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Abgtract The starting paper, ‘ The Impact of Technological Changein a Service organization’,
isthe firgt quantitative research on the impacts of technologica change within aservice
organization. It is very effective to desgn three instruments to conduct a gatistica experiment in
aBanking Organization. The experiment is successful and the conclusions are interesting.
However, the explanation is not convincible to support the conclusons. The individua research
is based on the starting paper. It suggests that the impact differences among different echelons
within a service organization come from the different communication level among echelons.
Moreover, the individua research concludes thet it is very important to keep a communicative
environment in a service organization, and thus the impacts could be less different among
different echelons in a more communicetive service organizetion.

Part |: About the Starting Paper

The paper presents an interesting study: athough significant changes are expected to
take place when an organization bringsin a new technology, the technologica changes may have
different impacts on different echelons within the organization.

Based on the fact that there exists a disagreement about the nature of the impacts of
technological changes, pogitive or negative, the paper suggests that there must be contingency
factors to influence the actua impact of technologica changes. To support the suggestion, the
paper takes adatistica research in aservice organization. The research is about the reaction of
bank employees and branch managers to the introduction of a significant technologica change.

The methodology for the research is satistical andysis. Firt, the analyss carriesthe
fallowing two hypothesis

1. Employees who have been exposed to the change will report anincreasein

motivation and satisfaction.




2. Employee sreactionsto atechnologica change depend on their level within the
organizationa structure.

The three instruments are used in the research:

1. MPS(Motivationa Potentia Score), an integrated score about job variety, task
identity, task sgnificance, autonomy, feedback, and interaction with others,

2. JCF(Job Content Form) refers to the number of tasks added to or deleted from

each job and the specific changes that were incorporated;

3. MSH(Manager's Survey Form), isto identify the method by which the technologica

change was introduced.

Carried out on asample of 23 branches of the bank of which 12 are in the experiment
group and the other 11 branchesin the control group, the research gets the following interesting
and exciting findings, which are fully supported by numerica figures

1. Theintroduction of atechnologica change expandsjob contents in the organization;

2. The gaff and managers perceive the expanson in away thet it enriches the
employee’ sjob content significantly, whereas the employees themsdlves do not
perceive the expansion;

3. Thereisaposgtive impact of the change on staff about their autonomy, motivation
and growth satisfaction, but no such postive impact comes from line employees. By
the contrast, the managers perceive the change as negative, in terms of their own
motivation and growth satisfaction;

4. Theintengty of theimpact is greater for the younger age group and for women.

Asafina note, the research paper suggests that when a project dedling with the
introduction of new technologiesis being planned, employees involvement and training should
be considered as part of the project. The organization should make sure that the change
program has positive potential for each echelon to get a supportive attitude among their
employees.

Part 11. Comments on the Paper

The authors are resourceful to conduct such aresearch in the field of technology
management. The paper contributes to research in the fied by submitting the first quantitative
report about the impacts of technologica changes. There is much research focuses on the
changes of the whole indugtry, but few on amicro view within an organizetion.

The definitions of the three instruments among the research are very successful for the
datistica research since they cover most of the key factorsin the research, and the conclusions
are vauable to the related literature.

However, an effective factor, the communication leve in the introduction of the
technological change, has not been incorporated in the instruments. The ignorance leads to a not
good explanation of the gatigtica results. The interesting results can not be explained by
involvement intensty without the communication level insrument. For example, for the
concluson that even if daffs are not asintengvely involved in the change as the line employees
are, the impacts on the staff are more sgnificant, the paper attemptsto explain it in away that
gaffs have greater ability to understand and accept changes. At the same time, the paper
explains the negative impacts on managers satisfaction as aresult that their own role are shrunk.




Apparently, the reason for the ignorance of communication level isthat the paper misses
an important hypothesis, i.e., the third hypothes's. employees’ reactions to a technologica
change may aso depend on their communication level about the change.

