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Purpose - The purpose of this paper is to understand the perception of change
management by French millennials working in large companies in France. In fact, we
are in a changing environment with the development of more and more technologies,
as much for the core business of the companies as for the improvement of internal
processes. Moreover, the work environment and the company’s culture are

progressing to more collaborative state. One of the phenomena linked to this may be



the development of start-ups which are disrupting the market with new technologies
and new ways of working. In this context, it would be interesting to study the large
companies and their actual situation.

Findings — The French millennials have a good perception of change management.
However, the focus should be on the preparation of the change which includes a
stakeholder mapping, an action plan building, and gaining the support of the top
management.

“‘Men make the history and not the other way round” as the US President, Harry S.

Truman, said.
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1. INTRODUCTION

This purpose of this thesis is to understand better the French millennials working in
large companies in France about their perception of change management. This first
chapter would introduce the phenomenon and the research problem. Moreover, the
theoretical framework, delimitations, the research methodology and the structure of

the study are presented towards the end of the chapter.

1.1. Background

Today, the French company mapping is structured with large companies like the
famous CAC 40, also intermediate-sized, small and medium enterprises, and an
increasing number of start-ups as we can see with the establishment of the Station F
in Paris, the biggest start-up campus in the world. In fact, start-ups are disrupting the

market with innovation and new company culture.

In parallel of the development of new company structures, technologies keep renewing
with innovations and new way of thinking. This is a continuous process in our societies.
In fact, millennials, the generation born with computers and the internet are already in
the labour market working with people who had other working methodologies before
the internet era. The concern is about adaptability and, more importantly, the time
needed to adapt. We should admit that some people could adapt very quickly and
easily to any changes and it would be interesting to discover the reasons behind such

adaptability.



In addition, the change management is a continuous learning. Following a disruptive
innovation, a lot of tools and processes become outdated and replaced by more
innovative tools and processes. Through these changes, people have to adapt. From
an individual point of view, there is a challenge to change. However, in this case, we
only have a single self to convince. When talking about changes within large
organisations, we face tons of people involved in the process, various point of views
and different interests. In large organisations, a new process or tool takes a lot of time
to be implemented and accepted. Then, changes in old habits demand at least twice
more efforts and time. Change management comes into play here to make the
adoption as smooth as possible and as quick as possible. Change is an interesting

field of study because it changes with the epoch and needs differ.

However, lots of people are reluctant to changes for many reasons: customs, lack of
information or the price required at the beginning of the change, for instance. In the
case of resistance, if we took too much time to adapt compared to our competitors, we
could lose lots of great opportunities and revenues in consequence. The challenge of
companies is to adapt to novelty in order to increase efficiency and profits. Companies
have to keep the rhythm of the society to avoid being knocked out by more innovative

structures which adapt themselves faster to the pace of the society.

In this context, it will be interesting to study the large companies, how they react to the
change in terms of technology innovation and how they allow their employees to

express their needs and guide them to change.



1.2. Research questions

The aims of the research are to discern the organisational and behavioural aspects of
a large organisation and its people concerning change management. The research
will enable a deeper understanding the functioning of a large company that involves a
large number of people to coordinate, a large revenue to generate, a large number of

departments to manage and a lot of external parties to deal with.

Since we are in a digital era, the focus of the study will be on digital tools adoption of
our large organisations in France. Companies have to adapt to innovation to keep the
rhythm of our societies and use the innovation to take the most advantage out of it.
Nowadays, a lot of large companies are embarked on organisational or/and digital
transformation. Then, change management is key in all processes and more and more
change theories are developed. However, some organisations might be ‘stuck’ in the
middle of the change process. Some organisations will not put transformation on their

action agendas even if productivity and profits suffer from the resistance to change.

The phenomenon is very intriguing and research about it would make the phenomenon
easier to understand and maybe find solutions. Actually, there are a lot of dimensions
that could be studied in change management. The researcher decided to concentrate

on organisational and behavioural factors because they are the closest to human.
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Moreover, the population chosen for the study is the millennials because 40% of the
French active population in 2018 is part of the Generation Y, the millennials (aged
between 15 to 39 years old) according to Insee, the French National Institute of

Statistics and Economic (Insee.fr, 2019).

The main research question of the study is:

How change management is perceived by French millennials working in large

companies in France?

To better answer to this research question, the researcher framed the following sub-

questions:

1. What are the organisational impacts on the perception of change management
and how it affects the perception of millennials?

2. What are the behavioural impacts on the perception of change management
and how it affects the perception of millennials?

3. What are the factors of successful change management?

11



In Table 1, the researcher presented the objective of the research questions above,

the methods and the data used to answer.

Research Question

Research Objective

Method and data

The main Research

Question:
How change management is
perceived by French
millennials working in large

companies in France?

To understand the perception of
change management by French
millennials, to examine the
relationship between millennials
and large companies, to find
success factors to change

management in large companies

Literature Review;
Questionnaire;

In-depth interviews

1st Sub-question:

What are the organisational
impacts on the perception of
change management and

how it affects the perception

of millennials?

To explore the organisational
factors affecting the perception of
change management, the
relationship between a company
structure and the adaptation of

millennials

Literature Review;

Questionnaire

2nd Sub-question:

What are the behavioural
impacts on the perception of
change management and
how it affects the perception

of millennials?

To examine the behavioural
factors on the perception of
change management, the
relationship between the
company culture and the

millennials

Literature Review

In-depth interviews

12




3rd Sub-question:

What are the factors of
successful change

management?

To identify the success factors of
successful change management

in large companies

Literature Review;
Questionnaire;

In-depth interviews

Table 1: Research questions, research objectives, methods and data

Source: Author

1.3. Theoretical Framework

CHANGE
MANAGEMENT

|

RESULTS

Figure 1: Theoretical Framework

Source: Author

M ——

This a theoretical framework designed with the theories and articles read by the

researchers about change management. Some success factors such as the people,

the resources, the technology and the communication are the elements needed in a
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change process and contribute to the success of a change process. And the objectives
and the results of change management are innovation et greater productivity for the
company. Organisational and behavioural theories would be studied. The perception
and the success factors would be tested in the data collection and might also be

completed by respondents or interviewees’ answers.

1.4. Definitions and delimitations

This paper will address the topic of change management in France, especially in large
companies. France is a European and developed country which own a lot of large
companies. In France, large companies are called “Grande entreprise”. According to
Insee, the French National Institute of Statistics and Economics Studies, a large
enterprise is ‘an enterprise that checks at least one of the following two conditions:
has at least 5000 employees and has an annual turnover greater than 1.5 billion euros

and a balance sheet total of more than 2 billion euros’. (Insee.fr, 2019)

As we observed in the previous chapter, the French company mapping is diversifying
with traditional large companies and increasing start-ups. The study here will focus on
the large companies because they are already established for a long period of time,
have very complex structures and the people may be keen to stay in their comfort zone
owing to the notoriety of the company. On the contrary, start-ups are very enthusiastic
about changes because they have to come with something disruptive in order to win
some market share. Moreover, good company culture is at the centre of the creation

of a start-up because people are giving more and more importance to the well-being
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at work. This is why it would be interesting to study large companies facing the

competition of innovative start-ups.

Change is any transformation process on the way that an individual, group or
organisation acts as a whole, passing from a sum of ways and modes of acting and
behaving to another, transforming relationships in the inside and outside environment
(Vlados, 2019).

A change may be either systematically planned or may appear unpredictably

(Greenberg & Baron, 2014)

Millennials, also known as Generation Y, are people born between the years 1980
and 2000. The characteristic of this generation is early and frequent exposure to
technology. (Bolton et al., 2013) In terms of professional life, they do give importance
to work/life balance, career advancement, interesting work and having the capacity to

contribute to the society via their work. ((Ng et al., 2010; Twenge, 2010)

1.5. Research Methodology

The research is following the deductive and inductive approaches which means using
the literature to identify theories and ideas that will be tested with the data collected.
Hypotheses and theoretical framework will be developed and tested with the data

collected. (Saunders et al., 2009)

According to Robson (2002), deductive research should pursue the five following

sequential stages. First, a hypothesis, which is a testable proposition about the
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relationship between two or more concepts or variable, have to be deducted from the
theory. Second, the researcher would express the hypothesis in operational terms,
which represents how the variables will be measured. The third phase would be the
testing of the operational hypothesis. Fourth, the testing data would be analysed in
comparison to the hypothesis. Finally, if it is necessary, it would be possible to modify

the theory depending on the findings.

Moreover, the inductive approach refers to theory developed with the data collected.

(Saunders et al., 2009)

The research strategies applied to the study is the survey strategy in order to reach a
larger number of people possible. Moreover, the research will be a qualitative and
quantitative research since this study objectives are the understanding of qualitative
and subjective variables such as perception. In qualitative research, different types of
methods could be exploited such as in-depth interviews and qualitative questionnaire.

The two latter are the methods used to collect data for this study.

The empirical data have been collected from interviews and questionnaire. First, the
questionnaire is composed of open-ended and closed-ended question. On one hand,
closed-ended questions are employed to collect demographic and situational
information about the respondents. On the other hand, open-ended questions asked
respondents their opinion about the multiple facets of change management. Indeed,
the method of the questionnaire is used to collect great number of answers in order to

be able to present satisfying outcomes from the results of respondents’ answers.
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Second, the in-depth interviews are conducted by the researcher with the different
interviewees. The researcher, and interviewer prepared the theme of the interview and
a structure of questions about the subject. As a matter of fact, the interviewees are
selected because of their background and their affinity with the topic of change

management.

In chapter 3, more details will be exposed about the methodology followed, the

selection of respondents and interviewees, and the analysis methods.

1.6. Structure of the study

In this subchapter, the structure of the study (Figure 2) will be presented. The structure
is divided into five parts: introduction, literature review, methodology, findings and
discussion and conclusions. At the beginning of the study, an introduction to the
subject with the aims of the study and its delimitations will be exposed as well as the

research questions and the methodologies used in this research.

Second, the study will continue with a review of the existing literature in particularl the
fundamental of change management, internal marketing and the expectations of

millennials.

After the literature review, the research methodology will be presented with the
research design, how the data will be collected, how the data will be analysed and a
discussion around reliability and validity. In the next chapter, the fourth chapter, the

findings will be displayed with the results of the data collection and data analysis.
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The final chapter will summarise the theoretical and empirical findings and at last some

suggestions for future research.

The last part of this paper includes the references used in the study and the

appendices of the data collected.

1. Introduction

2. Theory

3. Methodology

3.1. The 3.2.

Data 3.3.

