderstanding of the change's purpose

Because the vision shared is not attractive, has not been communicated enough and basically change is pushed throughout the 

company

Because there has not been plans for correct communication and get feedback from people. People will promote what they believe in.

Big words, transparency, not open communication why and what is the impact, site agenda, external consultants driving change on 

behalf LT

Buy-in, execution, communication, "so what" of change undefined

Change management efforts insufficient, disconnected, contradictory and/or nor sustained.

Communication

For the lack of planning and communication

I think it could be about a wrong planning and communication can damaged the correct involvement and results

Lack of management knowledge and support

Lack of planning, communication and availability

Lack of sustained focus to continue to embed the change and to adapt over time. New priorities always come along and resource get 

redirected

Not telling the true, no communication at all, no taking into consideration people, don't sell benefits of the change

The impacted people are not often communicated timely or their inputs are not considered in the planning of the change.

inadequate resourcing, lack of consultation with those impacted, no measurement of improvement afterwards

installation instead of implementation, time not given to absorb all parts of the change

lack of planning

managers / leaders not visibly leading the change

no transparency in what is happening

not enough acceptance of the change, and not enough focus from leaders

not enough time spend on change management and people engagement

not enough time spent on the people side of change. we dont involve them early enough. we do change which ticks the boxes for 

managers

sponsorship and empowerment to drive a program

Response
Better communication

Communicate better available tools, workshops etc. and not only for the NGSC People, also we need to understand how to handled the 

change with the people in the countries that will be impacted

Communicate openly reason and destination where we are going, don't underestimate capacity required for execution, add reflection and 

recognition, formally closse change part one and open next phase

Communication for global programs should be on time and not as an obligation to do in short period of time, also all the Heads must 

have skills for change management

Create lobbyng with countries prior to change the operations to NGSC to avoid resistance, there are customers more open to changes 

than others.

Deffinitley I would like to see more involvement of comms

Ensure that change is aligned with other changes in temporal proximity. Too often one change is overridden by another (uncoordinated) 

change shortly after, affecting same or similar business areas.

Focus on people in addition to program

I think it was a very good deployment and follow up

Increased comms, increased engagement at all levels, team building events, trainings

More budget to train people and deliver programs. Managers need to be more courageous

More frequent and accurate communication

More information at all levels and better sourcing knowledge.

More simplicity on methodology and better stakeholder management

More x-functional approach. It seemd to become less visible and less in focus

N/A

Not to make the changes programs tedious or boring, maybe innovative campaigns or events

Proactively include the relevant or affected areas to communicate the change and involve them in the change.

The rigth people needs to be involved in the rigth time. There ir a lot of planning at higher levels of the organization but communication to 

the impacted people alwas comes in a very delayed time.

active change community across domains & functuions

aligning with the overall stakeholders and aligning the communications and the plans from each business

better alignment between the3 various business units would help, and stonger governance to sustain the changes

coherent plan communicated at start of year  as to changes that will be made

engage people earlier, and be serious about how we organise the design and structure of the business

upfront communication

we need a more programatic approach which is driven from the top, and in alignment with all stakeholders, and not just a fancy program 

to tick the boxes
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What is the overall purpose of the NGSC, now that the Change Program?  

 

Response
Change not finished with country transformation. Purpose: World class service delivery engine helping Novartis achieve goals.

Deliver world class services

Facilitate collaboration and seize opportunities across divisions in order to build services for future needs and create value

Follow up the program in an affective way

Generate efficient processes by centralizing cross-divisional and corss-country processes.

I did not think it had finished? lots of chnage still in PLS and NBS IT  and the other domains which impact on NGSCs

I have no idea, but assume that is linked to the transition stages

Improve some processes, working with associates in accept and be loyal with the change

Lead and inspire an integrated organization to pioneer world class services

Lead the change

NGSC's are one aligned network generates productivity,utilizing cross geography and domains synergies, and delivering high quality 

services.

NGSCs are part of our way of working and help domains achieve far greater efficiency, effectiveness + innovation through focus + 

expertise

Provide services to a region on a simple and standarized way.

Standarize

Take to the action and practice the outcomes in order to improve and be ready for the next years as a team/NGSCS´s

To become a number one service center in our region and offer the best service to our own internal clients

To deliver low cost, high quality services

To get knowing of the results regarding the change program objective and apply them within the company

To provide centralized services to the Novartis businesses in a standardized and efficient way.

creating an environment that enables and inspires individuals & teams to deliver world-class services

high quality services at the right cost

meet business objectives for lower costs and better services

run the services better and cheaper

shared services, centralised operations, career opportunites

to deliver world clas services to novartis

to deliver world class services to novartis
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Appendix G: Interview Invitation 

 

Dear Colleague, 

You are being invited to participate in a research project which forms part of the requirement 

for the award of my DBA. I am writing to you in the capacity of a student researcher and as 

the head of the NGSC Change Program. This research will serve both my personal 

doctorate studies and the needs of the company. You are under no obligation to participate, 

your choice will have no impact, either positive or negative, on any working relationship we 

might have. 