Part 111. Expanded Resear ches about the Paper

Based on the starting paper and agredt literature research, the individua research
believes that better explanations for the starting paper conclusions are about the communication
level. For example, the reason for that the managers are perceiving satisfactory in a negative
way isthat, athough the managers can notice that the technologica change enrichesthe
employees job content significantly, they could not understand what the enrichments mean to
them if there is alower communicative level among the different echdons.

Theindividua research regards the communicative level as an important factor
throughout al stages of atechnologica changein a service organization. The reseerch amsto
find out that within a service organization, 1)It isimportant to kegp communicative to begin a
technological change, 2)It isimportant to kegp communicative during the technological change,
and 3)It isimportant to keep communicative after the technologica change.

1). It isimportant to kegp communicative to begin atechnologica change

Before we tak about this, we can have areview that how does atechnologica change
enter into a service organization. Customers: demands are dways the mativation to change for a
service organization, and the demands keep changing in two respects: the scope of services and
the quality of services[8]. Particularly, the service quality isacritica demand for both
customers and service providers. Customers seek and enjoy high qudity services, while service
providers hope that quaity services will enhance their marketing profits [5]. They are dways
percelving various kinds of changes and generating new demands which require technologica
changes. For example, for banking organizations, ‘what customers are coming to expect and
want, is accessto their entire wealth—any time, any where on the face of earth.” [6]

Generdly speaking, the management level responds to the changes of customers
demands first; successful management |eads the organization to ‘ get to where the cusomers are
just before they get there, offering these customers what they didn’t even know they wanted.’
[9] The management echelon is percaiving the change of cusomers demands while the
customers are enjoying the favorable changes in the services.

With such a marketing interface, the top leve of the organization is learning what the
organization need—technological changes[3]. Once the responses for a certain new technology
or new demands come into certain decisons, or drategies, a technological change begins
entering into the service organization.

It isimportant to keep communicetive at this stage. There would be conflicts at the
beginning of achange, especidly atechnologica change in a service organization. Keep
communicative among different echeonsisto find out more conflicts at the beginning then
eliminate the conflicts toward the end, and isto develop an effective corporate renewa darts at
dl-level echdlons, and to focus al-level echelons efforts on the change being introduced in. [1]

2). It isimportant to kegp communicative during the technologica change



However, the change takes place in a competitive environment rather than in avacuum.

[2] During the introducing of technologica change, the organization is risking unexpected
interna changes when it is expecting a positive change. The unexpected interna changes come
from the different echelon basis. For example, the people involved in research and planning leve
see the technologica change from a macro point of view, while the people who must take the
happen—from branch personnd to telemarketing groups—operate from amicro point of view.

At thisstage, it isvita for an organization to kegp communicative among al levelsto
overcome the inertia and effectively bring the technologica change. Coordination or team work
among dl echelonsis needed to diagnos's and solve a problem, and high level commitment is
vitd for flexibility of the organizationto support the change process. Kegp communicativeis an
effective way to keep dl echelons knowledgegble about the organization itself as well asthe
changing environment. Building competitive advantage requires the communicetion. [1]

3). Why isit important to keep communicative after the technologica change

Among al the impacts of technologica change for a service organization, the most
sgnificant oneisthat the change enables the organization to provide better service to customers.
[4] Since the effects of the using of new introduced technology can not be isolated from the
effects of other factors, it is difficult to estimate the impacts of atechnologica change on
productivity or performance in the service organizations. However, customers can perceive the
successful technologica changes. New technology provide customers not only the same old
service in anew way, but aso new kinds of services such as ‘nonbank services . [7] An
exampleisthat supermarkets with ATMs are now surrogate bank branch offices for
transactions such as cash withdrawal.

A sarvice organization must keep changing because it isin aever changing environment.
Keep communicative within the service organization is ill important even after atechnologica
change. It isagood way to keep the entire organization knowledgeable about the customers
changing demands.
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