Data

3.4. Reliability

4. Findings

5. Discussion

References

Appendices

Figure 2: Structure of the study

Source: Author

18




2. LITERATURE REVIEW

This chapter of the study paper will review the existing literature about change

management and the millennials, especially in France.

2.1. Change Management Theories

To explain the phenomenon and find solutions for large organisations, | would have to
study theories of environmental and behavioural impacts on people. It would be
interesting to understand how the environment affects people’s decisions and actions.
| could look for behaviour theories to explain behaviours such as resistance,
acceptance of new things and individual interests that motivate people to act in favour
or in opposition to changes. Change management relies on leaders who will conduct
changes. It is useful to find out the qualities and competencies of a good leader that

succeed, and what is expected from a leader to be accepted and followed.

2.1.1. Fundamental schools in change management

The School of individual approach

In the approach of individual approach, there are two main groups: the Behaviourists
and the Psychologists. First, the Behaviourists consider that the behaviour is the
results of the interaction of the person with the environment. Second, the
Psychologists argue that the behaviour is a simultaneous result of the environment
and also take into account the interpretation given by the person to their practical
choices. (Arthur, Inkson, and Pringle, 1999; Brower and Nurius, 1993; Smith, 1982;

Sundel, 1985)
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The methodologies proposed are linked to the individual motivations (external stimuli)

and also discussion, participation and dialogue. (Kholer, 2015; Lowry, 2017)

The School of group dynamics approach

This approach shows the importance of organisational change with working groups
and social groups. The group dynamics matter more than the individual. According to
Lewin (1952), group behaviour is a complex series of symbolic interactions which
impact the group structures and also the individual behaviour. The latter depends on
the “collective environment”. The author, Lewin, emphasis that there is a continual
process of mutual adaptation which corresponds to a “quasi static equilibrum”.

This approach argues that, in the case of a change, the accent should be on the groups
because people will adhere to the change because of the group pressures. (Vlados,

2019)

The School of open systems

This approach aims to undertake the whole organisation because the organisation is
a “set of interconnected subsystems”, which means that a change in a system would
impact the other systems. According to Miller (1967), there are four subsystems: the
goals and values subsystem, the technical subsystems (knowledge, techniques,
technologies), the psychological subsystem (organisation culture, relationship and
roles) and the administrative subsystem (goals setting, procedures). (Millet & Rice,

1967; Scott, 1987; Vlados, 2019)
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The three approaches to change are the foundation at three different levels: individual,

groups, organisation as a whole.

2.1.2. Application of change management

The Incremental Model

In terms of incremental updates about model-driven systems, there are two
approaches: re-transformation and live transformation. The first approach implies the
production of a new output model of the transformation. There will be a need to merge
with the previous model in order to catch the context. Then, the second approach will
preserve the context of the previous model and the approach proposes a continuous

transformation context that follows the situation and implements changes accordingly.

It is easy to agree that the second approach is more suitable for small and rapid
changes in the systems. Even for bigger changes, the second approach would suit
because it takes into account the context and the effects of all changes. (Hearnden et
al, 2006) In case, we would like to apply those two approaches to an organisational
change context, it would rather be good to choose the second approach because of

its flexibility and the complexity of any company organisation.

The phenomenon of resistance

A fundamental reason why change does not occur or do not succeed is the
phenomenon for resistance. Kubr (1996) studied the phenomenon and gave various

resistance forces. The cognitive and behavioural reason of resistance is the lack of
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know-how. When people do not know or/and understand the benefits of a change,
they will naturally lose motivation to change. The author highlighted the emotional
force of resistance. Human nature does not like changes when they are moved out
from their comfort zone, we often hear this sentence “We’ve always done it this way”.
This may be explained by a lack of self-confidence or confidence in others, fearing the

unknown and failure.

They are also reluctant to imposed changes and surprises or simply dislike the fact of
dealing with difficult issues. Another important reason why people are resistant to
change is that the change will affect their own interests such as losing power in the
change process. Finally, people are reluctant to a change because of a lack of respect

and trust in the people leading the change. (Kubr, 1996)

Innovation and ability to change

Deborah Dougherty and Cynthia Hardy studied the phenomenon of large and mature
organisations inability to connect innovation with the organisational resources,
processes and strategy. The authors suggest a new system of power because the
core obstacle to the phenomenon is the lack of powers of innovative people in the

organisations. (Dougherty and Hardy, 1996)

A decade before this study, Hage already acknowledged that changes in long-stable
organisations are huge challenges and argued that those organisations have to
innovate to survive by changing fundamentally how they organise themselves. (Hage,

1988) In fact, organisations implemented changes by adding procedures or champions,
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people who lead a specific field. However, time shows that it is not enough and those
changes do not change the basis of the organisation. Innovation is usually initiated by

operational and middle levels of the hierarchy. (Dougherty and Hardy, 1996)

Alignment and adaptation of people

The adaptation of people in the organisation to change is the most difficult challenge
that leaders face, plus the definition of the change strategy. (Heifetz and Laurie, 1997)
Hooper and Potter (2000) named the process of developing strategies where everyone
in the organisation work to reach the same goals as ‘emotional alignment’. The World
Economic Forum (2000) in collaboration with management consultants Booz Allen &
Hamilton and the Center for Effective Organisations of the University of Southern
California worked on a report about alignment. Alignment gathers people around the
‘aspirations and objectives of the company’ and people contribute as an individual to

the whole.

Moreover, adaptability is also needed to a more rapid and effective change. So,
alignment and adaptability are necessary for better change processes and results,
avoiding bureaucracy, chaos and resources waste. (World Economic Forum, 2000)
John Harvey-Jones (1988) argued for a more radical view of alignment. From his point
of view, organisations should not expect people to adapt to the need of the
organisation but the organisation have to adapt to the needs of individuals in the

organisation. (John Harvey-Jones, 1988)
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Consistency of structural change

A European study shows that successful organisations make mutual changes in roles,
governance structures and strategies. (Whittington et al., 1999) A change programme
may fail because some practices remain the same and become inconsistent with the

change or an inconsistent communication message, or no communication at all.

Non-awareness of the benefits

Another reason for the failure of changes is the lack of incentives for change behaviour
and a lack of commitment, even from the top management. This may be simply due
to a non-awareness of the benefits of the change. Furthermore, to smooth the change
in the organisation, the transformational leader has to make people understand ‘the

need for change both emotionally and intellectually’. (Dubrin, 2001)

Power and change management

Power is necessary to facilitate innovation. (Frost and Egri, 1991)

Considering the behavioural aspect, power could also be reflected in ‘non-decision
making’. The upper management by deciding to remove the innovative proposition
from their agendas shows explicit risk-aversion. (Hunter, 1980) The cost of innovative
projects might be the main reason why innovative propositions are not developed in
large organisations because senior managers are responsible for the budget they are
allocated and need to report profits at the end of the year. All projects represent a cost
for an organisation and innovative projects might be seen as a risk of no return on

investment.
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In order to reach a sustainable innovation, the senior managers should give more
importance to the meaning of innovation and modify the processes and resources
allocation accordingly. Moreover, organisations should also change the configuration
of power. Most of the time, power has fundamentally a personal network base. An
organisational system base would be a better approach for sustained innovation.
Furthermore, senior managers should involve middle managers in strategic
conversations because it will, first, change the configuration of power, and give the
opportunity for innovative ideas to be raised up to the upper management. (Dougherty
and Hardy, 1996) A study showed that the higher the number of people involved in
strategic conversations the higher is the effectiveness of the managers. (Eisenhardt,
1989) Finally, a more radical way to reach the innovation goal will be firing the senior

managers who are an obstacle.

Leadership in the change process

Talking about leadership, Roger Gill (2003) insists on the importance of effective
leadership to introduce and sustain successful changes. Management is necessary to
change programmes but it is not sufficient enough. Mulligan and Barber (1998)
developed the yin and yang of change: the yin which is the leadership, the social and
emotional considerations, and the yang which is the management, the technical
aspects. Kotter (1990) argues that management enables efficient work whereas
leadership will create a useful change. All the authors stated that both management

and leadership are essential to change programmes in organisations.

25



2.1.3. Leadership theories in successful change management

A lot of leadership theory has been developed under several dimensions such as
cognitive intelligence (thinking), spiritual intelligence (meaning and worth of work),

emotional intelligence (feelings) and behavioural skills (actions). (Gill, 2002)

The author, Roger Gill, also proposed a new integrative model of leadership for change
with different dimensions such as cognitive, spiritual, emotional and behavioural to
explain the elements of a successful change: vision, values, strategy, empowerment

and motivation and inspiration.

First, the vision could be defined as a ‘desired future state’, it will be the basis of the
change effort. (Gill, 2003) Vision could also be seen as a ‘driving force’. (Senge, 1990)
Kotter (1995) asserted that to reach a successful change, ‘a sense of urgency and
importance’ have to be associated with the change. Moreover, the dissatisfaction of
the status quo and understanding of the need for change are necessary to succeed a
change. (Kotter, 1995) However, in reality, a large number of people in the same
organisation do not share the same vision. In a result of a survey at Cranfield School
of Management, more than one-third of 12,000 directors share a different vision of the
future of the organisation from the other colleagues. (Kakabadse, 2002) To conclude,
vision creates a commitment, inspiration and motivation which are key to connect and
align people in order to have a successful change and finally the success of the

organisation. (Baum et al., 1998)

Second, values are ‘principles held dear in people’s hearts by which they live’. (Gill,

2003) We should keep in mind the difference between personal values and corporate
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values which are ‘guiding principles’ of behaviour in the organisation. (Covey, 1992) It
is in our common belief that an organisation has to create strong shared corporate
values that are not compromised for financial profits or short-term expediency. (Collins
and Porras, 1988) The best organisational characteristic to ‘glue’ people together is
trust. (O’Toole, 1995) Leaders are key in the corporate values creation and promotion
because they lead by example with their own behaviour. (Bennis and Goldsmith, 1997)
Well shared values could stronger the organisational culture. It can create a group
spirit and contribute to competitive advantage. (Drucker, 1999) Even though a good
organisational culture is settled, when facing a merger and acquisition, people who
are not involved will feel threatened. The solution would be to include the two

companies in the change discussions about future shared values. (Gill, 2003)

Third, strategies are ‘ways of pursuing the vision and mission’. (Gill, 2003) While
strategies could change with time, an organisation mission and values should remain
constant. (George, 2001) This structural flexibility is what Peters (1993) calls

‘permanent flexibility’ to enable change and innovation.