 

I would like to invite you to participate in an interview regarding change management practices 

and the NGSC Change Program within the scope of the NGSC’s.  

The Interview should take no more than 30 minutes to complete, and your answers will help 

us better understand what is working with regard to change management in regards to the 

Novartis Business Services/NGSC strategy, and where we have opportunities to better 

address the needs of our organization based on our 2016 priorities and 2017 outlook.  

The interview data will be used to support the Doctoral research project being undertaken for 

academic purposes. The findings of the research and interviews form part of the overall thesis, 

and organisational studies being undertaken within Novartis and the University of Portsmouth. 

If you are willing to participate in a short interview, please reply to myself through email. On 

accepting your participation, I will set up an introductory call to inform you about the research 

and the approach. 

I very much look forward to your positive response in support of this interview and research. 

 

Kind regards, 

 

Steven 

 

NOTES:   

1. All responses will be treated confidentially and only agreed responses between the interviewer and 
interviewee will be shared after an agreed review. 

2. This interview forms part of a DBA research project currently underway to understand and to 
assess how effective the change programs have been implemented across the Novartis Service 
Centres. 

3. The data and outputs will be treated with the highest levels of confidentiality, and individual 
responses will be anonymized. 

4. By participating in this interview you agree and understand that participation is voluntary. On 
completion, you are providing your consent for this research and survey data to be used in reports 
and doctoral research. The results of this study may be published and / or presented at meetings 
or academic conferences. 

5. On completion of the interview, withdrawal will no longer be possible after the data analysis has 
been completed and published, which includes the final thesis, internal reports and publications 
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CONSENT FORM: Interviews 

Title of Project: 

Name and Contact Details of Researcher(s): 

Name and Contact Details of Supervisor (if relevant): 

Ethics Committee Reference Number:  

 

Please review the following before the interview. 

1. I have read and understood the information sheet for the above study. I have had 

the opportunity to consider the information, ask questions and have had these 

answered satisfactorily. 

 

2. I understand that my participation is voluntary and that I am free to withdraw at any 

time up to the point of data analysis without giving any reason.  

 

3. I understand that data collected during this study, could be requested and looked at 

by the university and Novartis authorities. I give my permission for any authority, 

with a legal right of access, to view data which might identify me.  Any promises of 

confidentiality provided by the researcher will be respected. 

 

4. I understand that the results of this study may be published and / or presented at 

Novartis meetings or academic conferences. I give my permission for my 

anonymous data, which does not identify me, to be disseminated in this way. 

5. I agree to the data I contribute being retained for any future research that has been 
approved by a Research Ethics Committee.  

6. I consent for my interview to be audio recorded.  The recording will be transcribed 
and analysed for the purposes of the research and data analysis.  

7. I consent to verbatim quotes being used in publications; I will not be named but I 
understand that there is a risk that I could be identified.   

8. I understand I have access to my interview transcript, and reserve the right for the 
interview to be withheld from the data analysis, reports and thesis. Once the data 
has been published in a report or thesis I am no longer able to withdraw my 
participation. 
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Appendix H: Survey Invitation 

 

 

  

Dear Colleague, 
 
You either recently participated in an interview which I conducted regarding change management 
and the research I am conducting, or I will be setting up time with you.  
 
Could I ask you to spend a few moments (literally 5 minutes) of your time answering some further 
questions on Change Management, which I will use to re-inforce the qualitative (interviews) 
answers I received from you. 
 
Please note, the survey is completely anonymous and I will have no way of identifying you in any 
form whatsoever. All responses will be used to further deepen my understanding and knowledge of 
change management, and support my thesis. 
 
Please click here to start: https://www.surveygizmo.eu/s3/90041332/CM-Survey-NGSC 
 
I thank you kindly for your support and effort in answering this survey. 
 
Regards, 
 
Steven 
 
 
Steven R. Partridge 
Head, NGSC Change Programs 
Novartis Business Services (NBS) 
 
Phone: +41 61 324 6723 
Mobile: +41 79 570 5611 
steven.partridge@novartis.com 
 
https://www.novartis.com/ 
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Appendix I: Prosci Webinar 
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Appendix J: Ethical Approval 

 

 

9 December 2016 

 
Steven Partridge 
PhD Student 
Portsmouth Business School 
 

 

Dear Steven 

 

Study Title: A Study of the Implementation of a Global Change 

Program for Shared Services (Novartis Global Service 

Centres). 