Fourth, empowerment is described as ‘giving people power, knowledge, skills,
opportunity, freedom, self-confidence and resources to manage themselves and be
accountable; and make people able to do what needs to be done in the change
process’, more importantly, empowerment is about involvement and trust in the
change process. General Electric gave a good example of empowerment. In the 1980s,
General Electric went through a restructuring process aiming to reach top market-
share positions in different industries. The “Town Hall Meetings’ allowed all employees

to express themselves and understand the change processes and new roles and work
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habits. The result was an alignment of performance expectations and rewards with a

position strengthened in global markets and a greater market value. (Gill, 2003)

Finally, effective leaders have to be motivating and inspiring to lead a change process.
Motivation and inspiration also come from the alignment of the organisational and
individual aspirations. Motivation might also be boosted with short terms wins. (Gill,
2003) The key to motivation and inspiration is the leaders who are required to be
credible. Credibility involves perceptions of honesty and competences, and their ability
to inspire. (Kouzes and Posner, 2002) The tool of effective leaders to motivate and
inspire is communication. Conger (1999) suggested linking the message with the
‘needs, interests and feelings of those whose commitment you need’. The crucial part

is to ‘make people feel they have a stake in common problems’. (Goodwin, 1998)

Nowadays, to enhance innovation within an organization, corporate entrepreneurship
is more and more developed. BusinessDictionary.com describes corporate
entrepreneurship as ‘the development of new ideas and opportunities within large or
established businesses, directly leading to the improvement of organizational
profitability and an enhancement of competitive position or the strategic renewal of an
existing business’. (BusinessDictionary.com, 2019) In addition to raising the
organization competitive position, corporate entrepreneurship aims also to improve

internal organization profitability.

Large companies that are usually risk-averse could take the opportunity of corporate

entrepreneurship to innovate and improve efficiency and profitability. (Pfeffer &

Salancik, 1978) Bennis (1999) even argued that ‘intrapreneurship’ where employees
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are empowered is the key to real change. Moreover, effective top-down leadership is
rarer because technologies and politics become more and more complex, all

employees have to be involved in the innovation. (Bennis, 1999)

2.2. Internal Marketing

2.2.1. Definitions of internal Marketing

Marketing is a popular field and an important tool for companies as much external,
with customer services, as internal with internal marketing. The concept of internal
marketing appeared in the second half of the 1970s. (Fuciu, M. and Dumitrescu, L.,
2018) According to Berry et al. (), Internal marketing corresponds to “jobs (internal
products) that satisfy the needs of employees (internal market) while satisfying the
objectives of the organization. Internal marketing is a strategy. A marketing program
based on communication with employees. The development of their potential and

motivating - remunerating those who offer excellent service.”

By taking a functional perspective, internal marketing could be defined as
‘organizational activities that apply marketing and human resource practices to

achieving desired organizational goals” (Boukis and Gounaris, 2014)

Figure 3 is showing the relationship between internal and external marketing programs.
As we can see, the activities of internal and external marketing programs are very
similar as well as their missions and objectives. The difference between the internal
and external program would be the target groups, external marketing programs will

target customer segments, whereas, internal marketing will target groups in the

29



company. What we could understand is that it is possible to apply marketing theories

and techniques to internal marketing programs.

Mission, Objectives

Strategic Audit,
Marketing, Tactics
Internal marketing [External marketing
programme programme
Product, Price, Product, Price,
Communication and |« »  Communication and
Distribution Distribution

\ J . J

Key target groups Key customer
in the company segments

Figure 3: The relationship between internal and external marketing programs

Source: Fuciu, M. and Dumitrescu, L., 2018 in Ahmed and Rafiq, 2002

Internal Marketing
(Motivation, Customer
Orientation, Coordination,
Integration)

Relationship Marketing
(Loyaity schemes, Key account
management)

Employee
Interactive Marketing
(Up-selling, Cross-selling,
Customization)

Figure 4: The “triology” of services marketing

Source: Fuciu, M. and Dumitrescu, L., 2018 in Ahmed and Rafiq, 2002
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According to Fuciu and Dumitrescu (2018), there is a relationship between the
company, the employee and the customers, which is called the “trilogy” of the services
marketing. As we can see in Figure 4, internal marketing is from the company to the

employees about subjects such as motivation, coordination or integration.

2.2.2. Christian Gronroos’s model of internal marketing

Christian Gronroos’s model of internal marketing was based on the idea that
employees have an influence on marketing opportunities and sales of the company.
Ahmed and Rafiq (2002) pointed out three major elements of the model presented in
Figure 5. The first element is about the mission of the company towards the employee.
The company must recruit with good practices, train and promote more participative
management style, which means involving the employee in the decision process
towards clients. Second, the communication towards the employees is essential. The
employee needs to be aware of the strategy of the company and all changes that occur.
Moreover, the company should give the opportunity for employees to express their
opinion about what is done in the company. Third, the management must be
supportive and involved in all changes. All those practices should motivate the
employees and thus create more value for the company, with sales for example. (Fuciu,

M. and Dumitrescu, L., 2018)
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Figure 5: Christian Gronroos’s model of internal marketing

Source: Fuciu, M. and Dumitrescu, L., 2018 in Ahmed and Rafiq, op. Cit, 2002

2.2.3. Advantages of internal marketing

According to Fuciu and Dumitrescu (2018), internal marketing is a source of multiple
advantages. Table 2 categorized the different advantages of the implementation of
internal marketing. First, the employee’s feelings is a very important factor to consider
in terms of efficiency and value produced. In order to bring good feelings to the
employee, internal marketing makes the employee feels that he/she belongs to the
company. Plus, internal marketing takes into account the employee’s needs and
desires. This makes the employee feel listened and considered, which is a good

feeling. (Fuciu, M. and Dumitrescu, L., 2018)
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Second, internal marketing not only brings good feelings to the employee but also
enables the employee to be more productive. In this benevolent context, employees
are trusted within the participative management style and are able to make quick
decisions, thus not losing any opportunity. Moreover, internal marketing contributes to
the communication towards the employee and the training to carry on their job. (Fuciu,

M. and Dumitrescu, L., 2018)

Third, the value creation from internal marketing may be the most important for
companies and may also be the results of the previous advantages. Indeed, a well-
integrated employee will be better motivated and offer a better quality of services to
customers. In addition, the employee could build a good relationship with the
customers. All in all, sales will be boosted and more opportunities caught. (Fuciu, M.

and Dumitrescu, L., 2018)

33



Theme Advantages

Employee’s feelings Feeling of belonging to the company

Employee’s needs and desires are taken into account

Productivity Employee is well informed and trained — better in

argumentation for company’s products or services

A greater degree of freedom in decision-making - more

rapid actions

Value Creation The employee is satisfied - better quality services

Good relationship between the employee and the

customer — more opportunities and less complaints

Table 2: Advantages of internal marketing

Source: Adapted from Fuciu, M. and Dumitrescu, L., 2018

2.2.4. Disadvantages of internal marketing

Even though internal marketing presents great advantages, companies should take
into account the disadvantages (Table 3) before going to internal marketing. The

important question to ask is: Is my company ready for internal marketing.
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In fact, the first factor of not going to internal marketing might be the costs of initial
implementation and also the maintenance. Moreover, there is a cost in terms of time
as well. Internal marketing requires a lot of time to manage, especially for human
resources. It also asks for a continuous investment from the company because needs
of the employees may change with the time, the changes in the company and the
changes of the eco-systems (the labour market, other companies policies that may be

better, etc.). (Fuciu, M. and Dumitrescu, L., 2018)

Theme Disadvantages
Cost The initial implementation costs are high
Time-consuming A lot of time is needed for human resources
management

A continuous investment is required

Risk In case of a failure on internal communication

Table 3: Disadvantages of internal marketing

Source: Adapted from Fuciu, M. and Dumitrescu, L., 2018
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2.3. Millennials expectations about companies

Expectations about companies are changing with the epoch, the economic
development and the people from a different generation. Multiple studies have been
done about the expectations of millennials when talking about career and company.
According to Ng et al. (2010), five major factors affect the work selection of millennials.
First, millennials attach great importance to work/life balance, the state of mind has
changed in comparison to elder generation for whom “making a living” was the most
important thing. (Zhang et al., 2007) Even though the money dees not worth more than
life for millennials, the pay and benefits attached to the job stay the determinant for a
job selection because of their needs of feedback, the latter is represented by the pay.
(Corporate Leadership Council, 2005) Third, due to their high level of education,
millennials aspire for rapid career growth and pay raises. The Generation Y is also a
generation of people looking for meaning, especially at work. They need to give
meaning to what they are doing. Moreover, millennials attach importance to the work
environment, they prefer working in a good environment, establishing good
relationships with colleagues, management or clients. (Corporate Leadership Council,

2005)

2.4. Conclusions of the literature review

In this chapter, a segment of the change management has been reviewed. We should
admit that the literature about change management is very vast and very rich.
According to the objectives of this research, the focus has been put on more

pragmatism. First, the basement of the theories has been reminded of the different
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schools in change management. Even with well-structured change models, all
changes may encounter difficulties and a lot of reasons could lead to the failure of the
change initiative, leadership plays an important role in the success of changes.
Moreover, internal marketing might be a help for changes or even part of the change
management process. At last, there was a wish to review the literature about French
millennials but it turned out to be very rare. There is a hope that this research will bring
a little piece to the subject of the perception of change management by French

millennials.
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3. METHODOLOGY

This chapter outlines the methodology and research design of the study. The following
sub-chapters would describe the data collection and data analysis methods. Finally,
the reliability and validity of the data collected would be considered in the last section

of this chapter.

3.1. The research ‘onion’

In order to prepare the research design, the researcher followed the technique of
research ‘onion’ (Figure 6). The research ‘onion’ is composed of five layers: research
philosophies, research approaches, research strategies, research choices and time
horizons. The three last layers would help outline the research design.

(Saunders et al., 2009)

3.1.1. Research philosophy

The first two layers of the research ‘onion’, research philosophy and research
approach, would shape the way the researcher will answer to the research question.

(Saunders et al., 2009)
The very first layer of the research ‘onion’ is the research philosophy. The philosophy

adopted in this research involves multiple and important assumptions about the way

the researcher views the world. It may have an impact on what is studied and the
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analysis done with the data collected. The authors, Saunders et al. (2008), remind

readers that there is no better philosophy.

According to Saunders et al. (2009), interpretivism supports the necessity to
understand the differences between humans in their role as social actors. The term
‘social actors’ refers to people with their social roles. People play their roles in
accordance to how they interpret and understand their roles. By adopting the
philosophy of interpretivism, the researcher should adopt an empathetic posture.
Indeed, the difficulty for the researcher is to understand the world of the research
subjects from their point of view. Beyond that, interpretivism would have been a good

choice because of the complexity of organisational behaviour.

In fact, after long considerations of the aim of the study, the author came to the
decision on following her original intentions. The latter corresponds to a wish to
understand better the phenomenon of change management in the eyes of French
millennials working in large companies in France. Moreover, the author aspires to
submit practical recommendations. Indeed, change management is a popular field that
is studied, reviewed and followed by numerous researchers and companies in their
will to transform. However, there is a lack of studies about how the discipline of change
management is perceived by generation Y in France and maybe what is missing from

the change management applied nowadays.

That is why the philosophy finally chosen in this study is pragmatism (Figure 6).

According to Kelemen and Rumens (2008), concepts are relevant only if they support

actions. The philosophy of pragmatism tries to reconcile objectivism and subjectivism.
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What is important for pragmatists is not only the reality but also the practical effects of
ideas. Thus, the knowledge produced is assessed by the value produced and how

successful are the actions resulting from it.

3.1.2. Research approach

The research is following both the deductive approach (Figure 6) and the inductive
approach. First, the deductive approach means using the literature to identify theories
and ideas that will be tested with the data collected. Indeed, this approach is usually
used in quantitative research but can be used in qualitative as well. It is suggested to
be used in qualitative research when the theory and existed data has guided the
formulation of the hypothesis. With the help of the existing theory, the researcher can
organise and analyse the data. Second, the inductive approach refers to theory

developed with the data collected. (Saunders et al., 2009)

Qualitative research and inductive approach are usually seen connected. (Saunders
et al., 2009). Moreover, the aim of the author is to test the existing theories about
change management and reflect on what could be improved with the inductive

approach.
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3.1.3. Research design

This subchapter would handle the research design with the three last layers of the
research ‘onion’: research strategy, research choices and time horizons. The research
design is the general plan of how the researcher will answer the research question of

the study. (Saunders et al., 2009)

Research strategies

The choice of the research strategies (Figure 6) is determined by the research
question and the objectives set. Furthermore, the extent of existing theories, the time
allocated for the research and the resources available would play an important role in
the selection of the research strategies. In fact, different research strategies are not

mutually exclusive.

The survey strategy is followed in data collection and analysis. In fact, the latter
strategy is often associated with the deductive approach, which is the approach of the
present study. The backwards of this strategy is the dependence on respondents for
the researcher in her progress and also the bad completion of what is asked to the
respondents in the case of a questionnaire technique. (Saunders et al., 2009). Talking
about techniques, questionnaire and interview have been used in this research. It
would be discussed in the following sections as well as the reliability and validity of the

findings.

Methods Choice
A mixed-method (Figure 6) has been chosen in this research according to the data

that is expected to be collected. The following chapter will develop the choice.
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Time Horizons

The time horizon (Figure 6) chosen for this research is cross-sectional, which refers
to a “snapshot” of a particular time. Cross-sectional have selected because of the time
constraints of this study. Despite this, cross-sectional studies are adapted to survey

strategy and qualitative methods (Robson, 2002; Saunders et al., 2009).

Data Time Horizon: Choice: Strategies: Approac \ Philosoph

collecti ional Mivad mathadurvey &

Figure 6. Research ‘onion’

Source: Adapted research ‘onion’ from Saunders et al. (2008)
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3.2. Data collection methods

In business and management research, single research may use quantitative and
qualitative data collection methods as well as collect primary data and secondary data.

(Curran, J. & Blackburn, R.A., 2001)

In this research, a mixed-method have been used to study the question. This means
that both quantitative and qualitative data collection have been employed.

Tashakkori and Teddlie (2003), in the Handbook of Mixed Methods in Social and
Behavioural Research, claimed that the advantage of having different methods is the
possibility to use different methods according to the stage of the study. (Tashakkori,

A. & Teddlie, C.,2003)

In fact, in this study, the researcher employed, at first, the quantitative method to get
a representative number of respondents to be able to make a statement. Moreover,
the researcher has collected qualitative data. In fact, qualitative data correspond to all
non-numeric data, it could be ranged from open-ended questions in an online
questionnaire to more complex data such as in-depth interviews. (Saunders et al.,

2009)

The term respondent used below in the paper corresponds to people who answered
the questionnaire or the interview.
Online questionnaire refers to a data collection technique in which the questionnaire

is delivered to each respondent via the internet. (Saunders et al., 2009)
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3.4. Data analysis methods

The data, quantitative and qualitative, could have been analysed at the same time or

one after the other, in other terms, parallel or sequentially.

According to Tashakkori and Teddlie (2003), multiple methods are favourable to
evaluate the extent to which the research findings can be trusted. These methods

allow also better opportunities to answer the research questions.

The term qualitative stands for observing different things in the world. It is also
determined that qualitative research is describing rather counting. (Lapan, Quartaroli,
Riemer 2012, 6.) Qualitative research aims to get detailed and diverse data from
certain phenomena. The context, such as cultural, social and personal characteristics,
where the data is collected, is taken into account how it matters to the studied
phenomena. The researcher tries to observe the informants get a better knowledge of
their everyday behaviour. The qualitative research usually entails that the researcher
develops deeper understanding of those being studied. (Belk, Fischer, Kozinets 2013,

3-4.)

A research method means the tools for how the data is collected (Lapan et al. 2012,
10). It means the technique that researchers use to collect data (Lapan et al. 2012,
70). Qualitative data is usually collected from open-ended surveys, interviews or field
notes (Lapan et al. 2012, 10). The research team chose a self-administrated internet
questionnaire as a research method to collect primary data, and all of the questions
were open-ended questions. Open questions or open-ended questions are used in

qualitative research. Open questions should be used when the researcher is unsure
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about the respondents’ answer, the answer needs to be detailed or the answer needs

to contain thoughts or opinions. (Saunders, Lewis, Thornhill 2009, 375.)

3.5. Reliability and validity

The research methodology is a way to prevent and reduce the possibility of getting the
answer wrong. The credibility of research findings relies on the research design and
particularly reliability and validity. (Saunders et al., 2009) The reliability of findings
refers to how the data collection techniques or analysis procedures used will produce
consistent findings. The researcher strictly followed the research design and

methodology.

However, the researcher should admit that there were a lack of time and a lack of

resources to test the data more than once.
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4. FINDINGS

This chapter “Findings” will present the key data analysed in the study.

4 1. Questionnaire

The tool used to support the questionnaire is Google Form. It is a very good and
intuitive tool for the researcher as well as the respondents. Google Form generated a

link that allowed the researcher to share the questionnaire with multiple people.

The channels used to share the questionnaire are social media such as LinkedIn,
Facebook, Messenger, WhatsApp or WeChat. Through those channels, respondents
received a message from the researcher in which the context of the study is reminded

and the link to the questionnaire is included for them to answer easily.

The respondents have been carefully selected by the researcher. Since the research
is about millennials, the respondents should all be born between 1980 and 2000.
However, the researcher is not aware of everyone’s age which could be hard to
determine. That is why, in the data collected, there are very few answers from people
not belonging to Generation Y. The researcher decided to keep them because those
answers are not enough to affect the results and it would be interesting to see those
particular cases as references for the other generations. Moreover, all respondents

speak French and worked in a company in France.
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The questionnaire is composed of 17 questions, open-ended and close-ended, written
in French. The first part of the questionnaire asked the respondent about their situation
and personal information such as their age, gender and professional situation. Then,
the second part is about the position of the company in terms of new technology
strategy. Finally, the last part would be about respondents’ perception of change

management.

A total of 110 answers have been collected. The following subchapter will analyse the

data and present the results. Plus, all the data and graphs are in Appendix A.

4.1.1.Demographics and situations

First, the distribution of the respondents’ gender is almost equal with 52% of female
respondents and 47% of male respondents. In this question of gender, the choice of
not communicating their gender was possible with the answer “| prefer not to answer”.
This is a fair wish to not communicate this information. A hypothesis of this wish could

be the will to not biased the results with prejudices about gender.

Second, concerning the age of the respondents, we could be reassured by the validity
of this research. Almost all respondents, more than 90%, are millennials. The 90%
corresponds to “18-25" and “26-35" choices in the questionnaire. There are only 2

people aged between 46 and 65 years old.

The third question is about the length of their professional experience. We could agree

that the more years of experience the more you will have knowledge about change
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management, which is the study here. However, the aim of this study is the perception
of French millennials which implies less experience. In all cases, it is interesting to
collect information from them because it is their perception about the change
management depending on their experiences, what they heard about it and what they
were told about it. In fact, the majority of the respondents, about 65%, has less than
one year to five years of professional experience. Moreover, 24% of the respondents
have six to ten years of experience. So, people having from less than a year to ten

years of experience are the quasi totality of the respondents’ panel.

The next question concerns the profession category. 64% of the people are employed
in any kind of structure, traditional company, non-profit organisation or government
organisation. We could also notice that 26% of the respondents are students. Those
people are currently students but should have professional experience already.
However, there is a small risk that some of them never worked before. The researcher

carefully selected the respondents but it is good to remind the risk.

The two last questions of this section are about the status of the company and the
status of the respondents in this company. 69% of the respondents worked in a large
company. And 69% have a consultant status. The reason why the researcher asked
this question of status in the company is because of consultants usually have a fresh

perspective about the environment in which they take part.

In conclusion of this section, the profile that stands out is millennial, working in a large

company, and consultant. This is the big picture of the population of respondents.
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4.1.2.The perception of new technologies

This section 2 of the questionnaire questioned the technology in their

company/structure.

First, almost all of the respondent answered “Yes” to the question “do technologies a
part of the strategy of your company?”. A separation between respondents working in
large companies and the others has been made and the results are the same. We
could notice that the percentage of “No” is higher in not large companies and it is
slightly higher in numbers compared to the answers from large companies. Moreover,

60% declared that technology implementation is not sufficient enough today.

Respondents have been asked about the main reasons for this strategy of technology.
Multiple answers have been given by the researcher but respondents had also the
opportunity to express their thoughts in the question. The dominant answer is to be
more competitive compared to competitors. The three following major answers are the

optimisation of employees time, internal costs reduction and innovate more.

4.1.3.The perception about change management

For the questions of change management training and participation, the answers are
split almost equally. In broad strokes, half of the respondents are trained, participated,

and managed a change program. The other half, do not have any of those experience.
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The four last questions are open-ended questions where respondents could choose
between several answers already defined and add their thoughts, and the last question

is completely open to their general thoughts about change management.