Ethics Committee 

reference: 

E387 

 

 

Thank you for submitting your documents for ethical review. The Ethics Committee was 

content to grant a favourable ethical opinion of the above research on the basis described in 

the application form, protocol and supporting documentation, revised in the light of any 

conditions set, subject to the general conditions set out in the attached document, and with 

the following stipulation: 

The favourable opinion of the EC does not grant permission or approval to undertake the 

research. Management permission or approval must be obtained from any host organisation, 

including University of Portsmouth, prior to the start of the study.  
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Summary of any ethical considerations: 

FEC has granted a favourable ethical opinion subject to the following conditions and 

submission of amended documentation. 

Q10: Please amend the text to state that withdrawal of interview data will be possible up until 

'the interview has been transcribed'.  

Q11: Please state that raw data will be shredded one year after the award of the DBA 

('award' being taken as the date of graduation).  

DOCUMENTATION TO PARTICIPANTS 

'Invitation to participate': 

1) Please spell out DBA in full in the first paragraph, as it's unlikely that potential participants 

will know what this is, and - 

2) The fourth paragraph has a typographical error in the first sentence (delete 'to'). 

 

 

Documents reviewed 

 

The documents reviewed by Daniel Bedford [LCM] + PBS Ethics Committee 

  

Document  Version  Date  

Ethical Review application 1 29 Feb 16 

Questions 1 29 Feb 16 

Survey 1 29 Feb 16 

Ethical Review application 2 12 July 16 

Response to FEC 1 12 July 16 

Ethical Review application 3 7 Nov 16 

Consent form 1 7 Nov 16 

Ethical Review application 4 25 Nov 16 

Consent form 2 25 Nov 16 

 

 

Statement of compliance  

The Committee is constituted in accordance with the Governance Arrangements set out by 

the University of Portsmouth. 
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After ethical review 

 

Reporting and other requirements 

The attached document acts as a reminder that research should be conducted with integrity 

and gives detailed guidance on reporting requirements for studies with a favourable opinion, 

including: 

• Notifying substantial amendments 

• Notification of serious breaches of the protocol 

• Progress reports 

• Notifying the end of the study 

 

Feedback 

 

You are invited to give your view of the service that you have received from the Faculty 

Ethics Committee. If you wish to make your views known please contact the administrator, 

Christopher Martin. 

 

Please quote this number on all correspondence: E387 

 

Yours sincerely and wishing you every success in your research 

 

 

Chair  

Email:  

 

Enclosures: 

 

“After ethical review – guidance for researchers” 

 

Copy to:  

Dr Emma Brown 
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Appendix K: Researcher Profile 

Change Management, Transformation, Business and Operational Excellence Leader 

A versatile leader with extensive international experience and a proven record of successfully 

contributing to and leading business transformation, digital and operational excellence. 

Accomplished in driving world-class change programs and operations to complement 

corporate strategy across multiple locations. Broad experience in developing programs for 

growth, building people and process capabilities, to create a culture of innovation, continuous 

improvement and operational excellence, and strengthen the business functions. 

Experience:  

Head of Change Management - Novartis Business Services 

Drive the successful implementation of global change management programs, and 

responsible for leading and delivering the human resource and change management 

strategies that drives the transition of services in-line with the business strategy. Define, 

design, deploy and lead the programs for the mindset, culture and behaviour changes needed 

for organisational development, transformation and success. Enable faster adoption, and 

utilization for greater proficiency of the changes that impact the Business to increase benefit 

realization, value creation, ROI and the achievement of results and outcomes.  

Global Head of Enterprise Business Process Management & Business Architecture 

Manage Change & Process Transformation programs, and address Business and IT 

improvements, for sustainable, robust business outcomes. Direct, Lead and manage the 

Novartis Enterprise Business Process Management practice by defining and managing the 

strategy, roadmaps and deployment of BPM, for the end-to-end process landscape, business 

value streams. Deliver business value through the effective management of IT resources 

(people, financial resources, services) and digital solutions. Manage a team of BPM and LEAN 

Six Sigma black belts to facilitate and drive improvements and ensure simplification, 

standardization, scalability and cost-effective outcomes. Responsible for the IT & Business 

Process lifecycle and Process Governance framework.  

Global Head Lean Six Sigma & Quality 

Senior manager leading the HP global lean six sigma, and Core Quality Management 

organisation for HP Enterprise Services. Defined and Lead the strategic direction of the 

Business Improvement program in Enterprise Services. Develop strategies and plans to 

execute operational transformation projects to reduce inefficiencies and increase operational 

effectiveness and productivity in a complex multinational organisational setting. Managed the 

P&L. 

EMEA Transformation & Improvement Lead 

Lead an international team of Lean Six Sigma and quality practitioners to execute business 

efficiency, productivity and customer quality improvements initiatives, and deployed the Lean 

Six Sigma program to leaders and frontline staff in key operations. 
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Appendix L: Form UPR16 

 