Generally, respondents are very positive about change management. They expressed
themselves with enthusiastic and determined words such as “Indispensable”, “Positif”

or “Nécessaire” which means “Essential”’, “Positive” and “Necessary”. Those three

words appeared several times in the answers.

They have been also asked about what they think about why a change programme
may fail. The three main reasons are the lack of communication, the lack of resources
and the organisation is not ready for change. Also, the lack of support from the
management and the lack of organisation of the committee of change are cited a

bunch of time.

Accordingly, the areas of improvement mentioned are communication, the increase of

resources as much materials as human.

Finally, referring to the question of gain thanks to technologies, the positives effects of

change management for respondents are increasing competitivity, reducing internal

costs and broaden the innovative spirit of the employees.
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4.1.4.Conclusions of the questionnaire results

After analysing the whole questionnaire answers, we could get ahead and claim that
French millennials have a very positive perception of the change management. They
are conscious of the deficiency of actual change management in our French

companies.

4.2. In-depth Interviews

In-depth interviews have been led during this research. Before all the interviews, the
researchers prepared some questions to lead the interview and collect the information

needed for the research.

Interviewees are selected in function of their experiences and the roles they played in
terms of change management in their projects. Obviously, they all have experience in
large companies in France and the content of the interviews are about their experience

of change in those French large companies.

The interviews have taken place in physical or virtual settings. Some of the interviews
have been recorded with a phone in order to be re transcript (Appendix B). The other
interview has not been recorded in respect of the wish of the interviewee. In those

cases, the researcher took careful notes about the content of the interview.

At the beginning of each interview, the researcher reminded the context of the study
and promised to keep confidential the identity of the interviewees such as the name

and all information about the company that could allow the recognition of the company
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in question. All information too detailed about the project have been removed from this

paper.

In total, 5 interviews have been conducted during the research and all interviews lasted

from 30 minutes to an hour.

4.2.1.Demographics and situations

Interviewees are from various industry and different position in the company. The first
interviewee is Léa (changed name) who worked for a large public but still state-owned
companies. She was the change manager of the implementation of a new tool in her
structure in order to optimize the allocation of human resources. Her responsibilities

went from understanding the context of change to making people accept the change.

Second, Aurélie (changed name) is a consultant in a large food retailers and the
department she is working in is right out in a change process. The company has a will

to transform.

Third, Arthur (changed name) is a human resources manager of a large travel retailer
in luxury products. His goal is to optimise the time of his co-workers in the recruitment
process and obtain more accurate information about the indicators such as the
percentage of application in comparison to candidates who accepted their offer. Today,
they do not have any tool efficient enough to provide all this. They are in a reflection

process.
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Fourth, Antoine (changed name) is an experienced digital project manager. He was
leading a tool development team. The tool aims are to reduce the time spent to no real
value-added tasks which were answering the emails and planning meetings. From the
development step to the release of the tool, he was aware of the need for change for

the population who will use the new tool.

Last but not least, Alain is an ITIL (Information Technology Infrastructure Library) with
a background of more than 40 years of experience. He is offering, today, consultancy

services in Information System Direction in large companies in France.

In conclusion, we could affirm that interviewees are millennials working in large

companies in France, except for Alain who is not a millennial.

4.2.2.The perception about new technologies

We could consider three types of organisation in terms of technology. First, the
company is technology friendly for the customer as well as internally. Second, the
company is technology-friendly in appearance for the customer but not as developed
internally. Third, the company is neither technology-friendly for their customer nor
internally. It may be a coincidence that all the companies of the interviewees belong
to the second category, technology-friendly externally but not internally. Not going too
far in conclusions, a lot of companies are in the second category because our epoch

is in the digital era.
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The four companies are showing new technologies to their clients. The fact that they

are in some change process reveal their will to transform internally as well.

4.2.3.The perception about change management

First of all, there is a lot of resistance from the people our interviewees worked with
and for. People who are impacted by the changes want to stay in their comfort zone,
“zone de confort’ in French. Some of them are reluctant to changes because of the
time needed to adapt. For example, Léa described the position of the people she is
working for the change, they took time to adapt to Excel and now we are asking them
to adapt themselves again to another tool. Also, Aurélie was talking about people who
know very well their job (“‘connaitre sur le bout des doigts leur travail”’, French
expression used by Aurélie) and by changing some processes, the change team is
turning their job upside down. More, Aurélie is talking about refusals because the
methods for change are judged too childish (“c’est trop enfantin” in French) and she
is also talking about “hypocrisy”’ (Hypocrisie in French) from people leading the

change and the people taking part of it.

Another important factor is the support of the management. All of them were saying
how crucial is the support of the management because it implies first the possibility for
the change to occur but also for the change to be accepted, reflecting to what Léa said
“les salariés voient que c’est pas du tout en accord avec la direction” (the employees
see that it is totally not in accordance with the management). In addition, Antoine’s HR
tool project is still in reflection because the top management did not give its go for the

project because of the costs.
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In fact, costs are also a factor a failure for a change. Antoine’s project has been
stopped because the top management would not accept to invest more on the project.
Antoine lost the support of the management and financial support. By digging deeper,
the failure might be a rushed preparation at the very beginning of the project. As said
in the previous chapter, Antoine was giving much attention to the acceptance of his
tool, but the basis of the need research have been rushed and thus the tool created

not adapted to everyone.

4.2.4.Advices given in the interviews

Starting from the beginning, the person responsible for the change have to build the
mapping of the stakeholders, that Alain called “cartographie des parties prenantes”.
After determining the impacts on all stakeholders, it is wise to develop an action plan.
The action plan should follow the objectives of the change and also the “GPS” from
Alain who like to use this metaphor to describe the process of beginning at a certain

stage and having in mind the destination.

In the whole process, we should pay attention to the emotional cycle, “le cycle
émotionnel’ in French, of the stakeholders. Alain emphasized the importance of a
communication plan strongly and several times in order to keep informed all parties

and make them understand the reasons of the change that should be positive for them.

Moreover, Alain argued that after having all the elements concerning the stakeholders,

the context, the “GPS”, the actions plan and the communication plan, it is good to be
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able to keep under control the whole process and to be able to be proactive, take

actions beforehand. This is a real success factor in any change process.

Léa reminded us that a change process is not done just after it is adopted by the
people concerned. People might be forced to accept the change because of the top
management. There is a need of guidance until a full acceptance and adaptation

of the changes, which was a new tool for Léa.
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5. Discussion and Conclusions

5.1. Summary

The conclusion of this paper is pretty positive. Since there is very few literatures about
the perception of change management by French millennials, this study with its
limitations would add its little piece to the literature of this subject. According to all the
data collected and analysed, we could affirm and answer the main research question

of the study which is:

How change management is perceived by French millennials working in large

companies in France?
The answer to the main research question is:

The perception about change management by French millennials is positive.

The following sub-questions could be answered as following:

1. What are the organisational impacts on the perception of change management

and how it affects the perception of millennials?

The strategy taken by the company and top management has an impact on the
perception of change management. In the questionnaire, the dominant factors of
failure of a change programme are the lack of communication, the lack of resources
and the lack of support from the top management. Those all are due to the organisation.

The company is maybe not well enough organised to communicate well to its
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employees, for example. In the case of internal marketing, the theory affirms that
internal marketing could help reduce the organisational impacts on employees feelings

and thus their behaviour.

A factor that is often forgot is the readiness of the company or structure. Even if the

company has to follow the path of the society, when the company is not prepared, it is

preferable to initiate the change after maturation of the company for change.

2. What are the behavioural impacts on the perception of change management

and how it affects the perception of millennials?

Concerning behavioural impacts, a lot of theories could be reminded such as
resistance. As the expert also said, any changes will encounter difficulties and all
changes have to be well-prepared to minimise the negative effects. Being proactive

could help resolve some unthought reactions from the people involved and impacted.

As a result of this study, change management is very well perceived by millennials in
France working in large companies. When bringing back to the expectations of
millennials concerning their career, the meaningfulness of a job is one of the major
factors in their job selection variables. Implementing a change should be built upon a

real need that is meaningful for the company, the employees or the clients.

Moreover, millennials attach importance to a friendly work environment which can be

achieved through good internal marketing especially communication.
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3. What are the factors of successful change management?

Furthermore, in any cases of change management, the focus should be on preparing

the change with a mapping of all stakeholders, a good preparation of the action plan

and communication plan as well as gain the support of the top management.

Resistance should not be a brake but an opportunity to prove even more the objectives

of the change management in order to make the stakeholders fully accept the change

implemented. The solution is giving meaning, which is essential to millennials, to any

actions taken for the change.

Finally, if we go back to the Theoretical Framework (Figure 1) presented at the

beginning of this paper, we could assess the consistence of the framework about the

success factors for a successful change with the results of this study, literature and

empirical findings (Figure 7).

SUCCESS FACTORS

- Stakeholders mapping
- Action Plan building

- Internal Marketing

- Meaning of the change
- Management support
- Proactivity

Behavioural
impacts

Organisationnal
impacts

Lack of communication

Lack of support from the
management

Lack of resources

Company’s readyness to change

CHANGE
MANAGEMEN

Resistance
Millenials expectations about
work environment

Figure 7: Organisational and behavioural Impacts on change management
success factors

Source: Author

and
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5.2. Limitations and future research (directions)

In this paper, the focus of the research has only been about people working or had
working experience in France. This was due to limited time and resources. To wider
the research to Europe or even to the world, more time and more resources would be
necessary to collect a representative quantity of data from other countries. In fact, it
would be interesting to study the case of Europe in order to see if it is possible to
generalise the results to the continent. Moreover, a study of the world would also be
interesting to observe the trend, if there is a common one for the world. However, we
should be careful about different cultures that could affect the results. As we saw in

this research, culture has an impact on people behaviour and way of thinking.

Another limitation of the paper would be a lack of information from experienced people
to compare the results. In fact, the data collected in this research were in majority from
people aged between 20 and 40 years old, with 1 to 20 years of experience, which are
the millennials studied here. This is actually not bad because it represents the
population who will be working for the future 30 years and more. One of the aims of
the study was to find what is lacking in today’s change management to fill the gap
afterwards. On the other hand, respondents over 45 were limited in numbers because
of the own network of the researcher who is still a young worker and do not have yet
a wide range of experienced workers. The gap has been in some way filled by the
qualitative interview of a 40-year experienced expert in change management. Thanks
to the expert, the researcher got a full and complete class of change management

ranging from theories to practical recommendations.
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In any case, it would be compelling to study more in-depth the perception of very
experienced people about change management. They have a great deal of stories and
lessons to tell. The collection of those lessons would offer a wealth of learning

opportunities.

Finally, since the time is going very fast and we are already in 2019, the Generation Z
(born after 2000) will join the labour market in a very few years from now. Anticipative
research may be conducted to understand better their expectations and point of view
in order to help them in their working life but also helping companies to understand

this generation.
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6. APPENDICES

6.1. Appendix A - Questionnaire

6.1.1. List of questions

The following questionnaire is translated from French.

SECTION 1: Information about the respondent

Question 1: Gender

Question 2: Age

Question 3: What is the length of your professional experience until now ?

Question 4: What is your profession category ?

Question 5: Have you worked or are you working in a large company (more than 5,000
employees)?

Question 6: Are you an internal employee or a consultant to the company?

SECTION 2: New technologies in your company

Question 7: Do technologies a part of the strategy of your company?
Question 8: If yes, what are the main reasons?

Question 9: If no, what are the main reasons?

Question 10: Do you think that your company still need to incorporate more new technologies?

SECTION 3: Your perception of Change Management

Question 11: Have you received a training or class about change management?
Question 12: Have you ever or are you managing a change?

Question 13: Have you participated or are you participating to a change process?

Question 14: According to you, why a change process would not succeed?
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Question 15: According to you, what are the areas of improvement?
Question 16: What are the positive effects of change management?

Question 17: What is your opinion about change management?

6.1.2.Results of the questionnaire

SECTION 1: Information about the respondent

Question 1: Gender

Female 57 52%
Male 52 47%
| prefer not answer 1 1%

Total 110 100%




Question 2: Age

Number

1%

=Female =Male

| prefer not answer

Age Number Percentage
18-25 51 46%
26 - 35 49 45%
36 - 45 8 7%
46 - 55 1 1%
56 - 65 1 1%
Total 110 100%
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Age

1%_ 1%

Question 3: What is the length of your professional experience until now ?

=18-25

=26-35

36-45

= 46-55

= 56 - 65

Years of Experience Number Percentage
0 -2 years 44 40%
3 -5 years 28 25%
6 - 10 years 26 24%
11 - 20 years 10 9%
31 - 40 years 2 2%
Total 110 100%
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Years of Experience

2%

-

Question 4: What is your profession category ?

Profession categories

Number

=(-2years
=3-5years
6-10years
=11-20vyears
= 31-40years

Percentage

Employed 70 64%
Company head 7 6%
Indépendants 2 2%
Looking for a job 2 2%
Student 29 26%

Total général 110 100%
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Profession Categories

Do, m——
2%

= Employed = Company head =Indépendants = Looking for a job = Student

Question 5: Have you worked or are you working in a large company (more than 5,000

employees)?

Number Percentage

Yes 76 69%
No 34 31%
Total 110 100%
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Working or worked in a large company in
France ?

=Yes = No

Question 6: Are you an internal employee or a consultant to the company?

Status Number Percentage
Internal employee 32 29%
Consultant 76 69%
Looking for a job 2 2%
Total 110 100%
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Status in the company

2%

= [nternal employee = Consultant Looking for a job

SECTION 2: New technologies in your company

Question 7: Do technologies a part of the strategy of your company?

Respondents working in a large company

Number  Percentage

No 3 4%
Yes 73 96%
Total 76 100%
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Respondents not working in a large company

No

Number

Percentage

24%

Yes

26

76%

Total

34

100%

Question 8: If yes, what are the main reasons?

Si oui, quelles sont les raisons principales ?

110&nbsp;réponses

Rester dans la tendance
Accroitre sa compétitive par
rapport au...

Réduire les codts internes
Optimiser le temps des
collaborateurs

Innover davantage

J'ai répondu "Non" a la question
précéd...

Etre plus precisf§i—

0 20

40

60

80
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Question 9: If no, what are the main reasons?

Si non, quelles sont les raisons principales ?
110&nbsp;réponses

Le budget est trop limité
Il n'y a pas de volonté a
changer

Nous ne connaissons pas les
nouvelles t...

Jj
Pour Plus d'efficacité

C est de la vente de prét a
porter

0 20 40 60 80 100

Question 10: Do you think that your company still need to incorporate more new

technologies?

Pensez-vous que votre entreprise a encore besoin d'intégrer de nouvelles

technologies ?
110&nbsp;réponses

@ Oui, caril n’y a rien encore

@ Oui, c’est complet mais il faut
généraliser a 'ensemble de
lentreprise

@ Oui, il y a encore des manquements
@ Non, il y en a assez

@ Oui mais en prenant en considération
la dimension humaine (impacts)
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SECTION 3: Your perception of Change Management

Question 11: Have you received a training or class about change management?

Avez-vous recu une formation sur le Change Management ?
110&nbsp;réponses

@ Oui
® Non

Question 12: Have you ever or are you managing a change?

Avez-vous piloté ou pilotez-vous actuellement une conduite de changement
?

110&nbsp;réponses

@ Oui
60% @® Non

40%
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Question 13: Have you participated or are you participating to a change process?

Avez-vous participé ou participez-vous actuellement a un programme de

changement ?
110&nbsp;réponses

@ Oui
® Non

Question 14: According to you, why a change process would not succeed?

Selon vous, pourquoi la conduite du changement ne fonctionne pas ?
110&nbsp;réponses

Ce n'est qu'un effet de

mode !

Il N’y a pas assez de moyens
pour mettr...

Il N’y a pas de soutien de la
direction

L'étre humain n'aime pas le
changement

Manque de competence des
acccompagnateu...

Absence de volonté

Comme la reconversion en
Bio - Moyens f...

0 20 40 60
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Question 15: According to you, what are the areas of improvement?

Selon vous, quels sont les axes d'amélioration dans le cadre d'une conduite

de changement ?
110&nbsp;réponses

Une meilleure communication
Une meilleure organisation en
ressource...

Plus de formations
Une meilleure compréhension
de ce quec...

Implication de la direction
Volonté Conviction Implication
de toute...

Question 16: What are the positive effects of change management?

Selon vous, quels sont les effets positifs d'une conduite de changement

bien menée ?
110&nbsp;réponses

Intégration des nouvelles
technologies ...

Réduction des colts internes
Optimisation du temps des
collaborateurs

Meilleure adhésion des
collaborateurs a...

Travail/productivité plus fuide
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Question 17: What is your opinion about change management?

Il est nécessaire

Indispensabile, il va devenir le nerf de la guerre des entreprises a l'avenir, il faudra
néanmoins que les entreprises n’aillent pas plus vite que la technologie, mais aussi
laisser le temps a ses collaborateurs de bien comprendre les enjeux.

Doit faire I'objet d’'une stratégie pilotée intelligemment, intégration de la méthode agile
dans le processus

Nécessaire, mais sous estimée (en termes de gain et en terme de travail)

Il faut conduire Le change Management, avec méthode et pédagogie. C'est a dire
analyser les ressources, les charges et anticiper la/les résistances. Mais surtout
impliquer les collaborateurs et communiquer avec clarté la vision a travers des
formations.

Pour qu'un changement fonctionne au sein d'une entreprise, il faut impliquer tout le
monde sur ce changement afin que chacun se sente concerné et soit motivé par le
succées du changement. Cela passe donc par une excellente communication de la part
de la direction pour que tout le monde connaisse le pourquoi du comment de ce
changement!

C'est un levier important qui agit directement sur la compétitivité de I'entreprise

c'est dans la tendance du moment, avec l'usage croissant de méthdes agile (Scrum,
Safe...)

Motivation and participation is really important, get everyone move is the key.
Indispensable aujourd'hui, mais inefficace si non accompagne a 100% par les
decisionnaires de I'entreprise en question

Amélioration nécessaire

Le changement est un processus qui prend du temps et qui se confronte a des
résistances ( car on a toujours des avis négatifs / et des idées productifs a peser )
Mais avec le bon timing , le changement peut se faire maniére croissante et équilibrée .

Trouver I'équilibre en pensant aux conséquences humaines
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- Je pense qu'il faut systématiquement avoir une personne qui conduise le changement,
et qui soit formée pour cela. Sans cela, le changement peut étre trés abrupt et
incompris des salariés. Le pilote du changement donne du sens au changement.

- Avis positif, vrai facteur de réussite

6.2. Appendix B - Transcription of the interviews

The following interviews
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All the names of interviewees and the companies have been changed and all
information that could reveal the identity of the respondents or/and the company they
are talking about have been removed in order to respect the promise of confidentiality
| have made. Naturally, the information needed to understand the activity of change

are kept.

6.2.1.Léa - “Société A” for Company A

Léa was working for a French large company. In 2018, the company counted more
than 250,000 employees and generated more than 24,000M euros of revenues. The
company was actually a state-owned company until the first decade of the twenty first
century. Today, the status of the company is a public limited company and the majority
of the share are still owned by the French State. The background of the company may

have an influence on the organisation of the company.

At the beginning of the interview, Lucie, the interviewer, record briefly the context of

the interview and the research.

Lucie : Est-ce que tu peux te présenter, ton parcours académique et également tes

expériences professionnelles liées au conduite du changement ?

Léa : Aprés avoir obtenu mon bac scientifique, j'ai décidé de faire une licence AES
(Administration Economique et Sociale) a Paris |, j’ai ensuite continué toujours dans
cette fac, une maitrise, toujours en AES avec une spécialisation dans les ressources

humaines. Et a la fin de ma maitrise, j'ai voulu faire un master en alternance. Du coup,
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jaichangé d’école et jai intégré I'lGS (I'institut de Gestion Sociale). Et a cette occasion,
jai pu étre alternant au sein de la société A. Je suis restée chez Société A un an et
demi, en sachant que jai fait 15 mois d'alternance. Ma mission principale était le
déploiement d'un outil SIRH. C’était un outil dédié aux managers. Pour remettre dans
le contexte, je n'ai pas travaillé au siege de la société A, jai travaillé dans un des

établissements (...). L’établissement était composé de 550 collaborateurs.

Lucie : Le SIRH était mis en place pour votre établissement seulement ou pour tous

les autres aussi ?

Léa : Pour tous les établissements. Le systéme d’'information était une nouvelle
fonctionnalité a leur outil de gestion RH. Cette nouvelle fonctionnalité est la GA,
Gestion d’Activité. lls ont déja lancé cet outil il y a des années. lls ont mis en test dans
des établissements lambda. Et 13, ou jai intégré, c’est la ou ils voulaient que tous les
établissements de Paris utilisent cet outil. lls avaient comme objectif que tous les

managers de tous les établissements soient opérationnels sur cet outil.

Lucie : Vous étes intervenues sur cette partie ou les fonctionnalités étaient déja prétes ?

Et vous étiez plus sur la conduite du changement, le déploiement ?

Léa : A ce moment-la tout était déja prét. On va dire que le corp était la mais il fallait
entrer les informations. J'ai rentré toutes les données nécessaires dans cet outil. (...)
J’ai beaucoup travaillé avec les managers car ils connaissent mieux que moi. C’est
eux qui allaient 'utiliser, donc il fallait demander leur avis, de quelle maniére ¢a pouvait

étre plus pratique pour eux. |l fallait étre la pour expliquer comment l'utiliser. Dans la
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Société A, nous sommes quand méme une population vieillissante et que les
managers ne sont pas adeptes de la technologie. Déja, leur apprendre a utiliser Excel,
c’est quelque chose. On leur demande d’abandonner I'Excel qu’ils venaient
d’apprendre et de passer sur GA, Gestion d’Activité. Il fallait les rassurer. |l fallait étre
présent. Il fallait leur montrer qu'on ne les laissait pas tomber et qu'il fallait surtout
vendre I'outil en disant que c’est quelque chose qui est censé vous aider a mieux gérer,

faciliter la gestion de vos effectifs au quotidien.

Lucie : Vous avez fait un accompagnement des managers, quelles sont les difficultés
que vous avez rencontrés ? Vous m’avez parlé d’'une population vieillissante, est-ce

que vous avez eu d’autres difficultés ?

Léa : lls sont habitués a quelque chose qu’on leur a imposé mais qu’aprés on leur dit
laissez tomber et on vous impose un autre truc. C’est compliqué parce qu’ils étaient
trés satisfait de leur outil et ils comprenaient pas pourquoi il fallait changer. Il y avait
beaucoup de méfiance car le fait de devoir gérer les effectifs a travers cet outil, ils ont
moins de flexibilité dans la gestion des effectifs, dans I'organisation du travail. (...) lls

avaient I'impression que c’était fige.

Lucie : Et, c’était le cas ?

Léa : C’était le cas au début parce que dans la conception de I'établissement était trés

complexe. Il fallait que I'outil soit adapté a notre organisation. Tous les établissements

de France l'utilisent et chaque établissement avait sa propre maniére de s’organiser

et ca s’était compliqué. Aprés, on a trouvé des solutions. Moi, ce que je leur disais
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c’est que les données sont plus fiables, les colts sont mieux calculés. C’est ce qu'ils
nous reprochaient aussi, c’est que vous voulez mettre ce systéme en place pour mieux
contréler les colts pour ensuite plus tard essayer de réduire les colts. Et justement
quand on réduit les colts on est moins flexible dans ce qu’on peut faire. (...) Avant,

chaque manager avait son tableau excel.

Lucie : c’était pas harmonisé ?

Léa : C’était pas harmonisé et surtout la direction ne pouvait pas avoir un oeil dessus

(...).

Lucie : Cet outil avait été demandé par les managers ou plus une demande de la

direction ?

Léa : C’est quelque chose qui était imposé. Moi a aucun moment on m’a demandé.

On m’a dit c’est comme ca.

Lucie : Quels sont intéréts a cette conduite du changement ? Si vous n’auriez pas été

la ?

Léa : Si je n'aurai pas été la, personne ne se serait mis sur ¢a. Ou, ce serait fait mais
a l'arrache. Juste pour que le direction sache qu’on l'utilise mais on l'utilise trés mal et
que les managers ne l'auraient pas utilisé. La direction a mis en place cet outil pour
mieux calculer les colts et éviter les dépenses inutiles (...), qu’on soit plus rigoureux

(...) et aussi avoir des données beaucoup plus fiables (...)
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Lucie : Est-ce qu’il y avait des personnes pour conduire le changement dans les autres

établissements ?

Léa : C’estles RRH, les responsables RH. J’ai participé a des réunions, tous les mois,
ou tous les RH des établissements de Paris se connectent pour une réunion autour
de la GA. Il y avait le DRH qui était la pour s’assurer que la GA, tout se passe bien, le

déploiement de l'outil. Je pouvais avoir une visibilité de qui était en charge.

Lucie : Quelles sont les legons que vous en retirez de cette expérience ? Les points

positifs ? Les axes d’amélioration ?

Léa : Les points positifs c’est que les managers au final ont compris qu’il fallait utiliser
cet outil. Je connais un manager, elle est complétement passée sur cet outil et elle
m’a dit que c’était mieux d’utiliser cet outil que les tableaux excel. Je suis contente
parce que tous les efforts, tout le temps que j'ai passeé, tous les déplacements que j'ai
pu faire a porté ses fruits. Aprés, je reste consciente que ces managers ont besoin de
quelgu’un qui soit Ia en cas de probleéme pour les aider, leur rééxpliquer des choses,

c’est plus rassurant.

Lucie : De maniére générale, la stratégie de la Société A c’était d’'intégrer les nouvelles

technologies ?
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Léa : Oui, clairement. Les autres services de la Société A c’est pareil. (...). L'objectif
c’est de tout automatiser, c’est déja le cas. On tend vers ¢a, c’est plus facile, c’est plus

rapide.

Lucie : Selon vous, avec cette expérience, qu'est-ce qui ferait qu’'une conduite du

changement de fonctionnerait pas ?

Léa : Pour moi, il faut que la personne qui est en charge du changement soit impliqué.
Si C’est pas le cas, et tu y crois pas toi-méme, je vois pas comment tu peux aller
convaincre les autres. Apres, il faut asusi se mettre a la place des autres, a qui tu veux
apporter le changement, comprendre leur contrainte pour mieux apporter une solution.
Il faut avoir le support de la direction aussi. Si tu commences a faire ton truc et que
les salariés voient que c’est pas du tout en accord avec la direction. Tout ce que tu

fais n'est pas légitime.

Lucie : Est-ce que vous avez autres choses a ajouter, sur votre expérience ou la

conduite du changement en général ?

Léa : Ce que je voudrais ajouter c’est que j'aurai voulu qu'on me brief au début, apres

j'ai trés vite compris les enjeux mais j’aurai voulu qu’on m’accompagne moi aussi. Une

formation. Qu'on m’explique pourquoi, comment, les attentes.

Lucie : Dans vos actions pour le changement ?
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Léa : C’est trés simple. Pour moi, c’était important de voir les managers un par un.
Selon les personnes, ils n'ont pas les mémes besoins. En les voyant un par un devant
leur écran avec la GA affichée, ¢a les rassurait. On faisait les étapes un par un avec
eux dans leur environnement. Je I'ai remarqué, ¢a les rassurait. Il y avait aussi des
réunions avec tous les managers ou on projetait sur un mur blanc et on commencait
a I'expliquer. Mais j'ai remarqué que chacun avait leur propre inquiétude. Se rendre

disponible quand ils avaient besoin.

Lucie : Est-ce qu’on les a préparé en amont pour le changement ?

Léa : Pas du tout. lIs I'ont recu de la méme maniére que moi.

Lucie : Combien de temps cela a pris ?

Léa : C’est difficile d’estimer parce qu’on est un établissement découpé en 3 sites. J'ai

fait par vague. Je dirais au bout de d’un an avec la réorganisation. ¢a a pris du temps

mais c’était nécessaire. L'accompagnement c’est dans la durée.

Lucie : Merci beaucoup

Léa : Si tu as d’autres questions, n’hésite pas.
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6.2.2. Alain — ITIL expert (Information Technology

Infrastructure Library)

At the beginning of the interview, Lucie, the interviewer, record briefly the context of

the interview and the research.

Alain : On parle bien, quand tu parles de change management, tu parles bien de la
gestion de changement au sens ITIL (Information Technology Infrastructure Library)

ou tu parles de la conduite de changement en terme de changement organisationnel.

Lucie : Je parle de conduite de changement, aprés je pense que ¢a peut étre lié.

Alain : Oui complétement.

Lucie : De maniere générale, la recherche porte sur la conduite de changement mais

pas spécifiquement le processus gestion des changements

Alain : Bien sar, ITIL (Information Technology Infrastructure Library) prend en compte
'aspect changement organisationnel, conduite du changement. ¢a s’inscrit dans la
gestion des changements au sens ITIL (Information Technology Infrastructure Library)
du terme méme si on n'a pas toujours I'habitude de prendre cette dimension de
conduite du changement dans la gestion des changements. Mais, effectivement ITIL
(Information Technology Infrastructure Library) I'intégre et donne un certain nombre
de bonnes pratiques, techniques par rapport a la conduite du changement. Pour

répondre a ta questions, dans le cadre d’'un certain nombre de mes projets, que jai
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pu mener et que je méne toujours aujourd’hui. Si tu veux, il y a en fait toujours ce
qu’on appelle la transformation. Quand on met en place ce type de gouvernance sur
des services informatiques. On est dans une démarche de transformation. Par la
méme, il faut prendre en compte, pour un projet global, les aspects liés a la conduite
du changement et donc a tous les aspects organisationnels et a 'organisation, au
management, aux ressources humaines de maniére trés géneérale sur les aspects de
compétences, de formation. Tous ces aspects. C’est un point que j'ai eu I'occasion de
mener pas mal de fois. Je dirais que |a, ce qu’on fait c’est un projet dans le projet. Pas
isoler, le terme n’est pas bon. Bien comprendre les organisations, ¢a passe par une
cartographie des parties prenantes, les différents acteurs impliqués et/ou impactés
par la transformation qu’on est en train de mener. On fait généralement ce type de
cartographie, qui fait quoi dans l'organisation. A partir de ¢a, aligner ¢a avec la
transformation qu’'on est en train de réaliser et justement par rapport a cette
organisation comment les parties prenantes vont étre impactés par la transformation
et faire un peu ce que je pourrais appeler cartographie de type GPS. On est a un
certain endroit, I'organisation est a un certain endroit et on doit arriver a une
destination. Quelle est le chemin a parcourir entre la ou on est aujourd’hui et |a ou on
veut aller. Qu’est-ce qu’on va devoir mener, différentes actions, justement pour faire
en sorte d’amener l'organisation, I'organisation son management ses ressources
humaines, tous les actifs. Quelles actions donc pour les amener de la maniére la plus
simple possible en minimisant au maximum les désagréments et les impacts de fagon
a 'amener a cet objectif. A partir de cette cartographie des parties prenantes, on va
essayer de définir point par point et peut étre personne par personne, partie prenante
par partie prenante, quelles actions on va devoir mener vis-a-vis d’eux pour les

amener a l'objectif fixé. Et Ia; aprés, il va falloir mener les différentes actions, en
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fonction du contexte. Il n'y a pas de regle universelle. La régle universelle qu’on peut
mettre autour de ces conduites de changement, c’est peut-&tre la communication,
c’est un point extrémement important, plus qu’important, déterminant. il faut avec ce
plan de transformation, il faut y mettre un plan de communication et dans toutes les
étapes. Il faut complétement I'adapter au contexte et aux différentes audiences.
Justement les parties prenantes sont diverses. Tu peux avoir des ressources
techniques, des ressources humaines, des ressources métiers, des ressources de
directions. Le message que tu veux faire passer, il faut 'adapter en fonction de cette
audience. Il y a vraiment un plan de communication a monter en fonction de cette
cartographie des parties prenantes. C’est trés important. Il y a aussi d’autres pratiques,
techniques, qu'il est bon de connaitre et utiliser. Adopter et adapter, en fonction du
contexte. Tu connais peut-étre le cycle émotionnel du changement. C’est-a-dire
comment chaque étre humain. ¢a passe par une surprise, un rejet. Si tu prends les
cas ITIL (Information Technology Infrastructure Library) liés a la transition et la gestion
des changements, il intégre ce type de technique. Il faut bien connaitre car ¢a te
permet de prévoir un certain nombre de réactions. De bien identifier ou chaque
personne est, dans quel état d’esprit. Par la méme, il va falloir adapter le plan de
transformation et de communication en fonction de la ou se trouve, dans ce cycle
émotionnel, chaque personne. Il y a des personnes, selon le niveau d’implication et le
niveau d’'impact, qui vont étre tres positives et d’autres trés négatives par rapport aux
changements. Et méme, jusqu’a faire la fameuse résistance au changement.
Evidemment, il va falloir adapter notre démarche et notre communication par rapport
a ¢a. Tu as aussi d'autres pratiques, les pratiques de Kotter, il y a une méthodologie
qu’il a développé et qui a fait ses preuves par rapport a comment gérer un changement.

¢a s’adapte a tout par forcément I'informatique. Tu sais, je donne des cours autour de
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tout ¢a, autour d’ITIL (Information Technology Infrastructure Library) mais pas que.
Quand je donne des formations, j'essaie de donner des exemples hors informatique.
Et, tu vois, dans les étapes, créer un sentiment d’'urgence, créer une vision, créer un
groupe de coalition. Quand on essaie d’appliquer ¢ga a une élection, comment les
politiques organisent une campagne. ¢a s’adapte complétement a ¢a. Comme
toujours, de se mettre dans un cadre méthodologique et |la ces pratiques de Kotter,
sont trés intéressantes, car elles te permettent aussi de cadrer ta démarche. Donc,
que te dire d’autres ? Si tu veux, c’est vrai que mettre en place ¢a, de quoi est-ce
gu’on a besoin pour arriver a la cible ? Est-ce qu’on a besoin d’un plan de formation,
un plan de recrutement ? Est-ce qu'on a besoin d’avoir de mettre en place de la
documentation ? (...) On est dans une démarche de transformation, il y a un objectif a
atteindre, il va y avoir un certain nombre d’actions, de formation, de sensibilisations,
de création de connaissance. |l faut bien arriver a bien définir, toutes les actions, toutes
les étapes, en prenant en compte comment les personnes vont réagir, les différentes
parties prenantes. Les termes impacté et impliqué sont importantes. Dans la
documentation ITIL (Information Technology Infrastructure Library), tu vas retrouver
tout ca. Evidemment, tu dois avoir une cinquantaine de pages sur le sujet. A quel
niveau quelle partie prenante est impliqué, tu vas pouvoir gérer la transformation. Tu
vas avoir des gens qui vont étre impactés, il faut faire en sorte qu'’ils embarquent, car
leurs situations changent. C’est l1a ou tu peux avoir des difficultés, te créer de la
résistance, créer des ennemis. Il faut le gérer, un point extrémement majeur. Bien
evidemment, il y a une chose extrémement important, il faut absolument avoir un
sponsoring, un certain niveau dans le management, tout dépend de I'entreprise et ou

on se situe dans I'entreprise. Un dirigeant d’'un département ou le PDG, en fonction
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de ce qu’on est en train de faire clairement. Evidemment, 'aspect sponsoring est tout

a fait important. Je suis claire ?

Lucie : Oui, trés claire, ca compléte mes lectures

Alain : Peu importe les entreprises, tu connais quelques-uns de mes clients. Il ne faut
pas oublier “adopt and adapt”. Je ne te dis pas qu’on met en place tout de ce que je
te dis 13, il faut se remettre dans le contexte. Et il faut bien penser les différents aspects,
qui fait quoi, donc la cartographie des parties prenantes, ce que je t'ai appelé GPS, la
situation actuelle de I'organisation a la cible, quelles actions, plan de communication.
Tu mets des pratiques et méthodes. On peut prendre un exemple d’une réorganisation
hors informatique, pourquoi on fait ce changement, il y a une transparence. Face a un
changement, on réagit presque tous de la maniére, ¢a dépend vraiment des gens.
Mais on est dans notre zone de confort, la transformation n’est jamais trés agréable.
Il faut mettre les bonnes actions. Mais rien n’est parfait. Mais si tu fais ¢a, tu vas réussir

a faire les choses de maniére maitrisés.

Lucie : Est-ce que tu aurais un exemple d’'une conduite de changement non réussi ou

abandonné ? Et avec le recul, qu’est ce qui aurait pu étre fait autrement.

Alain : Oui, jai connu des changements en grande difficulté et méme se planter. Je
dirais que le fait de ne pas prendre en compte la diversité des situations, des
différentes parties prenantes, de restreindre le périmétre sans essayer de voir a 360
degré. Je I'ai vu, oublier tout un pan de parties prenantes qui ont été oublié. Et donc

développé une telle résistance qu’ils n'ont pas pu avancer.
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Lucie : Est-ce que dans les projets que tu as eu, tu as plutét des projets fluides ou

plutét avec des difficultés ?

Alain : Alors, il y a toujours des difficultés. Elles sont intrinséques au changement. Je
ne connais pas des changements sans difficultés. Maintenant, on y arrive. Il faut se
dire que c’est toujours pareil, tu auras toujours, méme tres bien préparé et maitrisé,
un certain nombre d’acteurs qui le vivront mal. Tu sais le “c’était mieux avant”. Quand
ce que je t'ai dit 13, il faut 'adapter au contexte. Les quelques régles et pratiques que
je viens de te donner, si tu les mets en ceuvre, tu arrives a baliser les changements, a
le construire et a le maitriser et arriver a étre proactif, c’est vraiment un facteur de

succes. Essayer de prévoir, étre proactif, par rapport a ce qui peut arriver, les

différents comportements.

Lucie : Quelles sont les effets positifs d'une conduite de changement bien menée ?

Alain : C’est toujours assez difficile a mesurer. |l faut mettre en place des indicateurs
de mesures. Je dirais que le changement est surtout porté par un besoin d’évolution
des techniques, des métiers, technologiques et d'évolution des organisations. Un
alignement métier et un changement métier et il y a aussi un petit peu d’'innovation

technologiques, quand on va vers des architectures de cloud.

Lucie : Selon toi, est-ce qu’une organisation peut refuser un changement parce qu’elle

n’est pas préte a ce changement ?
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Alain : Oui, oui, il y a des méthodes pour ¢a. Toujours en amélioration continue il faut
se donner le SMART (Specific Measurable Acceptable Realistic Time-bound) par
rapport aux indicateurs. Il faut toujours que ce soit atteignable. On peut proposer des

solutions étapes par étapes.

Lucie : En parlant de bonnes pratiques, quelle est la relation entre ITIL (Information

Technology Infrastructure Library) et le changement ?

Alain : ITIL (Information Technology Infrastructure Library), dans une démarche de
ITSM (Information Technology Service Management), tu es dans une démarche de
transformation. Tout ¢a, ¢ca se base sur le roue de Deming, le PDCA (Plan Do Check
Act). Qui dit amélioration continue, dit changement. Qu’est-ce que je peux faire ? ITIL
(Information Technology Infrastructure Library) implique le changement et vice-versa.
Quand tu veux transformer une organisation informatique, ITIL (Information
Technology Infrastructure Library) est un des moyens, un des acteurs pour

accompagner ce changement, pour mettre en place ces bonnes pratiques.

Lucie : En relation avec ton parcours, qu’est-ce qui ta amené a ITIL (Information

Technology Infrastructure Library) ?

Alain : Au début de ma carriére, j’ai fait du développement informatique, chefs de projet,
parcours assez classique d’ingénieur informatique. En fait, je me suis assez
rapidement orienté vers du conseil, j'ai fait beaucoup de logistique. ITIL (Information
Technology Infrastructure Library) est venu a un moment donné ou, c’est un peu par

hasard, je faisais du consulting dans un domaine logistique. ¢a fait longtemps, c’était
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en 2004, jai démarré comme ¢a. J'ai trouvé intéressant car j'ai retrouvé dans ITIL
(Information Technology Infrastructure Library) un certain nombre de chose que je
voulais mettre en place. ¢a donnait un cadre méthodologique, un référentiel, c’était
intéressant de s’appuyer. On dit souvent que ITIL (Information Technology
Infrastructure Library) c’est du bon sens organisé. ¢ga m’a apporté un cadre
meéthodologique. En 2004, c’était pas du tout connu et c’était pas encore aussi adopté

qu’aujourd’hui. ¢a a pris une ampleur tout autre.

Lucie : Aujourd’hui, tu es indépendant, et exclusivement sur ITIL (Information

Technology Infrastructure Library) ?

Alain : Alors jai une petite structure, mais oui c’est mon activité principale et je fais
encore un peu de logistique. ITIL (Information Technology Infrastructure Library) et ce
qu’il y a autour. C’est de la gouvernance IT (Information Technology) dans lequel on
utilise un certain nombre de référentiel et de méthode dont ITIL (Information
Technology Infrastructure Library) est une brique majeurs. Mais il y a autre chose que
de I'ITIL (Information Technology Infrastructure Library), il y a de I'lSO (International
Organisation for Standardization), du COBIT (Control Objectives for Information and
Related Technologies), DevOps. C’est tout un ensemble de brique qui faut adopter et
adapter en fonction du contexte. Il faut trouver la bonne combinaison et il n'y a pas de

combinaison universelle.
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